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ABSTRACT 

This thesis presents the factors associated with organizational empowerment as a means 

of improving organizational competitiveness in the marketplace. The methodology used 

is a case study of a small, private-sector hotel that used this strategy to improve its 

productivity, product quality and profitability. The results of this research were then 

examined to determine whether the successful practices identified in this organization can 

be applied to its affiliate hotels which attempts to adopt empowem1ent. The paper 

summarizes the organizational characteristics which generally present the factors 

associated with organizational empowerment. It has been successfully explored, as 

reported in current management literature. It includes the following: team, empowerment 

of processes and events, organizational readiness and empowerment of organization. It 

documents how the research was structured to identify the crucial organizational 

attributes necessary for empowerment, and to assess the benefits to be derived by an 

organization that is currently transitioning to an empowered work force. From the results 

of this research, it appears that there is an insignificant gap between the perception of 

studying the factors associated with organizational empowerment as viewed by 

management and the reality as viewed by employees or even compared between 

operational office and back office of the hotel. The results of this research were then 



used to offer recommendations for the exploration of the factors associated with hotel's 

own empowerment. 
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CHAPTER I 

GENERALITIES OF THE STUDY 

1.1 Background of the Study 

Business today is going towards globalization; there are more competitions amongst 

the organizations in the same business types. The current environment of competition 

and scarce resources in business requires managers to behave differently to be effective 

and help the organizations thrive. As every organization goes about meeting challenges 

and making continual work improvements, they seek the support, involvement, and 

commitment of their employees. 

Organizations are demanding more from their employees than ever before. Higher 

customer expectations, increased globalization, more sophisticated technology . . . these are 

a few of the conditions at work. It's an environment where traditional command-and

control hierarchies are increasingly less appropriate. Instead, employees must learn to 

take initiative, be creative, and accept responsibility for their actions. They need to be 

"empowered" ... or so a growing consensus indicates (Quinn and Spreitzer, 1997). This 

requires a transfer of control and power. Managers have to understand and lead people to 

build an empowered workplace. It demands creating a new type of working environment. 
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Many approaches to organizational change, such as total quality management, re

engineering, and self-managed teams, depends on employee involvement and 

empowerment (Quinn and Spreitzer, 1997). Empowered organizations view employees 

at all levels as true partners in achieving their objectives and push down decision-making 

responsibility to those close to internal and external customers. Such practices allow 

organizations to tap into the creativity and energy of their employees to an extent that is 

not possible with traditional forms of management. Moreover, they build flexibility to 

respond readily to a rapidly changing external environment. 

Despite feelings that empowerment can give an organization competitive advantage, 

and despite the fact that many managers agree that empowerment is desirable, companies 

often run into problems during implementation. Therefore, upon completion managers 

have to assess the organization's empowerment level whether it is ready to be empowered 

or not. This is the primary issue. 

For service industry, in some ways, has more to gain from empowerment than 

manufacturing organizations. For most, the only way to create a competitive edge is 

through their people and the quality of service they can provide. Many leading service 

organizations, including The Holiday Inn, Marriot Hotel have created the edge they need 

by allowing their staffs to decide, on the spot, what is best for the customers. Yet 

empowerment in the service industry as hotel industry is a risky business. If, for 

example, an empowered sheet metal worker wants to try a new procedure, he can do it in 

a controlled environment, at the cost of some time and raw materials. Service workers, 

however, must experiment in real time, in front ofreal customers. If they get it wrong, 

there is no safety net. 
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One of the biggest worries with empowering customer-facing staff is the risk, or at 

least the fear by management, that staff will be more accommodating than necessary, to 

make life easier for themselves - that they will, in short, give away the shop. That is why 

the front-line staff should be provided with guidelines, and clearly defined limits within 

which they can use their discretion. It is essential in empowering front-line service staff. 

