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Helen Askey
The empowerment experience: a study of two organisations
The growth of empowerment in organisations has led to line managers
changing their approach to people management. Working with team members
who desire autonomy, purpose and meaning implies a change of
management approach from a hierarchical ‘power over’ style to one of
enabling and supporting, whilst still managing the performance of their team.

This thesis explores the structural and psychological empowerment
experience in two organisations, with eight line managers and twenty-seven

team members participating in the qualitative interview research.

The original contribution to academic knowledge is the examining of the
empowerment experience from psychological and structural perspectives to
offer a more in depth understanding of the empowerment experience.

This has contributed to the discourse on empowerment, and finds that the
structural empowerment mechanisms that line managers believe to be
supporting team member empowerment are from the team member view in
fact not contributing significantly to their empowerment. These formal
mechanisms would seem to offer the line manager reassurance that work
performance is happening, and it is the more informal line manager
conversations as well as the actions taken by team members that contribute

to a successful empowerment experience from the team member perspective.

The research identifies how line managers engage in managing performance
of empowered team members, and highlights there are optimal levels of
activity that enhance the empowerment experience. These are unique to each
employee, and involve the line manager being aware of their own impact as
well as the needs of each employee. The research identifies that
organisational performance management approaches need to support highly
empowered employees by reflecting the employee’s needs for self-
determination, meaning, impact and competence (Spreitzer 1996). Further
study is required to research how line managers assess empowerment

readiness and success.
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1.0. Introduction

1.1. Aims and objectives for this research

This research uses both the structural and psychological approaches to
empowerment by looking at how line managers and team members
experience empowerment, and how organisational mechanisms encourage or
support empowerment. Exploring the line manager and team member
experience of empowerment can assist in understanding how line managers
can effectively enable empowerment. Looking at the perspectives of line
manager and team member allows for a comparison of intended and
experienced behaviours, reflections and critiques that can assist in
understanding the experience and identify behaviours and mechanisms that

contribute to making the empowerment experience more effective.

Structural empowerment as defined by Conger and Kanungo (1998) and
Kanter (1977) place emphasis on structural or relational empowerment
whereby line managers encourage empowerment by giving power to their
teams, by involving team members in decision making and by giving
employees input into their career planning and personal development.
Thomas and Velthouse (1990) highlighted the impact of the organisational
environment on how people experience empowerment. Definitions and factors
that contribute to psychological empowerment (Thomas and Velthouse 1990,
Spreitzer 1995) give a greater understanding of how the empowerment
experience can be enhanced. Pearson and Chatterjee (1996) write that
“overall a great deal of interest has been shown for how empowerment works
rather than how to make it work” (Pearson and Chaterjee 1996: 17) and Wang
and Lee (2009) write that “empowerment theorists must focus on identifying
optimal combinations that represent balanced or fit situations in different work
contexts, which are essential to employee well-being and other job outcomes.”
(Wang and Lee 2009: 290).
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The researcher defines empowerment in organisations in the following way:
Empowerment in organisations is a three-fold construct that benefits the

organisation, line managers and team members.

Firstly the activities of line managers encouraging team members to have
accountability, competence and confidence to be able to successfully
complete all elements of their role.

Secondly team members having a desire, motivation and belief in their
competence to take responsibility, to shape their job role, to make decisions
and to manage their workload in such a way as to excel in their role and add

real value to the organisation.

Thirdly organisational systems and processes being available and used by all
organisational members. The employee is able to understand and influence
the organisation’s goals, objectives and strategy, to have access to
mechanisms and tools that will help them to define and measure their own
performance contribution, as well as employees working with their line
manager to create their own career and development pathway within the

organisation.

Empowerment is essentially a three-way collaboration for the benefit of
employees, line managers and the organisation to be successful and
sustainable. Team members have full responsibility for their role, and line
manager enable this to happen and organisational systems support
employees to be responsible for their own and the business performance, all
within a context of defining the organisational mission, strategy and plans.
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The research questions that will be answered by this research are as follows:

e How do organisational processes and mechanisms enhance or enable
the experience of empowerment?

o What are the line manager activities and behaviours that influence the
empowerment experience of team members?

e How do team members experience psychological empowerment?

It should be recognised that the desire for this research arises from a
professional and personal curiosity in this area based on the researcher’'s
experience of working with line managers and team members for over twenty-

five years.

The contribution of this research is the focus on how line managers experience
being involved with the empowerment of their team members, and the interplay
between line manager, team member and organisation in this experience. Past
research has mainly used quantitative methods to explore if empowerment is
present, this research will use a qualitative approach to give a deeper
exploration of the experience of the different parties, which can result in a more

thorough understanding of the line manager role.

1.2. The context for this research

The term empowerment is relatively new in the management profession but
the issues are not new. For decades delegation of power and authority have
been key issues in organisations (e.g. Shapira, 1976; Tannenbaum, 1968).
Forrester (2000) stated that the concept of empowerment in itself is not
problematic but argue, similar to Argyris (1998) that control needs in
managers and the difficulties of letting them go serve as inhibiting factors.
Thus the leader appears to play a crucial role in being identified as one of the
determinants of successful, as well as failed, empowerment interventions
(Deci, Connell, & Ryan, 1989; Argyris, 1998; Forrester, 2000; Hakimi et al.,
2010). Leader empowering behaviour is concerned with leaders’ delegation of
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authority and responsibilities to team members (Hakimi et al. 2010), as well as
information sharing, encouragement of participation in decision-making, and
facilitation of skill development (Konczak et al. 2000). The leader’s role in the

empowerment process is thus vital (Deci et al. 1989).

This research looks at the experiences of two groups of line managers and
team members in two organisations exploring their experience of
empowerment from both a structural and psychological viewpoint (Thomas
and Velthouse 1990). The research explores the realities of empowerment: do
line managers follow the researcher’s definition of empowerment when they
work with their teams (Spreitzer 1996), or is empowerment in today’s an
extension of management practise in that line managers adopt a distant style
and team members achieve an acceptable standard of performance (Somech
2002). The analysis explores if empowerment as defined by the researcher
actually happens in today’s workplaces and if the line managers involved in
this research believe that they encourage empowerment of their team
members. The analysis critically examines the reality of both parties in that do
team members believe they are empowered and are line managers
encouraging this to happen? Organisational processes such as performance
management will be explored in terms of the impact on supporting

empowerment in the workplace.

Empowerment as a term has been derided in the academic press, with
Argyris writing (1998) “managers love empowerment in theory, but the
command-and-control model is what they trust and know best, with senior
executives setting the organisation’s vision, strategy, work processes and job
descriptions... there has been no major change in the way organisations
operate, empowerment is the ‘emperor’s new clothes’, in that it is praised
publically but in private people say they cannot see it.” (Argyris 1998: 99).
This research takes an analytical approach to understand more about the
experiences of people involved in the empowerment experience: line

managers and their team members.
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1.3. Empowerment

Empowerment as a management tool has its roots in democratic supervision
and participative management that has been researched since the 1930s in
topics such as participative management, strategic planning, total quality
management and quality circles. Lewin (1939) and Hertzberg (1964)
introduced the concept of job enrichment as giving people increasing control,
involvement in decision-making and job autonomy that Honold (1997) defined
as the socio-technical approach. Other writing on empowerment comes from
authors on leadership such as Bennis (1989) and Kanter (1979), exploring
empowering team members as a way of managerial and organisational
effectiveness. The Institute for Employment Studies publication on the
changing roles of senior managers (1997) highlighted the influences of
changing organisation structures, the changing needs of customers, the
impact of information technology and the potential removal of the traditional
management career ladder as all having impacts on the role of senior
manager and how they operate in their specialist functions. The IES defines a
senior manager as “an individual with responsibility for both a significant part
of the business (e.g. a business unit or division, head of a function or a
geographical area), and a group of middle or functional managers.” (IES
1997: 5).

Empowerment has been defined in many ways, Del Val and Lloyd (2003)
defined it as “the management style where managers share with the rest of
the organisational members their influence in the decision-making process —
that is to say, the collaboration in the decision — making process is not limited
to those positions with formal power — with certain characteristics as far as
information systems, training, rewarding, power-sharing, leadership style and
organisational culture are concerned.” (Del Val and Lloyd 2003: 102). Another
definition is that used by Conger and Kanungo who define empowerment as
“a process of enhancing feelings of self-efficacy among organisational
members through the identification of conditions that foster powerlessness
and through their removal by both formal organisational practices and informal
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techniques of providing efficacy information.” (Conger and Kanungo 1988:
474).

One distinction the researcher would like to make is that line managers can
intend to empower people, however if team members do not take this power
that is bestowed on them there is no empowerment. Vogt and Murrell (1990)
used the term “interactive empowerment” for line managers giving power to
team members, and Menon (1998) defined a “cognitive state of perceived
control, perceived competence and goal internalisation” (1998: 30) for people

who take the power that is bestowed on them.

The researcher identified five dimensions of empowerment:

1. The team member being able to decide what needs to be done, when it
needs to be done and how to do it

2. The team member leads and self-monitors their work

3. The line manager encourages and enables the team member to have
task autonomy

4. The relationship between line manager and team member is open,
explores performance progress and is initiated by the team member

5. The organisational factors present that encourage empowerment which

include performance management and company communications.

1.4. Research problem

Specifically this research is focused on the empowerment experience of eight
line managers and their team members from two organisations. It explores how
they define and experience empowerment, the reasons the line manager
supports empowerment, what organisational processes are involved, and if

there are any boundaries to empowerment.
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1.5. Justification for this research

This research can be justified on the grounds of contributing to the academic
understanding of empowerment. The contribution of this research is the focus
on how line managers experience being involved with the empowerment of
their team members, and the interplay between line manager and team
member in this experience. Past research has mainly used quantitative
methods to explore if empowerment is present, this research will use a
qualitative approach to give a deeper exploration of the experience of the
different parties, which can result in a more thorough understanding of the line
manager role. The research also explores the organisational mechanisms that

contribute to the empowerment experience.

1.6. The research in context — about the two organisations

Both organisations are clients of the development company the researcher
manages. Company A is a scientific research company spread over two UK
sites and has partner businesses in the US and Europe and employs 1600
people. Company B is an engineering company based in the East of England
with over 2000 staff.

Both companies are heavily regulated, and have clear processes that people
must adhere to for much of the work. Both companies have been in business
for many years; over 30 years for company A and 70 years for company B.
Both companies have clear intentions of promoting talent from within the
organisation, and actively encourage staff to develop themselves.

Within both companies there is no active policy of promoting empowerment,
both companies are financially successful and have welcomed being involved

Helen Askey 16



in this research. They would both like the researcher to come back and share
the findings from this research.

1.7. About the researcher

| chose to study the topic of empowerment because | have over 16 years
experience of consulting to organisations on the topics of leader and manager
development, organisational change and team effectiveness. Before
becoming a consultant | worked in large organisations managing people and
processes in human resources and operational roles. During my career | have
been curious about the reasons for some managers being more effective at
bringing out the best in their teams and being able to manage large teams
without becoming involved in the day-to-day work of their team members. My
first job post university was working for a manager who found it hard to leave
his team to do their work, on a daily basis he asked questions, told us what
and how to do the work, and spent much more time at work than perhaps he
needed to. As | progressed in my management career | have been promoted
to managing teams and my own personal experience has been one of the
dilemma of wanting things done well (and potentially the way | would do
things) and wanting people to thrive, learn and enjoy themselves at work. |
have been taught that some success factors for a good manager are helping
team members to have confidence in their abilities, develop their skills and
being able to solve their own problems.

| have sought to encourage my team to do good work without me being
present; my own phrase for this is the echo of leadership as this implies the
activities and work that people do when the leader has left. | have always
veered away from wanting to be relied upon for answers and opinions, instead
wanting team members to have a more self-reliant approach to their work. My
main reason is that | wanted people to have the confidence and knowledge to
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progress without having to have recourse to me, as | felt a certain level of
discomfort with this power over people.

The quote from Hales (2000) summarises the experience | have of working in
organisations: “the almost farcical welter of evasions, ambiguities and
contradictions which confound the empowerment literature and the gulf
between rhetoric and reality” (Hales 2000: 502). The word empowerment is
often mentioned, and | have encountered line managers who say that they do
empower their teams, and yet their behaviours appear more controlling and
directive. | have experienced some line managers who say that they empower
their teams when they seem to be very involved in the work of each team
member, and other line managers who keep a distance between themselves
and their team, meeting them at regular monthly intervals to review and plan
work, yet all of these line managers say they empower their teams. This level
of difference in understanding and approach to empowerment leads me to
reflect on what actually is empowerment, and if it is part of a successful
people manager’s skill repertoire.

My work as a consultant, coach and trainer has been in the field of developing
people’s capabilities so that they can achieve their potential by increasing
people’s self-awareness, by developing skills and giving people more choice
in how they approach their work. My personal development has lead me to
explore appreciative inquiry, coaching, emotional intelligence, resilience and a
variety of approaches to leadership. | have developed my business so that |
now work with a group of 8 associates who work with me on a project-by-
project basis, a way of working | feel more comfortable with than an
employer/employee approach that some other consultancies use. | have
reflected that | personally find the additional challenge of employing people a
distraction from developing my business and delivering client work.
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| am aware that in my work encourage people to be more self-reliant and
people managers to be empowering and less involved in the day to day work
of their team members. In my coaching work | find connections between line
managers feeling more successful and creating the environment where their
teams have the skills, knowledge and confidence to do good work without an
over-reliance on the line manager. In my work | have become more curious
about the reasons for some line managers being able to empower their teams
successfully, and still feel comfortable about their line management role,
whilst other managers find it more challenging to give this power to their team

members.

All of these experiences and reflections influenced my decision that after 14
years away from academic study that | would research empowerment in order
to give me more academic insights, understanding and an appreciation of how
line managers and their team members experience empowerment. My
intention is to share this learning with clients, as well as wanting to contribute

to the body of knowledge on the topic of empowerment.

1.8. Methodology

The pragmatic aspect of research data lead the researcher to decide to use a
case study approach in the research design, where the organisations
participating will provide a rich source of data, accepting that all data is
interpretive and will not speak for itself. The key objective is to explore the
empowerment experience in two organisations with a view to arriving at the

factors that contribute to the empowerment experience.

In order to achieve the objectives the research is exploratory and interpretive
in nature and it adopts a case study approach. To support this methodology
and achieve the research objectives in-depth interviews will be used. The
ethics, validity and reliability of in-depth interviews were considered.
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It was decided to research four senior managers and their team members
from two organisations of a similar size, both of who have been in business
for over 30 years and who have a clear management structure. The
managers had been in their current position for over two years, and their
team had four or more direct reports (team members). The target group was
limited in this way because:

e The length of service in their current role gives people time to settle
into their role, to understand the requirements of their role and to
develop relationships with their team members

¢ Interviewing four senior managers in two organisations would give a
range of responses and give a meaningful comparison

e Managing at least four team members would give a comparison of
experiences between the four from each line manager, as well as

comparisons between the team members from different managers.

Whilst the adoption of a case study approach may limit the generalisation of
the research findings to the defined population, the value of the research

comes from the value of the findings, conclusions and recommendations.

1.9. Outline of the thesis

This section outlines the contents of the remaining chapters. A review of
literature related to the research is presented in Chapter 2, which reinforces
the contention that there is literature concerned with empowerment
approaches and power, but little on how empowerment can be successful.
The literature review explores power, current changes on workforce, the
different approaches to empowerment, leadership and performance
management. The methodology section in Chapter 3 describes how the
methodology appropriate to the research aim was selected and developed. A
guide to what to expect from the interviews was developed and given to all

research participants before their interviews. Chapters 4 and 5 contain the
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narrative and analysis of the interviews. Each theme is supported by
representative quotations from the research participants. Chapter 6 presents
the conclusions of the research and reflects on the data in relation to the
reviewed literature. The limitations of the research and suggestions for further
research are highlighted.
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2.0. Literature review

2.1. Introduction

This chapter commences with a review of the changing world of work, starting
with Taylor (1886) and moving to employee involvement and participation
practises. The foundations of empowerment are provided in section 2.3 and
the sub-sections. Power is explored in section 2.4, acknowledging that power
is a backdrop of any exploration of behaviour in organisations (Clegg 2006)
and where power rests is a component of empowerment. Power being a
hierarchical concept and the use of control systems by line managers
(Edwards 1979), and how that relates to line managers supporting autonomy
is explored in section 2.5.

The two approaches to empowerment considered within this research are
relational or structural (Kanter 1977) and psychological (Conger and Kanungo
1988) are contained in sections 2.6. Section 2.7 looks into structural
empowerment and the underlying principles of self-efficacy (Bandura 1994)
and agency (Giddens 1994) are explored in section 2.8. Thomas and
Velthouse’s (1990) cognitive model of psychological empowerment and
Spreitzer’'s (1995) multidimensional view of empowerment are explained in
sections 2.9 and 2.10 respectively. Further refinements to psychological
empowerment (Spreitzer 1996, Logan and Ganset 2007 and Wang and Lee
2009) and the implications for line managers are considered in section 2.11.
The impact of empowerment on job performance (Tuuli and Rowlinson 2009)
and other approaches to measuring empowerment and its effects and
outcomes are provided in section 2.12. Section 2.13 considers the how the
leadership style of the line manager can impact on the empowerment
experience. Section 2.14 considers performance management and its
relationship to psychological empowerment. The researcher’s decision to
research empowerment using both structural and psychological

empowerment as the frame of reference is explained in section 2.18.
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The overall objective of this chapter is to investigate how the literature impacts
on the understanding of the empowerment experience and informs the

approach to research and the research question.

2.2. The changing world of work

The Industrial Revolution of the eighteenth century emphasised work as a
place for rules, procedures and control. In 1886 Frederick W. Taylor explored
an approach to management that he called scientific management that lead
him to develop a utilitarian view of workers, in which efficiency and
productivity lead to business profit. No doubt Taylor has left a lasting legacy
on organisations in terms of the measuring tasks, the drive for efficiency and
seeing employees as a utilitarian resource, which would seem to be opposite
of the principles of empowerment which encourages ownership, involvement
and that employees are individuals with differing needs and characteristics.
The researcher notes the historical context for organisational culture, and will

explore with interviewees how ownership and involvement are encouraged.

Mary Parker Follett (1918) was one of the first writers to move forward the
exploration of power and gave a more optimistic view of management,
bringing the American ideal of democracy to the workplace and offering a
counter balance to Taylor (1886). Follett (1918) accepted power in
organisations she distinguished between power with and power over, arguing
that the power with concept should be adopted by organisations, so that
people learn to work together, to co-operate and that power came from
function rather than an elite group. She believed that scientific management
has produced efficiency, but at the expense of civility and that “democracy
rests on the well-grounded assumption that society is neither a collection of
units nor an organism but a network of human relations” (Clegg 2008: 73
quoting Follett 1918: 142). The function of leadership in organisations was to
foster partnership and coordination, and to deal with conflict by negotiation so
that both sides would be respected and their interests preserved. Her term for
power over was coercive power, and power with was coactive power, and she

believed that promoting democratic governance of organisations encouraged
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empowerment. Subsequent researchers on power in organisations developed
Follett’s stance, in the Hawthorne experiment (1950) and the writing of Elton
Mayo (1942) and the Human Relations School emphasis was placed on
informal work relations, and individual human needs, personal motivations
and job satisfaction. It would seem that no matter what position a writer on
organisational empowerment takes, one central theme is social relations and
power relations. The researcher takes heed of the distinctions between
coercive and coactive power, and the concept of democratic governance. To
what extent can line managers be truly collaborative? How do line managers
believe they use coactive power, and do team members experience this? The
sharing of power, involvement and the passing over of responsibility would

seem to be at the heart of the empowerment experience.

In the 1960s and 1970s some organisations decided to involve their
employees by using job enrichment programmes that offered employees
some elements of control and gave feedback on their performance (Buchanan
1979). Employees jobs were enriched to offer broader job roles and more
decision-making authority, both of which were deemed to increase job
satisfaction and offer intrinsic motivation. Companies such as Mars, Proctor
and Gamble, and General Motors identified that intrinsic motivation was an
element of job satisfaction (Walton 1985).

The word empowerment became popular in management books in the 1980s,
typified by In Search of Excellence by Peters and Waterman (1982). The
central message of Peters and Waterman’s (1982) book was that
organisations should move away from bureaucracy, control and hierarchy,
instead move towards trusting employees more, involving employees and

giving them greater discretion to serve customers.

The late 1980s and 1990s saw a move towards lean production, responsive
organisations and innovation. Writers such as Drucker (1988) and Kanter
(1989) explored de-bureaucratisation, de-layer, de-centralisation and a move
towards project-team based working. This new approach suggested that
managers promoted team working, empowerment and high trust, and that
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employee’s knowledge should be utilised much more (Hyman and Mason
1995, Walton 1985). The Total Quality Movement (TQM) and quality circles
became popular during this period.

It is against this short historical backdrop that this researcher finds her
curiosity about how people in organisations experience empowerment today.
Does Taylorism still have validity in organisations? Are employees involved
and trusted? What are the power and social relations in organisations today?
The researcher will relate these reflections to the interview questions.

2.3. The foundations of empowerment

Empowerment stems from approaches and concepts that were designed to
democratise the workplace, and two key influencers were McGregor (1960)
and Likert (1961). McGregor’s X and Y theory (1960) suggested there were
two approaches to managing people and how workers contribute to managing
their own work situation. The theory X manager is authoritarian, and the
theory X employee dislikes work, preferring to be directed and avoids
responsibility. The theory Y manager has a participative style, and theory Y
employees often seek responsibility, are self-directed and seek to achieve
organisational objectives without management control or the threat of
punishment. Coupled with the work of Likert (1961) on moving management
styles beyond the traditional command and control approach these writers
gave encouragement to a variety of participative management studies which
explored how encouraging open communication, identifying the motivations
and needs of employees and co-operation between managers and employees
impacted on productivity and quality.

2.3.1. Job enrichment

Job enrichment became prominent in the 1960s and 1970s as a move away
from the Taylor approach to work simplification in that people were given a
whole piece of work to do and then held accountable for the successful
completion of the task. Its growth spread from production line work to other
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forms of work, and work was either enriched horizontally or vertically.
Horizontal expansion gave people more steps in the task process, and vertical
expansion gave people responsibility for control tasks such as judging quality
and work scheduling. Hackman and Lawler (1971) found that unless people
experienced both horizontal and vertical enrichment they would not feel
psychologically responsible for their job performance, and that job enrichment
will only work if employees are motivated by high-order needs such as
personal growth, achievement, autonomy and competence, the same
underpinnings for psychological empowerment. The researcher will ask
questions about the scale and type of enrichment that team members possibly
encounter. Empowerment implies both horizontal and vertical expansion, and
people believing they are responsible for their own job performance. Is this

possible in large complex organisations?

Empowerment has links to participative management practises, with Lawler
(1986) advocating the link between empowerment and practises such as
quality circles, job enrichment and participative management, where more day
to day decisions are given to employees to decide, and recognised that
people need to be motivated to become involved. These approaches were
founded on the idea that employees could be trusted to make decisions about
their work and gain more knowledge about their organisation which would
then result in higher levels of productivity. Three stages of involvement were
identified: suggestion involvement where people offered ideas, job
involvement in which people designed the methods needed to do their job,
and high involvement where employees could take decisions that impacted
the organisation beyond the boundary of their job. Lawler (1986) identified
four facets of high involvement: information about the performance of the
organisation, reward for job performance, sharing knowledge that helps
employees to contribute to organisational performance, and distributing power
so that employees can influence organisational direction. These are aspects
that can be explored during interviews: do team members have knowledge
about the performance of the business? Can they see how they contribute to
this performance? Do team members believe that they can influence business
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strategy? What are the actions and behaviours line managers do that
encourage and support these outcomes?

Block (1987) popularised the term empowerment and encouraged managers
to move from traditional business bureaucracy to encouraging a more
entrepreneurial approach to management. Choosing this entrepreneurial path
is based on three choices:

1. Greatness not maintenance

2. Courage not caution

3. Autonomy not dependency.

The emphasis on creating interesting jobs, honest and open communication,
taking personal responsibility and employees focusing on their responsibilities
gave managers a new perspective on their role. The line manager role
became a consultative one, encouraging employees to define their own work
objectives, to be more self-managing and to take ownership of their goals and
outcomes. One phrase from the book that has become popularised is:

“Better to proceed than to wait for direction. Better to ask forgiveness than ask
permission. Better to be seen as stubborn than incompetent” (Block 1987:
16).

2.3.2. Participatory management: high commitment and high

involvement

Much has been written about participatory management with many terms
being used and the challenge is that there would not seem to one unitary
construct for this area of management. Cotton, Vollrath et al (1988) completed
a literature search of over 400 articles, and found that there were six variables
of participatory management which range from participation in work decisions,
consultative participation, short term participation, informal participation,
employee ownership and representative participation, and concluded that
participation is most effective in increasing job performance and employee
satisfaction when employees are given the opportunity to have a large
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influence on the decision, and when the participation is direct, and happens

over the long term.

High commitment management has the outcome of “eliciting strong
commitment to the organisation, so that behaviour is primarily self-regulating
rather than controlled by sanctions and pressures external to the individual,
and consequently relations within the organisation are based on high trust”
(Wood and Albanese 1995: 217). Management create the conditions for
employees to become more involved in the organisations success. Wood and
de Menezes (1998) highlight a list of practises associated with high
commitment management which include career ladders, commitment to
employee development and removal of job descriptions, which relate to the

structural approach to empowerment.

Ahanotu (1998) found that empowerment goes beyond quality circles and
continuous improvement programmes, to workers actively contributing to
innovation, and having access to knowledge of design and processes. High
involvement goes beyond role empowerment to involve individuals beyond the
boundary of their job description into engaging in organisational improvement,
continuous improvement and broader systems that impact the wider
organisational operation that include employee voice (Wood and de Menezes
2014). High involvement encompasses role empowerment, and goes wider in
consisting of four types of involvement: role involvement (the individual has
responsibility to manage their own work tasks), direct involvement in the
organisation (such as team work and quality circles as explored by Lawler
1986), employee voice (giving participation in employee relations) and
economic involvement (which gives employees an incentive to contribute for
the good of the organisation). Wood and de Menezes (2014) found no strong
evidence that all four approaches are used together, and that high
involvement can have a positive effect on performance, but also may have the
negative consequence of increasing employee anxiety, and recommended

that organisations focus on promoting self-efficacy to minimise these effects.
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There can be negative consequences of what Baloff and Doherty (1989) call
high commitment organisations. They focus on the impact on employees and
highlight that people may be subject to peer pressure against what can be
seen as collaboration with employers in ways that potentially endanger
employee interests. The second negative impact was that managers may
seek to coerce employees to participate, or may retaliate if performance
results are poor. The final negative impact is that employees may find it
difficult to adapt back to a more rigid traditional style of management at the
end of a task involving high levels of participation. The researcher considers
that having all four approaches to be the “ultimate state” and that in her
organisational consulting experience people may aspire to all four, but in
practise not all four are present. It will be interesting to explore with line
managers how they encourage involvement, and how team members
experience this intention. Indeed the negative consequences as highlighted
by Baloff and Doherty (1989) maybe present and hinder team members from

being involved.