Services are performed in the customer's presence, errors are inevitable. In 

Thailand's service industry, the hotel industry are now facing more and fiercer 

competition, there are some hotels still had tall structures, much organizational 

hierarchies, narrow span of control whereby bosses make most of the decisions and 

subordinates are only expected to support and implement them. Organizational members 

do not understand the direction in which their organizations are moving, disagree about 

which priorities demand attention and do not think they have sufficient autonomy to 

make improvements. 

Argued from the point of view of the executive search professional that, in this era 

of the global economy, an awareness of the changing world of work and a proactive 

approach will enable individuals to be more flexible in meeting demands from the 

marketplace. In order to survive and flourish in the face of rapid organizational change, 

organizations will need to demonstrate an entrepreneurial attitude and a willingness to 

take risks (Alexander, 1998). Organizations must be more flexible and organic. Workers 

are expected to be adaptable and self-managing. Managers must involve others in 

decision making and facilitate broad participation and accountability (Eisenhart, 1993; 

Lawrence and Lorsch, 1967). 
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At present the situation of the hotel industry seems to be an organization is in the 

traditional system. Some organizational members think that they are not trusted or sense 

little support from their organizations and they do not think their organizations provide 

necessary information so that they can meet their responsibilities. Obviously, these are 

some of the empowerment problems for the organization. So for the hotel to create an 

effective empowerment, first of all, the need to study the factors associated with 

empowerment in this hotel industry should be done. 

The subject for this research is Banyan Tree Resort Hotel, Phuket. This luxury villa 

hotel was opened on May, 1995. The hotel consists of 52 garden villas and 46 pool 

villas. Each villa has its own garden or swimming pool, ensuring privacy for its 

occupants. The uniqueness of the hotel is further enhanced by one of the most complete 

spa and body treatment complexes in South East Asia offering sauna, hydrotherapy, 

therapeutic massage and aromatherapy in individual pavilions. Banyan Tree Resort Hotel 

is managed by the Banyan Tree Group, one of the successful hotel management groups in 

Asia. The location of the hotel is in Phuket Province which provides convenient access 

for conducting the research because the researcher is one of the members of the 

management team. 

1.2 Objectives of the Study 

The purpose of this thesis is to study the empowerment of the organization by 

studying the factors such as the team, processes and events and readiness which requires 

successful setting up of organizations. The findings of this study will contribute to a 
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body of knowledge to enhance the hotel's understanding of empowerment and will be 

used as the basis to create and run such an organization. 

1.3 Statement of the Problem 

To document the hotel's empowerment, the researcher wishes to seek answer from 

managers and staffs level, both in operational office and back office to the following 

specific objectives of the study: 

1. What are the perceptions of the respondents on the factors associated to a team in 

terms of: 

1.1 team structure? 

1.2 team culture? 

1.3 sharing of information? 

1.4 common goals? 

1.5 boundaries, givens and limitations? * 
6 ol ~~ 

1.6 roles? 'c1i'Jf}1~tl~1;\t\\I 
1.7 norms? 

1.8 internalized discipline? 

2. What are the perceptions of the respondents on the factors associated to 

empowerment of processes and events in terms of: 

2.1 leadership? 

2.2 learning process (training and rewards)? 
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3. What are the perceptions of the respondents on the factors associated to 

organizational readiness in terms of: 

3 .1 personal responsibilities? 

3 .2 structural change? 

3 .3 management support? 

3 .4 feedback? 

4. What are the perceptions of the respondents on the empowerment of the organization 

in terms of: 

4.1 commitment and achievement of corporate objectives? 

4.2 enhancement of decision making authority and responsibility? 

4.3 viability/profitability? 

4.4 product quality/productivity? 

4.5 enhancement of employee morale and potentials? 

5. What is the relationship between team and empowerment of processes and events? 

6. What is the relationship between empowerment of processes and events and 

7. What is the correlation of team, empowerment of processes and events, and 

organizational readiness to empowerment of organization? 

8. Are there differences in the responses of the four levels of respondents in terms of a 

team, empowerment of processes and events, organizational readiness and 

empowerment of organization? 

9. What are the problems encountered by the respondents in adapting organizational 

empowerment? 

6 



10. What are the respondents' suggestions regarding the empowerment of the hotel 

industry? 

1.4 Scope of the Study 

Qualitative research is required to investigate a problem or phenomenon which does 

not lend itself to empirical or objective evaluation (Creswell, 1994). A case study is a 

type of qualitative research which allows the researcher to review a single problem or 

entity in great detail and provide valuable insight for evaluation or problem solving 

(Cooper and Emory, 1995). This study is not intended to provide definitive data to be 

used to modify current or implement new policies or procedures within the hotel industry; 

it is intended to contribute to the hotel's body of knowledge about empowerment. The 

study is confined in the factors associated to team, empowerment of processes and events 

and organizational readiness as the respondents will come from the staff of Banyan Tree 

Resort Hotel, Phuket. 

The manufacturing industry of our economy has reported numerous instances where 

empowered workers have made significant contributions to productivity and product 

quality. The same type of improvements may be available in the service industry if 

empowerment can be successfully implemented. By studying, we will be able to 

understand the phenomenon of empowerment, the cultural and business practices and the 

changes required for its associated factors. 

The study considered only one service industry, a hotel industry which is located in 

a southern town, Phuket. Through geographic location, the hotel is readily accessible and 
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has demonstrated willingness to cooperate in the research effort which though 

representative of a company in a specific industry might not be representative of other 

companies in other industries. Specific information about the conduct of the study and 

the information to be collected from the population and samples will be presented in 

Chapter Four. 

1.5 Limitations of the Study 

\"ERS/ . 
There are numerous shortcomings associated with the current research on data 

collection efforts, but these shortcomings do not necessarily invalidate the findings. 

Foremost is the structure of the overall research effort itself. The qualitative, subjective 

nature of the study allows researcher and research subject bias to enter the data that is 

gathered. The inexperience and personal bias of the researcher were certainly present in 

the selection of the questionnaire questions and the manner in which the questions were 

presented to the subjects, as well as in the interpretation of their answers. Another 

shortcoming of the method is that the research did not control for other causes of hotel's 

improved fortunes over the last two years, such as a generally improved economy, or 

improvements in the machine and tooling market in which hotel competes. 

1.6 Significance of the Study 
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In the past, it had shown that when environment are predictable and stable, 

organization can function as routine on control. The work can be expected to follow rules 

and procedures and to engage in standardized and formalized behavior. The managers 

can maintain control regardless of the strategy and direction pursued by the organization. 

However, for modem business environment under high competitiveness, speed and 

complexity, effectiveness management is to be more flexible, autonomous, less 

centralized, less autocratic leadership in order to meet the prerequisites for high 

performance organization. E 
Empowerment has become a key concept, and in many cases a key practice, of 

managing organizations in the 1990s. Empowered organizations gave their employees 

much more independence, decision making authority and responsibility than their 

traditional counterparts. These organizations rely on empowered teams, within certain 

limits, to make decisions that managers reserve for themselves in traditional 

organizations. 

A study of the factors associated with empowerment in the hotel industry is 

studying for the spirit that exists when each of members in the organization feels 

responsible for and is capable of helping the organization achieve its business goals. It is 

a spirit that is put into action where members work cross-functionally, as teams and as 

individuals to better serve the customers. It requires that members know and understand 

how their job relates to the company's goals and that they have the knowledge, skills and 

opportunities needed to reach their maximum potential to contribute to these objectives. 

Furthermore, this study will bring the organization to know that for empowerment 

to succeed, management must create an environment for establishing challenging goals 
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and where training and the sharing of information help each of the members to increase 

their involvement and expand their ability to contribute. It is based in open, precise and 

timely communication with emphasis on listening and mutual trust. It is management's 

sharing and expanding accountability, authority and responsibility, while still retaining 

ultimate accountability and providing leadership. 

Finally, the driving force behind the evolution toward an empowered environment 

for the hotel industry is the need to serve the customers and make a profit for the 

organization. 