The challenge of peer group pressure can be seen as people wish to conform
to a set of behavioural norms for the group, and employee participation could
be viewed as deviant behaviour if the group is unfamiliar with the participative
approach. Baloff and Doherty (1989) highlighted a range of negative
consequences ranging from members of the wider employee group explaining
to participants the negative consequences of participation, to excluding
participants from membership of the wider group, all of which are designed to
result in “internal conflict, possible feelings of guilt, and a lower motivation to
participate and to work creatively.” (Baloff and Doherty 1989: 54). The impact
of manager self-interest is highlighted in the paper, exploring that if there is
organisational pressure on a manager to be a participative manager, or if
career progression is at stake a manager will potentially resort to coercive
pressure on employees to participate. These negative impacts on employees
can be mitigated in a number of ways. If the duration of the participation is
long, such as over six months, this can have a positive impact, as can the
intensity or exclusivity of the activity. If the activity is purely part-time, with
employees spending the balance of their time on normal tasks, the resulting
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impact on motivation can be reduced. If the participatory approach is a one-off
or transient approach when the employee experiences ‘re-entry’ it will have a
more negative effect on motivation than a sustained commitment to employee
participation. The article has served to highlight areas of research including
how managers approach empowerment, as well as exploring any negative

impacts of empowerment.

Ramsay, Scholarios and Harley’s (2000) researched the impact of high
performance work systems (HPWS) on performance, following from Huselid’s
(1995) supposition that HPWS “can improve the knowledge, skills and abilities
of a firm’s current and potential employees, increase their motivation, reduce
shirking, and enhance retention of quality employees while encouraging non
performers to leave the firm.” (Huselid 1995: 635). The researchers
distinguished between high commitment management (HCM) in which
managers reduce their need for control and monitoring, and high involvement
management (HIM) where employees take the initiative and make productive
decisions. Both approaches have in common trustworthy information flows,
training to give employees the capability to contribute, progressive employee
relation’s procedures and performance incentives. The researchers used the
WERS 1998 survey results to assess if HCM or HIM had any positive impact
on workplace performance and employee outcomes such as satisfaction.
Their findings highlighted that HCM and HIM had no robust impact on
employee outcomes, and high performance work systems such as TQM, team
autonomy, job control, upward communication and profit related pay had
positive impacts on workplace performance indicators such as labour
productivity, financial performance and product quality. Potentially there are
four options as to the lack of evidence for the positive impact of these
practises: the statistical model the researcher’s used may not be complex
enough to measure the subtle nuances of any potential positive effect of
employee involvement and empowerment processes, managers when
implementing high performance work systems are not competent at doing so,
employees actively or passively resist manager processes, or simply that
there are not any measurable benefits for employees. The researcher notes

the potential challenge in measuring the outcomes of empowerment.
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This section informs the researcher’s understanding of empowerment by
appreciating the different approaches to employee involvement, and wonders
is empowerment just employee involvement under another name? This
researcher will explore with line managers and team members the detail in

how they work, engage and empower.

2.4. Power exploration

Power concepts were explored in Power and Organisations (Clegg,
Courpasson, Phillips 2006) where the authors begin by saying “power is to
organisations as oxygen is to breathing” (Clegg et al 2006: 3), highlighting that
power can be a positive force, although the majority of their writing explored
the more negative aspects of power, citing Aldrich “the concentration of power
in organisations contributes not only to the attainment of large scale goals, but
also to some of the most troublesome actions affecting us...\We might view the
growth of organisational society as a record of people enslaved and
dominated by organisations” (Aldrich 1999: 7). This would seem a strong
backdrop to explore the concept of empowerment.

Talcott Parsons also explored the concept of power in the mid 1960s; he
defined power as the “generalised capacity to influence the allocation of
resources for attaining collective goals.” (Clegg 2008: 193). He wrote that
power was a legitimate mechanism for regulating commitments and
obligations where individuals are socialised to achieve within a specific
context, and based on organisational norms power has a positive effect.
Barnes (1988) refers to Parsons’ views on power as “normative determinism”
(Barnes 1988: 26) in that norms are shared, and where they are not shared
socialisation has failed to occur. This work highlighted the impact of norms on
power, and this would seem to be a useful line of enquiry for this research.
Parsons has been criticised for overlooking the hierarchical power role of
senior managers in organisations, Clegg quotes Habermas (1987) as saying
that a “person taking orders is structurally disadvantaged in relation to a
person with the power to give them” (Habermas 1987: 271), where the person
giving the order has the ultimate sanction of withdrawing employment, and
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this power is not reciprocal in that the impact of a person deciding to leave
employment may not have the same impact as being told to leave
employment. Senior management are seen as having legitimate authority,
and so have the power to set goals, whereas more junior organisation
members can only participate in the process if invited to do so, so they are at
a structural disadvantage. By selling my labour to the organisation legitimate
power is given to those in authority, which could be seen as a fair exchange,
although this can be dependent on the alternatives to this employment, and
so power with may never be a reality, power over maybe the norm. Power
over would seem a hierarchical concept, and where the fulfiiment of the
aspirations of empowerment may struggle to be realised in organisations. This
work has added a layer of detail to the exploration of power in that it has
highlighted that power is not absolute if you are a manager: your place in the
hierarchy has an impact on the power you hold. This exploration of power
would seem binary — you either have power or you do not. The researcher’s
experience is much more complex than this in that power comes from several
sources not just hierarchical position. In the two organisations participating in
this research team members have power in the form of technical expertise,
professional networks and organisational understanding, sometimes much

more so than the line manager.

2.5. Power in the workplace

It would seem that power can do good as well as harm, and Gidden’s (1994)
idea of structuration aids understanding in that agency (such as actions)
interact with the wider social structure (the context of my action), and the
interplay between these two factors determines in constructiveness of the
outcome. For instance an employee does not have complete free will to do
whatever they want at work, and the social structure can not one hundred per
cent determine people’s actions; it is the interplay between and structure.
There would seem to be a link to Lukes (2005) work, in that the three-
dimensional view of power acknowledges the significance of the social
context, and how social patterns create power relations: “the bias of the
system is not sustained simply by a series of individually chosen acts, but
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also, most importantly, by the socially structured and culturally patterned
behaviour of groups, and practices of institutions, which may indeed be
manifested by individual’s inaction.” (Lukes 2005: 26).

One area of interest is the increasing use of technology and the impact of up-
skilling employees on the decentralisation of power and responsibility. It could
be suggested that more highly skilled employees require less direct
supervision and control, and they have the skills to be more self-managing.
Gallie et al (1998) researched this area, and found that there was a strong
relationship between skill change and task discretion (an element in
empowerment), which could not be explained by factors such as age and
length of service and resulted in employers relying more on the judgement of
employees, giving them more responsibility and discretion as their skill levels
increased. When people were asked if the responsibility involved in their job
had increased, decreased or stayed the same over the past five years the
majority of employees (65%) has experienced an increase, whilst only 26%
had reported responsibility staying the same, and 8% a reduction. This did
vary by class of employment, with the increase in responsibility the most
marked among managerial and professional, and technical/supervisory
employees, whilst semi- and non-skilled staff had the least increase in
responsibility, but this class still had a large 50% increase in responsibility.
This highlights a potential shift in the role of a line manager, in that an
increase in autonomy and discretion shifts the line manager from
management control. This researcher is aware that in both organisations
involved in her research there is a high use of technology, and that
participants can be classed as managerial and professional. This would
highlight an expectation that levels of responsibility have increased. Gallie et
al (1998) did not research if there are any negative consequences to this
increase such as work related stress. The researcher will be alert to any
indications that responsibility and empowerment negatively impact stress and

pressure.

The authors went on to explore control in the workplace and how employee

commitment could not flourish in the traditional framework of management
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control, finding that the move away from control is a necessary antecedent to
employee autonomy and empowerment. This researcher will explore the role
of the line manager when a team member is highly empowered in terms of

their behaviours, their expectations and their measures for role success.

Richard Edwards (1979) stated that control systems show the opposing
nature of interest between employers and employees, and that control
systems are developed to increase compliance and prevent conflict between
employees. Edwards (1979) highlights three stages in the development of
control systems, firstly the power over staff with the foreman or supervisor
having tight direct control over work processes, resources and employees.
The second stage is technical control, stemming from the scientific
management school and Frederick Taylor where control is exercised by work
processes and payment by results that are used today in environments where
work is standardised and routine. The third stage is bureaucratic control,
initially developed in large organisations to control administrative and
technical people, using systems such as performance management, career
progression and less formal codes of conduct or values statements.
Throughout these stages of control development Edwards (1979) states that
control over workers will never reduce, only its mechanisms may alter with the
advent of technology or market demands. Control will be developed to
maintain the power of employers, to counter any potential power or influence
from organisations such as trade unions that oppose that power. Offering any
form of task discretion is perceived as a weakness of work intensity, and more
complex forms of control will be constantly developed to ensure that control
delivers productivity. Edwards (1979) writing would seem to be in opposition
to concepts of empowerment, coactive power and high involvement. This
work does highlight how line managers define their role in an empowered

relationship, and are there more complex forms of control present?

Edwards (1979) prediction of supervisors maintaining control is endorsed by
Gallie (1998) who found that a minimum of 70% of respondents in all classes
of employment said their supervisor influenced the tasks they should do, and
the quality of their work. This would also indicate that even complex or
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knowledge work can be controlled, potentially challenging other findings.
Edwards (1979) stages of control proposal and the research of Gallie (1998)
indicate that control systems have expanded, almost everyone is supervised,
although in the managerial and profession classes of employment
management supervision is reducing in favour of personal discretion and
responsibility. The widespread use of mechanisms such as appraisal systems
and other forms of bureaucratic control apply to four in ten employees, with
this form of control being more prevalent in the managerial and professional
classes of employment. It would seem that task discretion does not
significantly alter the traditional management role of work supervision. This
highlights the potential impact of the appraisal systems present in the
participating organisations, and the researcher will explore their use, their
influence and if experienced as a form of control. The researcher’s own
experience is varied, ranging from those that are controlling and create
conformity, to others that have a more development and self-ownership focus.

It will be interesting to explore with participants their views.

Nord (1978) summarised the challenge of changing the distribution of power:
“We seem to forget that individuals who currently have power, whether they
are in business, government or the labour movement, have an interest in not
changing the distribution of power too much.” (Nord 1978: 674). The
challenge for management in a capitalist system is that they are there to
create profit, and the view that hierarchy is the primary means for creating this
profit would seem prevalent. A weakening of the hierarchy was introduced by
Friedman (1977) who explored the concept of responsible autonomy, as
defined as “the maintenance of managerial authority by getting workers to
identify with the competitive aims of the enterprise so that they will act
responsibly with a minimum amount of supervision” (Friedman 1977: 48). The
interplay between line managers having power and team members wanting
power would seem to highlight a boundary of employee discretion on the one
hand and the hierarchical enterprise on the other. The need for managers to
monitor and measure employee performance was highlighted by Ripley and
Ripley (1992) who wrote that employee discretion would still be limited, unless
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employees became truly self-directing, which would then lead to the manager
role changing or the manager role being extinct.

The role of the line manager in an empowerment relationship seems to
highlight the shift between the hierarchical power over approach to
management, and the power sharing, encouraging autonomy approach of
empowerment. This changing role of the line manager will explored later in

this chapter.

2.6. Two approaches to empowerment

The term empowerment originally came from writers on societal change and
feminism, and in a literal sense empowerment is about giving power to
somebody else: “it concerns an individual's power and control relative to
others, as well as the sharing of power and control, and the transmitting of

power from one individual to another with less” (Wilson, 2004: 167).

There are two approaches to empowerment in the workplace: the relational,
mechanistic, top-down or structural approach to empowerment, and the
psychological, individual initiated approach to empowerment. Relational or
structural empowerment depends on higher levels in a hierarchy sharing their
power with lower levels in the hierarchy, as opposed to psychological
empowerment that stems from individuals believing that they are empowered
(Conger and Kanungo 1988). Essentially structural empowerment is a means
or an approach by line managers and organisations to empower their
employees, and psychological empowerment is an outcome. Line managers
may take action and effort to empower their teams, and yet if their team
members do not have the desire or cognitive will to be empowered, these
efforts will be unsuccessful (Conger and Kanungo 1988). These two
approaches will now be explored, looking for commonalities, differences and
implications for this research.

It seems as though the pre-requisites and contexts most supportive of
empowerment had been largely overlooked until Conger and Kanungo’s work
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in 1988. The authors found that empowerment could be viewed as either a
relational construct or a motivational construct. The literature on the relational
construct power is used to describe the power one person or group has over
another person or group. The source of this power comes from a variety of
sources including the dependence of one person relative to another (Pfeiffer
1981), or at an organisational level the abilities or skills of a particular group of
staff needed by an organisation (such as maintenance workers, Crozier
1964), or at an interpersonal level the sources of power are the structural
position of one group relative to another, or a person’s personal
characteristics (French and Raven, 1959), or lastly a person’s expertise or
specialised knowledge (Bacharach and Lawler 1980). At the interpersonal
level the bases of power have been identified as legitimate, expert, referent,
coercive and reward (French and Raven 1959). Legitimate power is also
termed positional power and is derived from the position an individual holds in
the hierarchy relative to other members of the organisation. For this power to
be used effectively the power holder must be deemed to have earned it
legitimately by mechanisms such as promotion, job titles or job descriptions.
Expert power comes from having knowledge or expertise in a specific area,
and the opinions and decisions of individuals with expert power are held in
high regard, and can be of great influence within organisations. People with
expert power often perform tasks that are critical to organisational success,
and these people can be perceived as vital to organisational success.
Referent power comes from the relationship that an individual forms within the
organisation, and these people are often deemed to have charisma, and
foster respect and trust from colleagues. This form of power can also come
from an individual’s personal connections or network with people more senior
in the hierarchy. Coercive power comes from a person’s ability to have
influence over others by using threats, sanctions or punishments. Coercive
power can control the behaviour of others by ensuring compliance to policies
and procedures. The final base of power is reward power that comes from a
person’s ability to influence the distribution of incentives within the
organisation. These incentives include promotions, salary increases and other
benefits, and can be motivational to employees if allocated fairly, and be
demotivational if applied unfairly.
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It is implied that when you have any of these sources of power to a greater
level than someone else you are more likely to achieve your desired
outcomes or goals than those with a lesser amount of power. Empowerment
in this context is seen as the manager or leader sharing their power with their
team, in this case power is the control of resources or a formal position of
authority within an organisation. Within the relational construct it is implied
that those who have power are more likely to gain their desired outcomes and
a dependence culture can be fostered, which can be counter to empowerment
which occurs when a manager shares their power, as Burke describes it “to
empower implies the granting of power — delegation of authority” (Burke 1996:
51). In the relational empowerment approach line managers give their power
to team members, offering them the opportunity to stretch their competency,
to do more and to be more productive. This can result in a negative reaction
from team members if they do not want this additional power or responsibility,
as Kerfoot and Knights (1995) found in that senior managers still had ultimate
responsibility for performance, and that there was no proof that passing down

this responsibility to team members was successful.

Relational empowerment does not address the experience of the team
member, in that by purely passing power and resources on to employees it
may not mean that employees are automatically empowered. The
psychological needs or cognitive state of the employee is overlooked, and
empowerment programmes could fail because employees are not ready to
take this empowerment and trust. It would seem to be valid to explore both
relational and psychological empowerment to have a fuller picture of the

experience.

This researcher will include an exploration of the power relationship between
line manager and team member. Do team members perceive themselves as
having any power? When they are empowering their team members do line
managers perceive any power being transferred? How does the line manager

experience this? How does this impact their own self-esteem?
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Psychological empowerment sees power as motivational, and that people are
assumed to have a need for power in terms of being able to influence and
control (McClelland 1975), and this power need is met when we believe we
can cope with events and have the skills to be successful, whereas our need
for power is not met where we believe we are unable to cope with our
situation and experience helplessness or powerlessness (Abramson, Garber
and Seligman 1980). This links to the need for self-determination (Deci 1975)
and a belief in personal self-efficacy (Bandura 1986) in that individual’s
actions can enhance this feeling of self-efficacy, and increase our sense of
power (a further exploration of Deci and Bandura is in section 2.8). This view
of empowerment sees empowerment as motivating and enabling a person’s
performance, whereas structural empowerment is giving authority and
resources. This difference in view can lead to confusion about what
empowerment actually means, Whetten and Cameron (1984) write that both
aspects of empowerment imply a gaining of control over resources and
developing personal efficacy, and Neilsen (1986) defined empowerment as
both giving team members resources and increasing their feeling of self-
worth. Conger and Kanungo’s (1988) work majored on empowerment as a
motivational construct in terms of enabling rather than delegating, and they
defined empowerment as “a process of enhancing feelings of self-efficacy
among organisational members through the identification of conditions that
foster powerlessness and through their removal by both formal organisational
practises and informal techniques of providing efficacy information” (Conger
and Kanungo 1988: 474). The authors highlighted five stages in the process

of empowerment, as shown in table one below.
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Stage one Stage two Stage three Stage four Stage five
Conditions The use of To provide self- | Results in Leading to
leading to a managerial efficacy empowering behavioural
psychological strategies and information to experience of effects
state of techniques subordinates subordinate
powerlessness using for
sources

Organisational Participative Enactive Strengthening Initiation /
factors management attainment of effort persistence of
Supervision Goal setting Vicarious Performance behaviour to
Reward system | Feedback experiences expediency or accomplish
Nature of job system Verbal belief in task objectives.

Modelling persuasion personal

Contingent/ Emotional expediency

competence arousal

based reward Remove

Job enrichment | conditions

listed in stage

one

Table one from Conger and Kanungo (1988: 475) Five stages in the process of empowerment.

This table shows how managers can remove feelings of powerlessness in

their team members, and then build up self-efficacy that leads to a team

member feeling empowered and then behaving as if they are empowered at
stage five. When moving to the psychological construct power and control are
seen as motivators, and people are seen as motivated when they have power
to cope with events and situations (McClelland, 1975 and Abramson, Garber
and Seligman, 1980), so that people can satisfy their need for self-
determination (Deci, 1975) or personal self-efficacy (Bandura, 1986). Any
management intervention that strengthens self-determination or self-efficacy
can increase an individual’s sense of power. This links to expectancy theory
(Lawler 1973) that states an individual’s desire to increase effort to achieve a
task will depend on two expectations, that firstly the effort will result in a
desired performance level and that secondly performance will produce the
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desired outcomes. The first expectancy is termed as the self-efficacy
expectation by Bandura (1986), and the second as outcome expectation.
When people are empowered their level of self-efficacy is increased, they
have a belief that they can work hard and have a sense of optimism,
irrespective of their expectation of achieving the desired outcome, which is
popularly termed the “can do” attitude. Line managers have a role to play in
acknowledging the effort a team member gives even if the team member does
not achieve the desired outcome in that the act of acknowledging this effort
will enhance the team members feeling of self-efficacy. This has implications
for the skill of the line manager in giving praise, feedback and
acknowledgement. The researcher will explore with participants at which
stage they are experiencing empowerment and indeed if the experience is a
linear one. Conger and Kanungo’s (1988) research did not explore how line
managers experience this building up of team member self-efficacy and
removing feelings of powerlessness. Do the line managers feel that their own
role is reduced? How do they feel now that power has been transferred? What

are their personal motivations for empowering team members?

2.7  Structural or relational empowerment

Thomas and Velthouse (1990) suggested that the organisational environment
can have a significant impact on how people perceive their own
empowerment. They highlighted the potential of organisational processes to
leave employees feeling powerless to realise their full potential, and that by
removing or changing these conditions employees may thrive and reach their
potential. In this sense structural or relational empowerment can appear

mechanistic and involve a distribution of power.

Allowing workers, or indeed giving workers, more power, discretion and
problem solving opportunities implies a level of trust in those employees.
Trust is defined as “the willingness of a party to be vulnerable to the actions of
another party based on the expectation that the other will perform a particular
action important to the trustor” (Mayer, Schoorman and Davis 1995: 710).

Trust in the competence and abilities of team members would seem critical to

Helen Askey 41



empowerment success. Relational or structural empowerment could be said
to be delegation, in that decision-making power is passed to an employee
from the line manager. However Leana (1987) defined delegation as
temporarily transferring decision-making to a team member, whereas
empowerment is seen as giving continuous authority to a team member to
make decisions. This would seem to answer Conger and Kanungo’s (1988)
concerns about empowerment being seen as purely as delegation. The
researcher will explore how participants see any differences between
delegation and empowerment. Is there a giving of long term authority to team

members?

Three macro environment or organisational factors that contribute to structural
empowerment were researched by Matthews, Diaz and Cole (2002). The
three factors are the dynamic structural framework, control of workplace
decisions and fluidity in information sharing. The dynamic structural
framework includes guidelines produced by the company the assist in
employee decision making, as well as supervisory style, understanding the
vision and company goals. The second factor is the control of workplace
decision in that employees are allowed input in all stages of their career,
clarity on personal job goals and job responsibilities and control of activities
such as scheduling, recruitment, development and goal setting. Lastly fluidity
in decision-making was defined as employees having access to all company
information concerning their job, and that they can contribute and offer ideas
and make informed decisions on their job tasks. Matthews et al (2002) found
that all of these three factors affected employee empowerment as defined in
Spreitzer’s 1995 psychological empowerment scale. This highlights the
importance of the work environment in encouraging empowerment. The
researcher wonders if all three macro factors are present in organisations?
There would seem to be a move to partnership in career planning and
performance goals. The third factor of having access to all company
information is not often witnessed by the researcher. Company finances,
sales figures and company strategy are not often understood by team
members, even at managerial or professional levels the existence of these

three macro factors maybe utopia in organisations.
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Ripley and Ripley (1992) highlight that “empowerment is the vesting of
decision making or approval authority to employees where, traditionally, such
authority was a managerial prerogative” (Ripley and Ripley 1992: 3) and as
such can involve behavioural and organisational changes such as
organisational culture and environment. They do not mention specific
organisational practises such as performance management, instead their
focus is on access to quality improvement processes, a clear company vision
and mission, and a common organisational language. The tone of this article
is very determined and highlights that senior managers need to act
hierarchically: “this requires senior managers to instruct middle managers to
evaluate and approve a companywide empowerment programme” (Ripley and
Ripley 1992: 8), which would seem counter to one empowerment foundation
of self-determination. This focus on relational or structural empowerment
would seem one of imposing empowerment on to employees and sees
empowerment as a process of “enculturation” (Ripley and Ripley 1992: 11) of
beliefs and organisational norms. The tone is one of managers doing
empowerment to others rather than the others wanting empowerment. The
article highlights the need to train mangers in verbal and listening skills,
coaching skills, problem solving skills and in understanding people’s
motivation and behaviour. Employee training is recommended for team
building, quality improvement and an understanding of the company and its
goals. The article detailed the requirements for self-management in structural
terms in that having well defined boundaries, clear responsibilities, access to
resources, decision making authority ad group procedures. This researcher
found the tone of the article very hierarchical (doing empowerment to others)
and the focus on structural empowerment does give useful insights into what
organisations can do to create the systems and processes that encourage
empowerment. This researcher increasingly realises that empowerment is a
coming together of structural and psychological empowerment, and that one
without the other may not be successful.

Seibert, Silver and Randolph (2004) looked at the macro perspective of

structural empowerment in terms of organisational structures and policies,
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and the micro perspective (psychological empowerment) of motivation. The
macro element was defined as the empowerment climate: “a shared
perception regarding the extent to which as organisation makes use of
structures, policies and practises supporting employee empowerment. The
empowerment climate is composed of information sharing, autonomy through
boundaries, and team accountability” (Seibert, Silver and Randolph 2004:
334). The researchers found that the empowerment climate was an important
factor in work performance and when psychological empowerment was also
present job performance was positively affected. The researchers highlighted
that empowerment climate is an important aspect for organisations working to
foster psychological empowerment and that “the empowerment climate
explained 22 percent of the variance in work-unit performance in this study”
(Seibert, Silver and Randolph 2004: 343). The research also highlights the
importance of organisational structures and practises in supporting
psychological empowerment, again reinforcing that when both structural and
psychological empowerment are present the experience of empowerment is

more successful.

This researcher agrees with Seibert et al (2004) that a broader view of
empowerment climate is useful, and that climate should take into account
other management structures and practises and this researcher suggests that
this should include organisational systems and policies and access to
resources, specifically performance management, financial budgeting and

spend, and access to and influence of organisational strategy.

During this researcher’s interviews examples of how managers empower their
team members will be explored. Structural or relational empowerment is an
important element in the empowerment experience, and the researcher will
explore the activities of line managers that contribute to the empowerment
experience, as well as how team members experience these line manager

activities.

Trust is one theme to explore: how do line managers measure or know that

they trust their team member to do a good job? The presence of
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organisational practises such as performance management and company
communication will be explored in relation to their impact on the
empowerment experience. The researcher will compare the views of line
managers and team members: does their experience of trust and

organisational processes align, or are there any differences?

2.8. Self-efficacy

An individual’s level of self-efficacy can impact on their readiness to be
empowered, or to take empowerment. Bandura (1994) defined self-efficacy
as “the belief in one’s capabilities to organise and execute the courses of
action required to manage prospective situations” (Bandura 1994: 2), which in
turn impact an individual’s beliefs on how they think, feel behave and motivate
themselves. Having a high level of self-efficacy enhances human
accomplishment and personal well-being, causing difficult tasks to be seen as
challenges to be mastered and overcome, and encouraging the setting of
personal goals and maintaining a high level of commitment to them. In the
course of completing a challenging task if something is intimidating or
highlights any deficiencies in capability, an individual can experience a
lowering of self-efficacy, and as an individual continually works to develop
themselves and increases their capability their self-efficacy increases.
Bandura described self-percepts of efficacy as “cognitive mediators of action”
(Bandura 1982: 126), with four main influences: “performance attainments;
vicarious experiences of observing the performances of others; verbal
persuasion and allied types of social influences that one possesses certain
capabilities; and physiological states from which people partly judge their
capability, strength and vulnerability” (Bandura 1982: 126). These would seem
to be activities that managers can influence to support or increase self-
efficacy, particularly as enactive attainments have the largest efficacy impact,
and one that managers can offer people in terms of task distribution. Bandura
(1982) mentions self-directed mastery experiences as offering a mutually
enhancing process, in that if a person believes themselves to be capable they
will achieve more, which in turn enhances their level of self-efficacy, which in

turn enhances their attainment of competency, again these would seem to be
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in the realm of influence in the management relationship. Research on self-
efficacy in relation to empowerment is mainly focused on the employee and
not the line manager. This researcher wonders about the line manager’s belief
in their own capability, and how the line manager defines their capability once
work has been transferred to team members. Is there an influence of the line
manager’'s own manager in encouraging and enabling self-directed mastery?
Or is the line manager left with a task vacuum in an empowered team? How
does the line manager find their own place or role? This offers a rich line of

enquiry within the researcher’s interviews.