1.7 Definition of Terms 

Organizational Readiness. The organization is willing or eager to do something or 

being prepared for something. (Sinclair, 1992) 

To Empower. To enable, to allow or to permit and can be conceived as both self-

initiated and initiated by others. It is an act of building, developing, and increasing power 

through cooperation, sharing, and working together. (Vogt and Murrell, 1990) 

Empowerment. Building the climate wherein employees at all levels will want to be 

fully involved in and totally committed to the successful achievement of the overall 

corporate objectives thereby developing both the organizational and personal 

performances/potential. (Long, 1996) 

Organizational Readiness For Empowerment. The organization is willing or eager to 

put on the power which goes to employees, who then will experience a sense of 

ownership and control over their jobs. (Sinclair, 1992) 

10 
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Team. A group of individuals working together to achieve a common business 

objective through collaborative decision making (IBM Teams :1992 Framework:). 

Team Facilitator. He is a group process consultant who coaches the team leader, 

advises the team sponsor on team dynamics and trains the team to use team methods and 

improvement tools. (Pokras, 1995) 

Team Leader. He is an elected or appointed team member who builds the team and 

guides joint action on its work: not an authority figure or a supervisor, but a team member 

who has a unique function as team members' coach, work coordinator, public relations 

organizer. (Pokras, 1995) 

Team Sponsor. He is the manager who is responsible for the team's problem or 

process. It is primarily responsible to a customer for a product or service, controls the 

resources by role or by delegation, chooses to seek solutions or improvements through 

teamwork and has the authority to approve or reject team recommendations. (Pokras, 

1995) 

Team Structure. The way in which team is made, built or organized, with all its 

different parts or aspects forming a particular shape, pattern, or system. (Sinclair, 1992) 

Team Culture. A particular society or civilization, especially considered, produced or 

shared in relation to its ideas, its art, or its way of life. Culture defines "how the team 

gets things done" and refers to the attitudes, assumptions, interactions, and methods the 

team uses. (Aranda, et.al, 1998) 

Share Of Information. Employees are winning access to the knowledge once 

monopolized by management. As knowledge is redistributed, so, too: is the power based 

on it. Power is shifting because it is essential for survival. (Toffler, 1998) 
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Common Goals. A team's goal is a future state of affairs desired by enough members 

of a team to motivate the team to work towards its achievement. Team members share an 

ideal and unique image of the future accomplishments when they work together. This 

image tells team members how their values and interests will be served by the 

accomplishments as they strive to achieve. The goals of the group create a vision that 

focuses their efforts. (Katzenbach and Smith, 1994) 

Internal Commitment. It is participatory and closely allied with empowerment. 

Management and individuals jointly define performance goals that are challenging for the 

individual. Individuals define tasks, the behavior required to perform tasks and the 

importance of the goal. (Argyris, 1998) 

Boundaries. givens and limitations. It is the limit or extent of an area of thought, 

problem, condition, and others or the line which distinguishes it from others of a similar 

kind. (Sinclair, 1992) 

Roles. It is the position that it has in a particular situation, which determines how 

much it is involved in the situation or how much responsibility it has or a set of expected 

behavior patterns attributed to someone occupying a given position in a social unit. 

(Robbins, 1991) 

Norms . It is a sentiment shared by members of a group concerning what should or 

should not be done (Mukhi et al., 1988). Norms, therefore, help to form behavior, but 

they do this without drawing on external controls. Team norms tend to be task-focused, 

valuing activities and practices which encourage efficient or thorough work and 

sanctioning activities which reduce efficiency or quality. 
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Internalized Discipline. The practice of making people obey strict rules of behavior 

which is a belief or a set of values, people make it to become a part of their attitude or 

way of thinking. Punishing them when they do not obey or have done wrong. (Sinclair, 

1992) 

Empowered Team. It is a natural work group of employees who are responsible and 

accountable for a whole work process, product, or service. It shares leadership; 

collaborates to continuously improve its work processes; plans and makes decisions 

relative to methods of work, priorities, and assignments; and resolves problematic issues. 