Conger and Kanungo (1988) identified organisational factors that lead to self-
efficacy reducing which include bureaucratic and authoritarian management
styles that create dependency, preventing self-expression in the workplace or
organisational goals that are not meaningful to employees. Kanter (1977,
1983) also highlighted the impact to employee powerlessness of
organisational change, job redesign, communication processes and access to
resources. In times of organisational change rules and processes may not be
clearly defined, and power and accountabilities can rapidly change. This level
of uncertainty can impact employees feeling of competence and control, and

has implications for the organisations invited to contribute to this research.

Management style can have a positive impact on self-efficacy by showing
confidence and having high performance expectations of team members
(Burke 1986), encouraging team members to participate in decision-making
(Block 1987), offering autonomy (Kanter 1979) and setting inspirational goals
(Bennis and Nanus 1985). This research will look at the practises of line
managers and see if any of these behaviours are present.

Agency has some alignment to Bandura’s (1981) work on self-efficacy and is
defined as the ability to make decisions for yourself and to be responsible for
your own actions, which has implications for empowerment. Giddens (1994)
introduced the concept of the “autotelic self’, which refers to an individual who
has “an inner confidence which comes from self-respect, and one where a

sense of ontological security originating in basic trust allows for the positive
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appreciation of social differences. It refers to a person able to translate
potential threats into rewarding challenges.” (Giddens 1994: 192).

This section has highlighted the potential impact organisational process and
management style can have on self-efficacy. The researcher will explore this
impact with team members, as well as how line managers see their actions

impacting on the self-efficacy of their team members and themselves.

2.9. The cognitive model of psychological empowerment

Authors who have built on Conger and Kanungo’s (1988) work include
Thomas and Velthouse (1990) who developed a cognitive model of
empowerment by endorsing the view that empowerment is motivating,
following from the definition of power meaning to energise. The authors
focused on an individual’s view of being given a task to complete by looking at
the intrinsic task motivation, which they defined as “those generic conditions
by an individual, pertaining directly to the task, that produce motivation and
satisfaction” (Thomas and Velthouse 1990: 668). The authors defined task as
including activities and a purpose, which follows from Hackman and Oldham’s
(1980) model of job meaningfulness, and builds on Deci’s (1975) model of
intrinsic motivation that referred only to activities. This addition of purpose has
implications for line managers in how they communicate the importance of the
work of their team members. It would seem that one key role of a manager is
to assess which elements of a task are positively valued by people, so that
the task becomes the central aspect of motivation and empowerment.

Thomas and Velthouse’s (1990) cognitive model is shown below and states
that an individual’s cognition about a task will influence their judgement and
behaviour and will impact on the likelihood of an individual starting and
completing an empowered task.
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Figure one Thomas and Velthouse’s (1990) cognitive model of empowerment.

At the model’s core is a cycle of environmental events giving information to
the individual about current behaviour consequences and circumstances
relevant to future behaviour, which impacts the task assessment in terms of
meaningfulness and choice, which then impact on the individual’s behaviour.
The quality of the task assessment is not purely an objective assessment,
instead relying on interpretations or cognitions of reality which are based on
the individual’s generalised beliefs which include impact, competence,
meaningfulness and choice as well as how the individual is interpreting the
event (their interpretive style). The individual’s interpretative style consists of
three subjective cognitions that are evaluation: how well a task is progressing;
attribution: what influenced past events; and envisioning: what could happen
in the future. An individual’s subjective evaluation against these three criteria
will influence their decision to undertake the task, and will create positive or
negative cycles, having a positive or negative impact on empowerment. The
final element of empowering interventions offer methods of influencing the
many variables working in this model to increase an individual’s task

assessment, these interventions come either in the cluster of environmental
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events upon which the task assessment is based, or changing the individual’s
style of interpreting these events. This model would seem to be thorough
examination of empowerment, and this researcher wonders if these items and
this comprehensive approach is within the awareness of a line manager or
team member, and instead this approach is one that researchers have
created based on their understanding. This highlights for this researcher the
“real-world or groundedness” of research participants, and to avoid leading
people by using academic concepts. This model is thorough and attempts to
define the steps that happen at an almost unconscious or unaware level for
line managers and team members. The researcher is reminded to work from

participant’s own experience and language.

The four task assessments are consistent with expectancy theory (Lawler
1973) in that impact aligns with performance-outcome expectancy and
competence an effort-performance expectancy. Impact is defined as the
degree to which a behaviour will make a difference in terms of contributing to
achieving the task and purpose (Abramson et al 1980). Competence is
defined as the extent to which an individual can complete the task
successfully with the skills they have which is aligned to Bandura’s (1977)
work on self-efficacy, in that low-efficacy can lead to individuals avoiding
situations that require skill, which in turn leads to a lack of skill development
and skill mastery. Conversely high self-efficacy leads to the individual
contributing more effort, being more resilient and achieving higher levels of
skill. Meaningfulness is concerned with the implicit value of the task goal or
purpose, and this value is made within the individual’'s own frame of reference
or values (Hackman and Oldham 1980). Low levels of meaningfulness can
result in detachment, apathy and what it now called disengagement in work,
and higher levels of meaningfulness create involvement, focus and
commitment (Kanter 1968). The final task assessment is choice, and explores
how responsible an individual feels they are for their actions, or locus of
causality (de Charms 1968). This is aligned to self-determination (Deci and
Ryan 1985), which produces initiative, resilience, creativity and self-
regulation, and if individuals feel themselves controlled by events they
experienced lower self-esteem, negative emotions and stress. These task
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assessments would seem to have greater influence on the success of task
achievement, and are within an individual’s control and are based on the work
of Bandura (1977 and 1986) and Deci (1975). They also capture the essence
of expectancy and reinforcement dynamics (Lawler 1973) where the effort, the
required level of competence and the meaningfulness of the outcome impact
on the level of choice perceived by the individual in taking the task, as well as
their influence in during the course of task completion. Bandura’s (1977) self-
efficacy and internal locus of control are two factors that underpin impact and
competence, and this area of task achievement would seem good inclusions
into the researcher’s qualitative research. The researcher will explore with
team members how they monitor their own task achievement: do they have
any meaningfulness associated with their work and where does this originate
from? The researcher also appreciates the skill level required by the line
manager in facilitating this task understanding. Within psychological
empowerment there are implications for the competence level of the line

manager to encourage empowerment.

Thomas and Velthouse (1990) wrote that behaviour was intrinsically
motivated in that it is not dependant on the quality of supervision or reward, so
that individuals can work hard and demonstrate flexibility, initiative and
resilience. This behaviour would then have a positive outcome and would give
more evidence of competence, choice, impact and meaningfulness, leading to
a self-fulfilling cycle. This means that task assessments have an impact on
behaviour and then outcomes, and can reinforce in a positive or negative way.
Low task assessments can lead low initiative, a lack of flexibility and stress,
which give the individual evidence of the low task assessment. The writers
went on to show that specific leadership styles shape task assessments, and
that a charismatic style of leadership (House 1977) can shape competence
and meaningfulness task assessments, and transformative leadership (Bennis
and Nanus 1985) shapes impact, competence and meaningfulness task
assessments. A deeper exploration of leadership styles follows in a later
section of this literature review. This researcher is unsure of the validity of this
research in that research on employee engagement (MacLeod and Clarke
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2009) highlights the role and style of the line manager has a direct impact on

the motivation and behaviour of the team member.

The researcher will examine with team members how their cognition about
their work tasks influences their performance, whether they see themselves
as being empowered and how their line manager influences this cognition.
The researcher will also look at how line managers perceive their activities as
influencing impact, competence, meaningfulness and choice (Thomas and
Velthouse 1990).

2.10. A multidimensional view of psychological empowerment

Spreitzer (1995) took a psychological view of empowerment, developing
Thomas and Velthouse’s (1990) four cognitions and developed a
multidimensional measure of empowerment, and researched how a person’s
perceptions of their work environment allow people to see work as liberating
or constraining. Meaning was defined as the value of a work goal or purpose,
and having a fit between work role and the individual’s own beliefs, values
and behaviours (Hackman and Oldham 1980) contribute to meaning.
Competence, or self-efficacy is defined as the individual’s belief in their own
ability to perform with skill (Gist 1987), and is aligned to effort-performance
expectancy (Bandura 1989). Self-determination means an individual’s sense
of having a choice to initiate and regulate their behaviours and resulting
actions (Deci, Connell and Ryan 1989), and can be seen as autonomy for
making decisions about work process, pace and effort. Impact is the amount
of influence an individual has to contribute to strategy or operating outcomes
in their organisation (Ashforth 1989), and is the opposite of learned
helplessness (Martinko and Gardner 1982), and is influenced by each specific
work context rather than being a general measure such as internal locus of
control (Wolfe and Robertshaw 1982).

The research found that the four cognitions of choice, meaningfulness, impact
and competence all contributed to an individual's perception that they were

empowered. There would appear to be overlap or mutual reinforcement
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between these factors, and Spreitzer's (1995) work was not a longitudinal
study so these are factors that have a positive effect on empowerment, rather
than factors that cause managers to empower. The researcher will take heed
of the author’'s recommendation to look at the impact of leadership on
empowerment. Again it is highlighted that psychological empowerment
involves people influencing business strategy and operating outcomes. It is
unclear how Ashforth (1989) defines this influence. In the experience of this
researcher defining business strategy is reserved for a limited number of

senior managers and specialists.

Spreitzer (1996) took this work further in researching the influence of the work
unit and how empowered individuals impact their social structure. The writer
found that the following factors had a positive influence on empowerment:
clear lines of responsibility, clear goals and tasks, a manager with a wide
span of control, a participative work environment where people feel valued,
and having access to the organisation’s goals, vision and direction. Access to
resources was found not to be related to empowerment, and larger work units
offered more meaning to individuals, and those with more education were
found to be more empowered (Spreitzer 1996). There are implications for
managing highly empowered team members, in that role ambiguity can create
stress and goal conflict, and that having clear goals is a determinant of work
effectiveness (Locke et al 1981). Thus if a line manager and team members
can create role clarity for the team member empowerment is more likely to
result. The line manager can also encourage a more participative work
climate, encouraging team members to network across the organisation.
Access to resources will be ignored for this research, as Spreitzer (1996)
wrote that there might have been ambiguity in the research questions relating
to resources. One learning here is to be clear and specific when exploring
access to resources. The research was not longitudinal, so it cannot be
concluded that the structural factors cause individuals to be more empowered,
instead it highlights that individuals who report high levels of empowerment
tend to report being more involved in the social structures of their workplace

than those who report as having lower levels of empowerment.

Helen Askey 52



2.11. Further refinements to psychological empowerment

Empowerment opportunities were found to be limited where employees
perform routine, repetitive production or service roles, as the cognitive
aspects of self-determination and impact are limited, whereas employees who
have complex tasks and enriching job characteristics have more scope for all
four cognitive aspects (Yukl and Becker 2006). The work performed by

participants is complex and multi-faceted.

Logan and Ganster (2007) found that at the heart of any empowerment effort
there should be an explicit activity to increase the decision-making authority of
team members, and that this would have an increase in the team member’s
perception of their control or self-determination. The authors highlighted the
need for direct line manager support for empowerment, as without it they felt
that employee attitudes would be destructive (Logan and Ganster 2007). This
shows the duality of psychological empowerment in that line managers are
actively involved in the performance success of highly empowered team

members.

The four cognitions of empowerment (meaning, competence, choice and
impact) were explored further by Wang and Lee (2009) in terms of how the
cognitions interacted with each other. They explored whether the cognitions
had an additive effect or interactive effect. An additive effect would imply that
the four cognitions are independent of each other, and each has its own effect
on outcomes, whereas an interactive effect implies that the cognitions either
reinforce or supress the effects of the other cognitions. They wanted to
explore what would be the interactions to create the best possible outcome for
empowerment from an individual, line manager and organisational
perspective, and the outcome they chose to explore was job satisfaction as
this has an impact on organisational performance (Ng and Sorensen 2008).
They wrote that motivation, turnover and organisational commitment were
also linked to job satisfaction (Judge 1993, Martin and Bennett 1996, Williams
and Anderson 1991). Job satisfaction is defined as “a pleasurable or positive
state that is a function of the perceived relationship between what one wants
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from a job and what one perceives it is offering” (Locke 1976: 1300), and
Thomas and Tymon (1994) stated that empowerment is more likely to be
found at higher levels of job satisfaction. The researcher will explore whether
team members experience high levels of satisfaction and motivation, and the

influence of the line manager on these two factors.

Wang and Lee’s (2009) findings reinforced the gestalt view of the four
cognitions in a complex way, and specifically that choice has a weak but
negative effect on job satisfaction when both competence and impact are high
or low, but choice has a positive effect when one of competence or impact is
low, and the other high. Impact had no effect on job satisfaction when choice
and competence were either high or low. The effect of impact was positive only
when one of the cognitions is high and the other low. Overall they found that
high levels of choice and competence reinforce the positive effect of the
meaning cognition on job satisfaction. The findings reinforced the helplessness
concept in that in a low competence and low impact situation giving more
choice lead to less job satisfaction. One concerning finding is that a high level
of one cognition can reduce the positive effect of another cognition, which has
implications for job stress, well-being (Karasek 1979) and job content (Warr
1987). This highlights that empowerment can have a negative effect on
employees when the four cognitions combine in a less than constructive way.
This outcome is compounded when as individuals we perceive situations
differently, and our ability to handle and manage stress may be more important
to our own well-being and job satisfaction that the level of importance we attach
to any or all of the four cognitions. The research gave warning that
empowerment is not a simple iterative process, and the outcome will be related
to how individuals experience each work situation. The researcher mentions
the potential negative effects of empowerment on workplace stress and
wellbeing. This researcher will be alert to an indicators of stress that can be
linked to empowerment. This would seem to be counter to the intention of

empowerment being a motivational experience.

This research offered implications for management behaviour in that line
managers should pay heed to the impact of all four cognitions, so that if for
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example a line manager focuses in increasing a team member’s level of choice,
they should attend to competence if the level of impact is low or improving the
perception of impact if competence is low. This highlights the need for
management training to assist line managers in creating optimal conditions for
empowerment and job satisfaction success, as well as developing
observational skills to spot when a team member is experiencing stress or a
lowering of well-being. Wang and Lee (2009) summarised by stating that the
meaning cognition had a strong positive effect on job satisfaction, and that if
line managers were to focus here they would see job satisfaction increase. If
the line manager then became over-ambitious offering high choice,
competence and impact when the team member had an average level of
meaning would potentially have a negative effect on job satisfaction,
performance and hence organisational performance. A quote that sums up this
deliberate approach to empowerment is “the way one dimension affects job
outcomes is not constant and additive but may be enhanced or suppressed by
the levels of the other dimensions or the combination of the other dimensions.
Thus, empowerment theorists must focus on identifying optimal combinations
that represent balanced or fit situations in different work contexts, which are
essential to employee well-being and other job outcomes.” (Wang and Lee
2009: 290).

There appears to be a range of views on whether performance related
rewards affect self-efficacy, with Bandura (1977) coming from social learning
theory perspective, stating that assigning intrinsic motivation has a positive
effect on self-efficacy, whereas the cognitive evaluation theory (Deci 1975)
would state that the influence of an inner drive for competence attainment has
a more positive impact on self-efficacy than reward. It would seem that
positive incentives promote interest when they increase or validate self-
efficacy, with rewards for performance attainment increasing interest in the
task, as opposed to interest declining when they are rewarded irrespective of
the level or quality of task attainment (Boggiano and Ruble, 1979, Ross
1976), the key being to provide information on personal competence. The
influence of attainable sub-goals that are aligned to future rewards is another
aspect of motivation aligned to increasing self-efficacy. Having standards to
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measure performance increases an individual’s level of satisfaction (Locke,
Cartledge and Knerr 1970), and when these are sub goals (small, more
immediate task attainment measures) the level of intrinsic interest increases,
as opposed to having larger, more future focused goals that are harder to link
to current performance and attainment, which can cause disillusionment and a
reduction in self-efficacy. This influence of proximal self-motivation is another
factor to explore in people’s experiences of empowerment. Self-efficacy would
seem a foundational factor in the success of empowerment, and one that
managers can influence, and will form part of this research. Deci (1975) and
Ross (1976) have mentioned reward as an influencer of task attainment and
hence potentially empowerment. The researcher will explore any direct or

indirect link between empowerment and reward.

Going deeper into the research on psychological empowerment has given the
researcher insights that will inform her research in the following ways. Firstly
to look at the complexity of the work undertaken by team members. Secondly
in relation to the four cognitions do team members perceive themselves to be
motivated? And lastly what is the level of self-efficacy for team members, and
does the activity of their line manager influence this?

2.12. Measuring psychological empowerment

Tuuli and Rowlinson (2009) set out to explore if psychological empowerment
improved job performance, looking at the behavioural perspective of
performance in terms of measuring behaviours relevant to the achievement of
organisational goals, rather than the outcome perspective of the task
consequences of that behaviour. The assumption that psychological
empowerment has positive performance benefits has been explored by
Thomas and Velthouse (1990) and by Parker and Turner (2002), based on
the premise that employees have a more complete understanding of their
work than their managers and so can schedule work and resolve work issues.
Tuuli and Rawlinson’s (2009) research found that psychological
empowerment has direct and positive task and contextual behavioural

consequences when examined from the intermediate steps of managers
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developing people’s ability, and hence creating more self-confident workers,
which has implications for the researcher’s focus on how managers create the
conditions for empowerment. Tuuli and Rowlinson (2009) looked at how
empowerment impacted on the behaviours relevant to achieving
organisational goals. This researcher will explore how team members believe
empowerment impacts their work performance, as well as any change in
behaviour. The researcher appreciates that there are many external factors
that influence job performance, and yet it would seem fundamental to
assessing the success of the empowerment experience to look at the impact
on job performance.

When comparing empowered employees with those exhibiting the indicators
of learned helplessness Campbell and Martinko (1998) found that empowered
employees did not transfer ownership to a higher authority, that they felt they
had control over tasks, and tended to make less negative statements such as
“to tell you the truth | don’t know of anything | have experienced that has been
great” (Campbell and Martinko 1998: 190). Learned helplessness is defined
as “a debilitating cognitive state in which individuals often possess the
requisite skills and abilities to perform their jobs, but exhibit suboptimal
performance because they attribute prior failures to courses which they
cannot change, even though success is possible in the current environment”
(Martinko and Gardiner 1982:196). They found that empowered staff reported
less tedium, less depression and more persistence, and interestingly more
anger, which served as a reaction to a specific external situation that
stimulated pro-active and empowered behaviour. The researchers concluded
by saying that learned helplessness and empowerment are different ends of
the same continuum, and recommended these constructs are better
understood so that organisations can better facilitate empowerment. It will be
interesting to learn more about what participants see as the opposite to high

empowerment.

Dewettinck (2003) highlighting that only 6% of variance in employee
performance can be attributed to empowerment, recognising an intermediate

stage of performance determinants such as motivation, ability and opportunity
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(Liu and Fang 2006 and Blumberg and Pringle 1982). The writers found that
power-sharing behaviour predicted and significantly explained individual
performance through extrinsic and intrinsic motivation, suggesting an indirect
link between empowerment and job performance. Vroom (1964) viewed job
performance as a function of motivation (the desire to perform) and ability (the
competence to perform), with Peters and O’Connor (1980) adding a person’s
opportunity to perform as a third element in job performance. These three
factors of opportunity, motivation and ability are potentially the link between
job performance and empowerment, in that the cognitive aspects of
psychological empowerment (meaning, competence, self-determination and
impact) link to opportunity, motivation and ability. These three factors have
implications for how line managers support team member’'s empowerment in
that line managers can encourage ability development, create opportunity for
team members to perform and behave in a motivational way to influence the
team member’s intrinsic level of motivation. These line manager behaviours

will be explored in this research.

When looking at Thomas and Velthouse’s (1990) multidimensional
conceptualisation of empowerment (meaning, competence, self-determination
and impact) empowerment may make a difference to the three expected
outcomes of effectiveness, work satisfaction and job-related stress. Spreitzer,
Kizilios and Nason (1997) found that meaning was positively related to work
satisfaction, competence protects people from job-related stress, self-
determination was related to work satisfaction, and that impact was related to
effectiveness. Spreitzer et al (1997) highlighted the multi-dimensional view of
empowerment and that only by working on all four dimensions of
empowerment will positive outcomes be achieved. They found that self-
determination had the least influence, which could imply that autonomy is less
important than having meaning, competence and impact in the workplace.
This could be due to an increase in focus on teamwork and collaboration
rather than sole working. This research does have implications for managers,
in that in order to gain the greatest benefit from any empowerment activity
they should adopt and multi-dimensional view, which is summarised by Liden
and Tewksbury (1995): “a piecemeal approach to empowerment sends mixed
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signals throughout the organisation and runs a high risk of failing to
accomplish the intended outcomes” (Liden and Tewksbury 1995:13). The
researcher wonders if there is such a complete experience of all the

dimensions, and especially how much scope or freedom there is for impact.

De Val and Lloyd (2003) took another approach to measuring empowerment.
They took as their empowerment definition “the involvement of employees in
the decision making process, inviting the members of the organisation to think
strategically and to be personally responsible for the quality of their tasks,
favouring and rewarding employees for behaving always in a way that they
consider more suitable to satisfy customers and to improve the organisation’s
functioning” (De Val and Lloyd 2003:102). They created a measurement tool
based on two components: the degree of extent of empowerment and the
specific dimensions of empowerment. The degree of extent refers to the
hierarchical level of people involved in empowerment. The second component
was divided into three dimensions, the first being the formal or informal
approach to empowerment, finding that the more formal norms or rules for
empowerment the more participative will be the management style (Cole et al
1993), and the more informal approach is due to the relationship between
individual and their manager, and does not guarantee a long-term or
sustained approach. The second dimension is the direct or indirect way in
which the empowerment takes place. Dachler and Wilson (1978) affirm that
ideal empowerment is the immediate and direct involvement of members of
the organisation in the decision making process, whereas indirect
empowerment occurs where an individual influences someone else (Dachler
and Wilpert 1978). The final dimension is the degree of influence along the
decision making process, from the manager saying the decision has already
been taken, to managers delegating decision making to their subordinates
(Dachler and Wilpert 1978). In taking these elements the researchers devised
a questionnaire used with 1800 companies with statistically significant results,
showing that these elements can be used to distinguish the type of
empowerment happening in organisations. This distinction of direct or indirect
empowerment helps the researcher to see the multifaceted nature of

involvement.
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King and Ehrhard (1997) take an objective approach to measuring
empowerment, and they developed a commitment cohesion assessment
measuring loyalty, value congruence and affective commitment, and state that
“‘when an individual reaches the affectively committed stage s/he is truly
empowered and is willing to make personal sacrifices, perform beyond normal
expectations, work selflessly and can contribute to the organisation’s overall
effectiveness — for the good of the organisation” (King and Ehrhard 1997:
139). Their definition describes empowerment as the organisation’s life force,
and is developed by socially indoctrinating individuals into the organisation’s
norms and values. This seems very far away from the work of Thomas and
Velthouse (1990) and Spreitzer (1996). The questionnaire they developed and
tested for use by managers and human resource professionals to assess an
individual’s level of cohesion to their organisation is designed to be used as a
tool to enhance employee attraction and working conditions by suggesting
activities that managers can do such as providing realistic communications,
designing jobs with variety, and designating and reinforcing positive work
attributes. This paper highlights that when aspects of empowerment such as
self-efficacy are ignored achieving empowerment in an organisation can

become an objective and mechanistic process.

The Employee Direct Participation in Organisation Change project (EPOC
2000) surveyed forms of direct participation in organisational change in
Europe and defined participation activities as those involving consultation,
delegation or devolving decision making on work tasks, work organisation or
working conditions in a range of methods including face to face and arm’s
length one to one arrangements, temporary and permanent groups, and
individual and group delegation. The survey found that all forms of direct
participation had a positive effect on the economic performance of the
organisation (as reported by 90% of respondents). It would seem that
delegative participation where management give people increased discretion
and responsibility to organise their own work is aligned to empowerment
definitions. The EPOC survey found that factors that contributed to the
success of direct participation included extensive consultation, qualifications
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and vocational training, and using many forms of involvement. The figure
experiencing teamwork and group work was 17%, 8% experiencing group
delegation and 25% experiencing individual delegation. The number of
organisations practising these empowerment practises does seem low, and
the report highlights that more companies are following more Tayloristic work
concepts. The report does highlight differences in defining empowerment, and
that caution is needed in that empowerment could in fact be delegation.

Edwards and Collinson (2002) endorse the rhetoric gap in empowerment
practises, their research into six different multi-sector organisations found a
high favourability from managers for participative problem solving, and a low
understanding of what empowerment meant, with organisational factors such
as budgets negatively impacting on empowerment. The researchers also
found that managers were more comfortable with the terms involvement and
participation, and the challenge may be deeper in that managers do not wish
to attempt to create the conditions for successful empowerment. Most
managers desired control systems, tight performance monitoring and
achieving stated goals. The more fluid approach of empowerment was not
what they sought. This research underlines the need to be cautious when
using the term empowerment. What motivates line managers to empower
when Edwards and Collinson (2002) found that line managers wanted tight

control?

The 2004 Workplace Employment Relations Survey (WERS) is a useful
source of recent data about management activity. The book Inside the
Workplace (Kersley at al 2006) highlighted that 72% of workplaces promoted
team working, with 83% of teams given responsibility for specific products or
services, and 61% of team members decided jointly how work should be
done. The survey uses five items as a means of measuring influence: the
pace, selection of tasks performed, how to do it, the order in which tasks are
carried out and the time tasks are started and finished, and shows that overall
38% of workers have a lot of influence over these five factors, which
increases to 64% for managers and senior officials, indicating that the higher
you are in the organisation’s hierarchy the more influence you have. 71% of
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respondents were satisfied or very satisfied with the scope for being able to
use their own initiative, and 58% were satisfied or very satisfied with the
amount of influence they had over their job. These results would seem to
indicate high levels of empowerment activity, aligned with high levels of
employee satisfaction.