(Robinson, 1997) 

Empowerment Process Events. It refers to basic conditions which are required for the 

creation of empowered organization. (Lovey, 1998) 

Leadership. The qualities that make someone a good leader. The ability to make 

decisions, give orders, and gain people's respect and trust. (Sinclair, 1992) 

Learning. It is the process that a team uses to continually improve the way it 

performs. Team learning addresses how the team thinks, as well as improving interaction 

and problem-solving skills. (Aranda, et.al, 1998) 

Training. The process of learning the skills that people need for a particular job, 

activity or situation. (Sinclair, 1992) 

Reward. The motivational strategy that links desired behaviors with employee-valued 

outcomes. Such positive reinforcement gives an employee more incentive for exceptional 

accomplishment than does disciplining. (Whetten and Cameron, 1995) 

Dialogue sessions. It is knowledge or skills that has been gained through 

communication or discussion between people or groups of people. (Sinclair, 1992) 
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Feedback. An information regularly received by individuals from superiors about 

their performance on a job. Knowledge of results permits workers to understand how 

their efforts have contributed to organizational goals. (Whetten and Cameron, 1995) 
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CHAPTER2 

REVIEW OF RELATED LITERATURE AND STUDIES 

Given the realities of today's rapidly changing business environment and the intense 

pressures associated with global competition, corporations today are interested in any 

strategy that promises increased productivity at reasonable cost. Thus it is no surprise 

that many companies have embraced the concept of empowerment to achieve that elusive 

competitive "edge" with varying results. There have been a number of studies and 

innumerable articles that explore various aspects of factors associated with 

empowerment. These include such things as employee participation in management 

decision making, implementing team based employment and utilization of specially 

designed compensation systems. 

This chapter will synthesize the recent literature and studies concerning the factors 

associated with empowerment. Aspects to be reviewed will include key factors necessary 

to successfully set up teams, empowerment processes and events and organizational 

readiness for empowerment as a management strategy for increasing effectiveness and 

competitiveness in the business environment. 
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2.1 Today's Organizations and Empowerment 

The word empowerment has been in vogue in the 1980s and 1990s. The concept of 

empowerment has been referred to in many books and articles in the last few years, and it 

has become popular to use the term to refer to everything from teambuilding to 

decentralized structures. 

Nowadays, the compression of management layers in large corporations and general 

down;.sizing efforts have placed middle managers on the endangered species list. That's 

because it appears that the organization still employs several managers who have not 

fully embraced worker empowerment. While they may try to embrace empowerment and 

team to enhance their value to the corporation and ensure their future, many middle 

managers are unable to succeed because they have finely honed managerial skills which 

get in their way. In other words, they're being defeated in an empowered environment by 

the same characteristics that made them successful in a traditional environment. For 

example, in traditional organizations managers are expected to be "bosses" who direct 

how a job is to be done and who are responsible for the major decisions entailed in 

successfully concluding a project. Employees have been told that management knows 

best and that they are paid to work, not to think. 

To succeed in this environment, aspiring mid-level managers soon learn to make 

decisions, give orders, follow up for completion, and take credit for overall completion of 

the job. Employees learn to keep quiet, to avoid initiative (doing a good job is rewarded 

with more work), and to be followers. Unfortunately, these values conflict with those 
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needed in an empowered environment (Brown, 1993). The different business culture is 

shown on Table 2.1 as follows: 

Table 2.1: Different Business Culture 

Traditional 
Directorial leadership 
Decisions by management 
Workers do as told 
Refer problems 
Seek a safe approach 
Take orders 

Empowered Values 
Coaching 
Joint team decision making 
Team members innovate 
Solve problems 
Take calculated risks 
Be a self-starter 

(Source : Jerry Brown (1993), Power sharing : One answer to 

empowerment false starts, Atlanta, GA, The Navran 

Associates' Newsletter). 