The differing results of research measuring empowerment would seem
complex, and varied dependant on the definition of empowerment, and the
elements that contribute to the definition of empowerment. The researcher will
ask participants how they measure the success of empowerment.

2.13. The role of a leader

The role of a manager has changed since McGregor (1960) wrote about
theory X and Y managers. The distinction between manager and leader has
been made in recent years, with managers seen as working with bureaucratic
processes such as planning, organising and controlling, and leaders seen as
people who create desire and motivation in others by noncoercive means
(Kotter 1985, Zalenik 1989). Nicholls (1987) quote summarises these
approaches: “management can get things done through others by the
traditional activities of planning, organising, monitoring and controlling —
without worrying too much about what goes on inside people’s heads.
Leadership, by contrast, is vitally concerned with what people are thinking and
feeling and how they are to be linked to the environment, to the entity and to
the job.” (Nicholls 1987: 21).

Alvesson (1992) writes that many managers combine leadership and
management activities successfully, giving organisations flexibility of
approach, and being able to focus on both the task management and the
people engagement aspects. There are many theories of leadership, and this
researcher will explore two theories that have been prevalent in the literature
since the 1980s: transactional and transformational leadership. Both theories

have much to offer an exploration and understanding of empowerment.
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Burns (1978) wrote that leadership in organisations was present in two ways,
either transactional or transformational. Transactional leadership is based on
bureaucracy, authority and legitimacy in the organisation and transactional
leaders focus on task-oriented goals, work standards, task completion and
employee compliance. Job performance tends to be managed using a
rewards and punishment approach. Conversely transformational leadership
motivates employees by focusing on values and ideals, leaders articulate the
organisation’s mission and employees accept the credibility of the leader.
Burns (1978) stated that the two types of leader behaviour were separate and
existed at either end of a spectrum and that a leader was either
transformational or transactional. This researcher thinks that there are more
than two leadership approaches, or perhaps more depth than this binary
approach may indicate.

Bass and Avolio (1994) and Bass (1990) have deepened the knowledge of
transformational leadership by proposing that transformational leadership
consists of four dimensions: idealised influence, inspirational motivation,
intellectual stimulation and individualised consideration. |dealised influence is
defined as behaviour that results in follower admiration, trust and respect of
the leader, and involves the leader providing a vision and sense of purpose,
putting the needs of the follower over their own needs, risk sharing and being
open with followers. Inspirational motivation involves the leader giving
meaning and challenge to the follower’s work, showing a commitment to the
goals of the organisation, encouraging followers through enthusiasm and
optimism. Intellectual stimulation encourages new ideas and problem solving
and new approaches to job performance from followers. Individualised
consideration involves leaders listening, being attentive and valuing follower’s

achievements, coaching and development needs.

Bass (1990) also gave more depth to transactional leadership by saying there
were three elements: contingent reward, management by exception (active)
and management by exception (passive). Contingent reward involved the
manager rewarding efforts, rewarding good performance and recognising
accomplishments. Management by exception (active) meant the manager
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observing and taking corrective action if an employee deviated from the
agreed rules and standards, and management by exception (passive)
involved the manager purely getting involved if agreed standards were not

met.

These theories would seem to have some alignment with psychological
empowerment in that the transformational leader can increase follower’s self-
efficacy (Bandura 1994) by giving feedback, providing opportunities for growth
of competence and mastery, and encouraging a high level of commitment to
goals. These activities are also aligned to Thomas and Velthouse (1990)
writing on the individual’s interpretive style in that whilst accepting these three
cognitions are in the individual’s domain, the line manager can encourage
evaluation by giving feedback, learning to enhance attribution and offering a

vision which could impact envisioning.

Transformational leaders can also create a climate where the four cognitions
of psychological empowerment (Spreitzer 1995) are encouraged to be
developed by the individual by highlighting the value of the job holder’s work,
encouraging competence belief by giving feedback and opportunities to learn
and grow, offering opportunity for increased self-determination and
communicating more about the vision and mission of the organisation to

enhance impact.

The structural approach to empowerment gives line managers a different role
from the one of directly controlling resources (Mathieu et al. 2006) into one of
enabling team members to create their own controls by creating their own self-
imposed goals and priorities (Purcell and Hutchinson 2007). This does imply a
line management skill set of clear communication, encouragement, giving
feedback and enabling development of competency. This could be counter to
the ‘traditional’ view of controlling line managers (den Hartog, Boselie &
Paauwe, 2004), and is one where the line manager creates the climate for the
accountability for work tasks to transfer to a team member, and trusts that the
individual can complete the task, and potentially follow a different process that
the line manager would have done and get a successful outcome. This follows
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from Kirkman and Rosen (1999) who found that a team leader’'s empowering
leadership behaviours were positively linked to team member empowerment,
and the behaviours included developing a team members sense of self-control,
encouraging responsibility and autonomy, and inviting team member input.
Furthermore, Chen et al (2007) found that leadership climate had a positive
relationship with team empowerment (Chen, Kirkman, Kanfer, Allen & Rosen,
2007). The researcher will investigate how line managers assess their own skill
level in the areas of clear communication, encouragement, giving feedback and
enabling development. This will be compared with how team members
experience these skills. It also shows the importance of skill development, and
the researcher will explore if both organisations support line manager skill

development.

Following from Bandura’s (1981) writing on self-efficacy a manager’s role in
empowerment can be seen as promoting a person’s favourable beliefs in
themselves and their competence, so their personal expectations of their
effectiveness are increased. An increase in self-efficacy leads to people
putting in more effort, being more persistent and resilient in the face of
organisational obstacles and challenges. It will be interesting to see in this
research what specific activities managers do that contributes either positively
or negatively to self-efficacy. Writers have also researched how the context of
the organisation can increase or decrease self-efficacy, with factors such as
bureaucracy and authoritarian management styles (Block 1987) fostering
dependency and less meaningful goals. Other factors that can negatively
impact of self-efficacy include reward systems, job design, competitive
pressures and organisational change (Nadler 1980, Kanter 1979 and 1983,
Tichy and Devanna 1986). This research will investigate the context in which
the senior managers from the two organisations operate in to see if they fall

into the more constructive, self-efficacy promoting contexts.

One aspect that would be influential for empowerment to be successful is
working in partnership, with Rowlands (1998) stating “we need to move away
from any notion of empowerment as something that can be done to people or

for people. Empowerment is important not as an instrumentalist notion or
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rhetorical device, but it is an active tool which, if used thoughtfully, can be
used to achieve change with justice” (Rowlands 1998: 30). This implies a
moving away from hierarchy to a working with, a partnership or collaborative
approach. How does the line manager achieve this in their role? is it practical

or achievable?

What are the leader behaviours that are empowering? Arnold, Arad, Rhoades
and Drasgow (2000) found that there were five behaviours that fostered team
empowerment. These are leading by example (having a personal commitment
to one’s own and the team’s work, and having high standards), coaching
(helping the team to become more self-reliant), participative decision making
(giving team members information and having input to making decisions,
expressing ideas and opinions), informing (sharing all company information
and policy), showing concern and interacting with the team (taking time to talk
about concerns and focusing on wellbeing). The behaviours of a leader that
supports team empowerment are much more involving and giving power to
the team. This researcher is interested in how these behaviours are
encouraged and developed in managers. Arnold et al (2000) do not pay
attention to the empowerment success timeframe: the research was carried
out in organisations that claim that empowerment is already present. This
researcher wonders if there are any other leader behaviours that need to be
present to encourage empowerment to develop in teams. It would also seem
that Arnold’s researched behaviours are relevant to leaders who encourage
and engage, and as such are broader than empowering leader behaviours.
This researcher in her professional career has encountered managers whom
display these behaviours and yet their teams are not empowered in terms of
the psychological construct in that they do not have freedom to choose what

work to do, what resources to use and nor have access to resources.

Taking the research on leadership behaviours further Pearce and Sims (2002)
compared the impact on team effectiveness of different forms of leadership
including aversive, directive, transactional vertical versus shared leadership.
The researchers found that shared leadership, which has its roots in the work
of Mary Parker Follett (1924), and is defined as leadership shared amongst
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peers is an important predictor of team effectiveness : “leadership is a
potentially important antecedent of the effectiveness of empowered teams”
(2002: 184). They highlighted six empowering leadership behaviours:
encouraging independent action, encouraging opportunity thinking,
encouraging team work, encouraging self-development, using participative
goal setting and encouraging self-reward (2002: 175). This research was
carried out with change management teams who undertook complex work
and who were relatively autonomous, and dealt with work from problem
identification to resolution. Essentially they were project teams bought
together for a specific project, and as such were temporary in nature. This
researcher will be researching more established operational teams who
manage day to day work tasks rather than project work. The two
organisations participating in this researcher’s work have hierarchical or
vertical structures where the line manager is seen as the person in charge,
whereas in Pearce and Sims (2002) research the leadership was shared.
These differences maybe significant in determining the research outcomes
and findings. The team members who participated in Pearce and Sims (2002)
research were recognised as being autonomous, which is not true of the team
member’s participating this researcher’s work.

One central aspect of empowering leadership behaviour is sharing
knowledge. Srivastava, Bartol and Locke (2006) defined knowledge sharing
as “team members sharing task-relevant ideas, information and suggestions
to each other” (Srivastava, Bartol and Locke 2006: 1239), which occurs when
leaders gave enhanced opportunities to share knowledge to solve problems
and make their own decisions. Srivastava et al found that team efficacy (as
defined as “the belief of team members in their joint capability of executing
certain behaviours necessary to attain a desired level of performance on
specific tasks” Bandura:1997) was an important step in empowering
leadership leading to high team performance. This highlights the relationship
between structural or relational empowerment and psychological
empowerment in that structural empowerment comes from the leader and
psychological empowerment comes from the team member, and that when
both forms of empowerment are present team performance is enhanced. This
researcher will look at both forms of empowerment in her research, exploring
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how both leaders and their teams experience empowerment. This researcher
will explore how the leader behaviour increases individual and team efficacy
and what mechanisms, approaches or frameworks the line manager uses to
enhance team member efficacy. This research does reinforce that
empowerment as a purely power sharing concept is an incomplete picture,
and that including the motivational, self-efficacy based view of empowerment
offers more complete approach.

Srivastava’s research did not examine the organisational mechanisms that
supported empowering leadership, and this researcher will examine the utility
of organisational processes such as performance management, access to
development and career planning in enhancing the experience of
empowerment. The research was carried out with management teams: teams
of people managing other people, tasks and processes. The teams
participating in this researcher’s cases are not always management teams,

some do manage other people and some are experienced sole contributors.

This researcher will examine how the line manager foster and encourage
empowerment and how these activities are experienced by team members.
Being an empowering line manager is clearly a shift from the transactional
and hierarchical styles of leadership and it will be interesting to see if line
managers are making this shift.

2.14. Performance management approaches

Performance management is seen as a method for creating better results in
organisations “by understanding and management performance within an
agreed framework of planned goals, standards and competency
requirements” (Armstrong 2009). Performance management is defined by
Weiss and Hartle (1997) as “a process for establishing a shared
understanding about what is to be achieved and how it is to be achieved and
an approach to managing people that increases the probability of achieving
success” (Weiss and Hartle 1997: 199).
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Implicit within performance management is a mutuality of benefit for the
organisation and the employee, and an active participation of employer and

employee in contribution to success.

The three distinct phases of performance management are planning
performance, supporting performance and reviewing performance (Taylor
2009). Planning performance entails line manager and team member
agreeing clear goals and expectations for the next performance period, and is
regularly reviewed to ensure currency of the goals (Torrington et al 2002).
During the supporting performance phase the line manager is seen as
enabling performance, managing the opportunity and enhancing the
competency of a team member (Peters and O’Connor 1980, and Blumberg
and Pringle 1982). This would seem to fit with the line manager role in
empowerment in terms of enhancing the four cognitions: building
competence, enhancing self-efficacy and giving information that can support
impact and meaning (Thomas and Velthouse 1990). This implies an active
role for the line manager as having a “continuous role in providing support and
guidance, and in oiling the organisational wheels.” (Torrington et al 2002:
298). The final phase is reviewing performance which involves appraising the
performance of the employee against agreed goals and expectations, and
offering a form of performance rating to this performance outcome (Taylor
2009). Armstrong and Baron (2005) have refined this approach into
recommending that performance is managed throughout the year, moving

from an episodic to a continuous approach.

Performance management has been found to support job satisfaction and the
employees understanding of their performance (Harley et al 2010), which has
links to self-determination (Thomas and Velthouse 1990), self-efficacy (Deci
1975) and meaning (Spreitzer 2006). Armstrong and Baron (2005) reinforce
this by writing that one advantage of performance management is that people
can monitor their own performance and discuss what they can do to improve
performance. This would seem aligned to psychological empowerment,
specifically the cognitions of self-determination and impact.
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This reading has given the researcher awareness of the potential impact of
organisational processes on the empowerment experience. Specifically do
line managers and team members consider the processes of performance
management and organisational communication to support the experience of

empowerment?