Running through the research literature on organizational behavior and through the 

operations of many successful organizations, "Empowerment" emphasizes the power of 

confident people, passionately committed to meaningful goals, acting in accordance with 

their own higher values, taking risks and demonstrating initiative and creativity in the 

service of these goals (Thomas and Velthouse, 1985). 

Vogt and Murrell have indicated in their publication; "Empowerment in 

organizations : how to spark exceptional performance"(l 990), that, in the 1950s and 

1960s the theme of individual well-being was embodied in the literature on motivation 
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and self-realization (e.g., Maslow, Rogers) and in a humanistic model of existence. 

Today, this theme of individual well being is being expressed in terms of empowerment. 

2.2 What is Empowerment ? 

In order to effectively discuss the factors associated with organizational 

empowerment, it is essential to begin with a clear understanding of what empowerment is 

or what it means for employees to be empowered (Thomas and Velthouse, 1985). 

Although some studies refers "empowerment" to "participation," while others stress 

team-based employment, each uses a common set of assumptions about the basic concept 

of empowered employees, or an empowering organization. Some representative 

definitions includes the following : 

Giving employees who are responsible for hands-on production or service activities 

the authority to make decisions or take action without prior approval; empowerment is 

recognizing and releasing into the organization the power that people already have in 

their wealth of useful knowledge and internal motivation; it means that supervisory and 

control responsibilities, which are commonly reserved for senior managers in 

traditionally organized firms, are entrusted to ... workers that, on a day-to-day basis 

transform inputs into outputs (Ivancevich, Lorenzi, and Skinner, 1994; Randolph, 1994; 

and Hunt, 1993); 

Finding new ways to concentrate power in the hands of the people who need it most 

to get the job done - putting authority, responsibility, resources and rights at the most 

appropriate level for each task; it is the delegation of responsibility for decision-making 
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as far down the management line as possible; the controlled transfer of power from 

management to employee in the long-term interest of the business as a whole; and 

creating the circumstance where people can use their faculties and abilities at the 

maximum level in pursuit of common goals, both human and profit-oriented (Clutterbuck 

and Kernaghan, 1994). 

Koestenbahm (1991), defined "empowerment" by a following simple equation: 

''Empowerment= Direction x Support x Autonomy". Note that the relationships are 

multiplicative, if any element equals 0, the product of the equation equals 0. 

Empowerment, therefore, involves shifting actual and perceived authority and 

responsibility for job performance and decision making from its traditional location in 

management positions, to a lower level in the organization where the actual work is being 

accomplished. 

So empowerment really means: give workers authority, influence and control over 

their own destiny; involve people in decisions that affect them; create ownership and 

commitment to their team; allow them the freedom to implement their own decisions; 

make them responsible and holding them accountable; and help them to find their own 

way out of conflict instead of clamping down. 

2.3 Processes which are Required for Empowerment 

The beginnings of the concept of empowerment can be found in several places. The 

socio-technical approach (Lewin, 1951), combined two aspects of work in a systemic 

manner. The idea of job enrichment (Herzberg, 1968) work was focused on increasing 
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control and decision-making in one's work. The literature on job autonomy, (Herzberg, 

1968; Mausner et. al., 1959; Hackman and Oldham, 1976) addressed another component 

of what is today referred to as empowerment. 

Various researches have looked at the dimensions of empowerment through 

different perspectives. Control of one's own work, autonomy on the job, variations of 

teamwork, and pay systems that link pay with performance are all called empowerment. 

As this variety is examined, it becomes clear that some of them focus on an individual's 

ability and desire to be empowered. \JE 
Menon (1995) terms this dimension as the "empowered state". Alternatively, some 

of the items addressed, for instance: teams, job enrichment, pay for performance, 

employee stock ownership, are clearly not merely from the individual perspective. They 

are techniques that management uses to create an environment that allows for, and even 

facilitates, employees opting for an empowered state. Individuals must choose to take 

self-power or not. Leaders create an environment where individuals are able to make that 

choice. Not surprisingly, the approach to leadership that empowers subordinates as a 

primary component of managerial and organizational effectiveness is also called 

empowerment (Bennis, 1989; Block,1987; Kanter,1977; McClelland, 1975). 