2.15. Structural and psychological empowerment as the researcher’s

frame of reference

The relational and psychological approaches to empowerment appear to be
founded in the two parties working together where relational empowerment
focuses on the manager and how they give power to the team member, and
psychological empowerment focuses on how the team member becomes
highly empowered. There would seem to be a dilemma in the writing on
empowerment, in that is empowerment given, or do people take and desire
empowerment? One definition states “empowerment exits in an organisation
when lower level employees feel that they are expected to exercise initiative
in good faith on behalf of the mission even if it goes outside the bounds of
their normal responsibilities; and if their initiative should lead to a mistake —
even a serious one — they trust that they will not be arbitrarily penalised for
having that initiative” (Appelbaum and Honeggar 1998: 29). The authors
contrast this with their experience of senior managers who are challenged by
giving up control, and can see empowerment as a way to set task
expectations, define deadlines, who will be involved, in other words effectively
maintaining a large element of control. The article is summarised by saying
that empowerment is not a “ready-made” process, and that effort, time and

commitment are needed to make empowerment work.

One link between structural and psychological empowerment is researched by
Siegall and Gardner (1999), in terms of the contextual factors of
empowerment and how these impact on psychological, as defined by their
concept of inner nature. The blend of structural and psychological is
highlighted in the quote “while one can change attitudes by first shaping

behaviours, we believe that the true benefits of empowerment (however
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defined) will not be seen unless people first perceive themselves as being
empowered. For example, if a person has the organisation’s permission to act
autonomously but does not believe that he or she has the capability of acting
effectively, then the autonomy will not result in improved outcomes for either
the organisation or the person” (Siegall and Gardner 1999: 705). Siegall and
Gardner (1999) examined the organisational factors that affected employee’s
inner states and found that communication with the supervisor and general
relations with the company were associated with three of the four
psychological empowerment states: meaning, self-determination and impact.
They also explored concern for performance which was defined as “the
employees desire to cut costs, improve quality and generally improve
organisational performance” (1999: 709) and found it was associated with
meaning and self-determination. This researcher would like to find out more if
the psychological empowerment component of competence (“the confidence
in ability, a self-assurance about personal capabilities to perform work
activities and a sense of mastery regarding the necessary job skills” (1999:
713) can be influenced by team members having performance management
systems that they can access and give them the responsibility to manage and
measure their own performance, rather than systems which are more

hierarchically based.

Siegall and Gardner (1999) did not find that there were any contextual factors
associated with the competence element of empowerment, and proposed that
this was due to the high change environment of the organisation, and that
regular skill development sessions and group problem solving sessions could
have positively affected the employee’s sense of competence and reduced
the impact of the contextual factors researched.

This researcher will take structural and psychological empowerment theories
as the basis for the research, and the line manager experience of supporting
empowerment, following from Appelbaum and Honeggar’s (1998) writing on

how line managers make empowerment work within their teams. The line

manager may wish to have highly empowered team members, but unless the
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team member wishes to be highly empowered the intention will not bear fruit
(Tuuli and Rowlinson 2009).

There would appear to be gaps in the literature on empowerment in the areas
of how managers and employees can make empowerment work (Pearson
and Chatterjee 1996). By acknowledging the binary, power over approach to
motivation there would seem to be more onus on how the manager can create
the conditions for empowerment to be successful. Definitions of power by
Fenton-Creevy (1995) and Burke (1996) endorse the power concept of A
giving power to B, whereas writers such as Conger and Kanungo (1988)
move away from the power over view to one where empowerment is a
motivational construct, with the line manager’s role is one of strengthening
self-efficacy in their teams, and empowerment becomes a process to foster
self-determination. Thomas and Velthouse (1990) stated that the task itself
should be motivational, and created their own assessment criteria to foster

empowerment success.

Both approaches to workplace empowerment have the same intended
outcomes in that employees will work more effectively and so benefit the
organisation and enhance customer satisfaction (Kanter 1977 and Conger
and Kanungo 1988). Both approaches to empowerment can happen at the
individual, team or organisation wide level (Bowen and Lawler 1992). Both
approaches are based on power, in relational empowerment the line manager
passes empowerment to the team member, in psychological empowerment
team members perceive themselves to be a in state of empowerment, thus

having power to make decisions.

It could be said that there is a linkage between the two approaches in that line
managers and organisations can create structures and processes that when
followed lead to the act of empowerment (Kanter 1979), and yet without
employees at a cognitive level accepting these conditions and feeling that are
empowered empowerment will fail. The origins of these approaches would
seem to be based on different traditions or foundations of power. The

sociological school of power focuses on sharing power, the act or process of
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“‘doing” empowerment from the employer or manager perspective, and in
contrast the psychological school focuses on the person “being” empowered
from the employee perspective. The researcher will use both approaches to
empowerment, specifically exploring the empowerment experience and the

role of a line manager.

Commitment is a common concept to both approaches to empowerment.
Argyris (1998) writing about why empowerment fails in organisations identified
external and internal commitment in the workplace. External commitment is
aligned to compliance, command and control cultures and where employees
have a small opportunity to make changes improve processes or productivity.
Internal commitment occurs when employees are committed to work for their
own personal reasons, and is aligned to psychological empowerment. Argyris
(1998) argued that organisations promoting empowerment programmes
created more external commitment, and created mixed messages in terms of
employees being told that they had freedom, and to execute that freedom in a
specific way, which resulted in employees feeling less empowered. Argyris
(1998) encouraged organisations to accept that empowerment was not an
end in itself, purely a means to improve performance, and that organisations
should encourage employees’ internal commitment through encouragement
and working conditions. This argument highlighted the role of a line manager
in encouraging internal commitment and is aligned to psychological

empowerment.

The sharing of information from the organisation to team members is common
to both empowerment approaches. Giving significant information to team
members shows trust (Heller 1971) and a high level of information
transparency enables effective decision making (Kotter 1996). The
information shared with team members includes financial operating results
(Lawler, Mohrman and Ledford 1995), business plans, goals, future
technologies, and competitor data. This information allows team members to
be informed, to appreciate the context for their work, and to appreciate the
consequence of their decision.
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This researcher realises that both approaches to empowerment
(structural/relational and psychological) will be used as frames of reference for
her research, as well as examining how organisational processes contribute

to the empowerment experience.

2.16. Summary of literature review

The field of empowerment would appear to be simple, and yet complex. Yukl
and Becker (2006) wrote “more clarity is also needed about the conditions
that determine whether empowerment will be effective...we need more
research on the effectiveness of specific empowerment behaviours and
practises” (Yukl and Becker 2006).

Psychological empowerment in terms of individuals believing themselves to
be highly empowered is too simplistic in looking at empowerment in
organisations. How the role of the line manager contributes and encourages
empowerment adds to the understanding, and how empowerment is

measured gives more meaning.

Section 2.2 attempted to review the changing world of work, and there is a
broad consensus that employee participation is becoming more popular in
organisations. The focus on intrinsic motivation as an element of job

satisfaction (Walton 1985) is a key driver of this change.

Section 2.3 considered the foundations of empowerment, looking at the
influences of McGregor (1960) and Likert (1961) in encouraging more
participative approaches in organisations. Job enrichment gave employees
accountability either horizontally or vertically, and was found to be successful
if employees were motivated by high-order needs. Job enrichment lead to
creating jobs that offered employees personal responsibility, and began to
change the line manager role to one of consultative encourager. Other forms
of employee participation were explored, including quality circles, high

commitment and high involvement management.
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Power and power in the workplace were considered in sections 2.4 and 2.5.
and identified the challenge of how people with power give this power to
others (Habermas 1987).

Structural and psychological empowerment were defined in sections 2.6 and
2.7, with structural empowerment coming from the line manager and
organisation (power holders) and psychological empowerment being a

cognitive state held by the team member.

Self-efficacy was defined in section 2.8, and further refinements to
psychological empowerment were explored in sections 2.9 and 2.10,
understanding how intrinsic motivation can be encouraged by organisations
and line managers by working with impact, meaningfulness, self-
determination and competence. The role of the line manager in supporting the
conditions for successful empowerment would seem a valid line of research

for this researcher.

Section 2.12 explored the variety of ways researchers measure
empowerment, with the approach to measuring the indicators of
empowerment to examining if employee participation is present. This area
offers much learning for this research in terms of being clear on what the

researcher is using as the definition and indicators of empowerment.

The role of a leader is contained in section 2.13 with specific reference paid to
transactional and transformational leadership. Elements of transformational

leadership apply to the role of an empowering line manager.

This literature review has highlighted for this researcher that a combination of
structural and psychological empowerment will be the foundations of her
research. The learning from the literature review can be summarised in the

figure on page 77.

The researcher now defines empowerment in the following way:
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Empowerment in organisations is a three-fold construct that benefits the

organisation, line managers and team members.

Firstly the activities of line managers encouraging team members to have
accountability, competence and confidence to be able to successfully
complete all elements of their role.

Secondly team members having a desire, motivation and belief in their
competence to take responsibility, to shape their job role, to make decisions
and to manage their workload in such a way as to excel in their role and add
real value to the organisation.

Thirdly organisational systems and processes being available and used by all
organisational members. The employee is able to understand and influence
the organisation’s goals, objectives and strategy, to have access to
mechanisms and tools that will help them to define and measure their own
performance contribution, as well as employees working with their line
manager to create their own career and development pathway within the

organisation.

Empowerment is essentially a three-way collaboration for the benefit of
employees, line managers and the organisation to be successful and
sustainable. Team members have full responsibility for their role, and line
manager enable this to happen and organisational systems support
employees to be responsible for their own and the business performance, all
within a context of defining the organisational mission, strategy and plans.

The next chapter identifies and justifies the research question, the
methodology and data analysis approach for this research.
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3.0. Methodology

3.1. Introduction

This chapter describes the methodological approach of the research and explores
the process used to identify, invite and select participants, design of data collection,
the coding and analysis of collected data, the explanation of the ethical practises
considered, and any research limitations will be identified. The aim of this research is
to explore the empowerment experience from the viewpoint of the line manager and
team member. Underpinning this research are these research questions:
e How do organisational processes and mechanisms enhance or enable the
experience of empowerment?
e What are the line manager activities and behaviours that influence the
empowerment experience of team members?

e How do team members experience psychological empowerment?

The case study approach will be used as this will give a rich and in depth
understanding of empowerment, and the method to gain the rich data is interviews

with line managers and their team members.

3.2. Research rationale

Exploring the line manager and team member experience of empowerment allows
for a comparison of intended and experienced behaviours, reflections and critiques
that can assist in understanding the experience and identify behaviours and
mechanisms that contribute to making the empowerment experience more effective.
This means looking at both structural and psychological approaches to

empowerment.

Structural empowerment as defined by Conger and Kanungo (1988) and Kanter
(1977) places emphasis on line managers encouraging empowerment by giving
power to their teams, by involving team members in decision making and by giving

employees input into their career planning and personal development. Thomas and

Helen Askey 78



Velthouse (1990) highlighted the impact of the organisational environment as
another aspect of structural empowerment on how people perceive their own
empowerment. Psychological empowerment has been defined by Spreitzer as “a
motivational construct manifested in four cognitions: meaning, competence, self-
determination and impact. Together these four cognitions reflect an active, rather
than passive, orientation to a work role. By active orientation | mean an orientation in
which an individual wishes and feels able to shape his or her work role and context.”
(Spreitzer 1995: 1444). This gives a greater understanding of how the empowerment
experience can be enhanced by line managers and organisations. Pearson and
Chatterjee (1996) write that “overall a great deal of interest has been shown for how
empowerment works rather than how to make it work” (Pearson and Chaterjee 1996:
17) and Wang and Lee (2009) write that “empowerment theorists must focus on
identifying optimal combinations that represent balanced or fit situations in different
work contexts, which are essential to employee well-being and other job outcomes.”
(Wang and Lee 2009: 290).

It should be recognised that the research also arises from a professional and personal
curiosity in this area based on the researcher’s experience of working with line

managers and team members for over twenty-five years.

The contribution of this research is the focus on how structural empowerment (the line
manager actions and organisational processes) and psychological empowerment (the
team member) interplay in the experience of empowerment. Past research has mainly
used quantitative methods to explore if empowerment is present and this research will
use a qualitative approach to give a deeper exploration of the experience of the
different parties, which can result in a more thorough understanding of the line

manager role.

3.3. Research question

Specifically this research is focused on the empowerment experience of eight line
managers and their team members from two organisations. It explores how they
define and experience empowerment, the reason the line manager supports

empowerment, and if there are any boundaries to empowerment.
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This research gives line managers and team members the opportunity to explore their
experience of empowerment, their attitudes, motivations and mechanisms that help or

hinder empowerment.

The key place to begin research methodology would seem to be the research
question, Hanke (2009) reminds that this is the most important part of the research,
in that the question will guide the literature review, suggests the questions to ask,
highlight where to find data and provide the framework for writing up the research.
Developing the research question is an iterative process, and should fit the criteria
suggested by Hanke (2009) which include relevance to real-world problems, pre-
research, highlighting a dimension of debate that was previously ignored, using
specific questions which provide information that highlight the issue (rather than

being purely descriptive).

Research questions are designed to explain a puzzle, and should express the
essence of the research: “They are the vehicles that you will rely upon to move you
from your broad research interest to your specific research focus and project, and
therefore their importance cannot be over-stated”. (Mason 2007: 20)

Mason (2007) gives a useful checklist on research questions including the
encouragement to have questions that are coherent and transparent, and that they
make are open enough to allow exploratory enquiry, and are grounded in the

relevant background.

This researcher started the work with a desire to find out more about the
empowerment experience in organisations. The initial research question was:

o What is the empowerment experience in two organisations?

Having now completed the literature review this researcher appreciates that
psychological and structural empowerment combine to underpin the empowerment
experience. It is the dynamic between what the line manager does to create
empowe