Blanchard, Carlos and Randolf (1996), defined empowerment as having the freedom 

to act but also the responsibility for results. They believe this freedom can be achieved 

by leadership sharing information with everyone, creating autonomy through delineating 

boundaries, and replacing hierarchies with empowered teams. 
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Another dimension has its beginnings in the analysis of internal organization power 

and control (Tannenbaum, 1968) which showed that the sharing of power and control 

increases organizational effectiveness. Others identify the team dimension of 

empowerment (Beckhard, 1969 and Neilson, 1986), research on discussion of employee 

participation and (Lawler, 1992) are also precursors of the idea of empowerment. 

Having developed an understanding of empowerment, it can be divided into four 

groupings: team, empowerment processes and events, organizational readiness and multi

dimensional perspective of empowerment in organization. 

2.3.1 Team. The use of work teams is becoming more and more prominent in 

organizations today. Corporation is learning that empowered work teams can and do 

offer creative and competitive solutions to problems such as product quality, morale, 

productivity and, most importantly, the viability of the organization. With a variety of 

corporate issues needing to be solved, there are many types of teams used for each 

situation such as cross-functional, continuous improvement, quality improvement, and ad 

hoc. 

With the introduction and use of teams, corporations are migrating to a 

decentralized method of decision making. Team members are empowered to come up 

with and implement the best possible solutions to problems. 

Many organizations have experienced performance improvements in quality, 

productivity, and cycle time through implementing teams. Teamwork changes how 

employees relate with each other. Respect and openness, two-way communication is 

increased. The improved interpersonal relations create a framework which enables all 
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team members to consider and suggest creative ideas for solving problems and improving 

work processes. 

Lawler (1992), identified three types of teams that managers can use to foster a 

sense of empowerment and he also mentioned that managers can select among these three 

different types of teams, in order to help individuals increase their sense of empowerment 

through team membership. The details are as follows: Suggestion teams: are formed 

mainly to generate ideas for improvement. Interaction with team members helps generate 

more ideas than any person would have had alone; Job-involvement teams: include self

managing work teams organized to accomplish tasks. Work is coordinated among all 

members of the team, and team members take responsibility to reach one another through 

their own jobs; and High-involvement teams: are organized to affect an entire 

organization. They function like semi-independent businesses, and are rewarded on the 

basis of how well they provide needed products or services to others. 

According to Hayes (1997), teams have a great deal of potential to contribute to 

modem organizational life. Positive working teams encourage flexibility, involvement 

and efficiency and the introduction of team working has been known to transform 

companies entirely. 

Blanchard's (1988), commented:" Most managers spend no less than 50 percent 

and possibly as much as 90 percent of their working time in some type of group activity. 

Groups or teams are the backbones of organizations. They can produce more and better 

solutions to problems than individuals can." 

Margerison (1973), noted too, managers need to pay more attention to work groups 

and their attitudes than to individuals. While these opinions may be slightly overstating 
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St. Gabriel's library 

the case, many organizations have indeed recognized the immense value of teams and 

have both expanded their scope of operation and implemented programs to develop their 

work. 

Harris (1986), described a team as a workgroup or unit with a common purpose 

through which members develop mutual relationships for the achievement of goals/tasks. 

Teamwork, then, implies cooperative and coordinated efforts by individuals working 

together in the interests of their common cause. It requires the sharing of talents and 

leadership, role and playing of multiple roles. 

Pokras (1995), noted that a team is a group of willing and trained individuals who 

are: united around a common goal; depending on each other to achieve it, decision is 

made by consensus; structured to work together; sharing responsibility for their task; 

and empowered to implement decisions. 

Harris and Harris (1989), described that strategies which employ team management 

makes the achievement of the following goals feasible: for more autonomy and control 

over their (workers') work space; for more organizational communication and 

information; for more participation and involvement in the enterprise; for more 

meaningful and synergistic organizational relations; for more creative/high performance 

norms and standards; for improved productivity; and for more emphasis on enhanced 

quality of work life and entrepreneuralism. 

In the way that the organization is functioning, it should identify a group of people 

who could work as a team on a specific activity or project and bring them together for a 

discussion of teamwork possibilities; encourage them to give their opinions freely; 

arrange communication and activities to bring people together and give them a sense of 
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belonging to the whole company or department; identify activities, events or 

communications which will encourage the people to be proud of belonging to the 

organization and make them happen. 

The findings of Harper & Harper (1991), showed the key elements of high 

performing teams as the following: goals are understood and committed to; a climate of 

trust; open and honest communication among members; a sense of belonging and pride 

in accomplishments; diversity of opinions and ideas is encouraged; creativity and risk

taking is encouraged; team is constantly learning and improving itself; procedures are 

developed to diagnose, analyze, and solve problems; participative leadership is practiced; 

and decisions are supported and made together. 

Glenn (1993), mentioned that an effective team has the following characteristics: 

clear Purpose: The vision, mission, goal, or task of the team has been defined and 

accepted by everyone. There is an action plan; informality: A comfortable, relaxed 

atmosphere; little tension or boredom; participation: Lots of discussion and 

participation in it; and listening: Members use effective listening techniques, such as 

questioning, paraphrasing and summarizing. 

Others characteristics are: civilized Disagreement: No signs of avoiding, smoothing 

over, or suppressing conflict; consensus Decisions: For important decisions, the goal is 

substantial but not necessarily unanimous agreement through open discussion of 

everyone's ideas, avoidance of formal voting, or easy compromises; open 

communications: Team members feel free to express their feelings on the tasks as well as 

on the group's operation. There are few hidden agendas. Communication takes place 
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outside of meetings; and clear roles and work assignment: There are clear expectations 

about the roles played by each team member; work is fairly distributed. 

Moreover, these characteristics also contributes: shared leadership: While the team 

has a formal leader, leadership functions shift from time to time depending upon the 

circumstances, the needs of the group, and the skills of the members. The formal leader 

models the appropriate behavior; external relations: The team build credibility with 

other parts of the organization; style diversity: The team has a board spectrum of team

player types including members who emphasize attention to task ("Contributor"), goal 

setting ("Collaborator"), focus on process ("Communicator"), and questions about how 

the team is functioning ("Challenger"); and self-assessment: Periodically, the team stops 

to examine how well it is functioning and what may be interfering with its effectiveness. 

Wellins, Byham and Wilson (1991), mentioned that highly effective teams are 

composed of groups of committed individuals who: trust each other; have a clear sense 

or purpose about their work; are effective communicators within and outside the team; 

make sure everyone in the team is involved in decisions affecting the group; and follow a 

process that helps them plan, make decisions, and ensure the quality of their work. 

Similarity, Katzenbach and Smith (1993), also mentioned that team-building 

activities act as diagnostic tools to help the team as a whole to function well and had 

identified a set of eight basic principles for effective team-building in real-life 

organizational environments as follows: establish urgency and direction; select team 

members based on skills and skill potential, not personalities; pay particular attention to 

first meetings and actions; set some clear rules of behavior; set and seize upon a few 

immediate performance-oriented tasks and goals; challenge the group regularly with 
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fresh facts and information; spend lots of time together; and exploit the power of 

positive feedback, recognition and reward. 

Hayes (1997) summarized that building an effective team involves as follows: 

establish definite guidelines and a clear purpose for the team, so that the team members 

are aware of exactly what they are supposed to be doing and what resources they have 

available with which to do it; make sure that a new team has dedicated time in which 

team members can meet and determine how the team will approach its goals, and what its 

objectives and values are. This might involve some 'time out' of the organization in a 

different environment; set up lines of communication within the organization so that the 

team is able to communicate its findings, insights or useful experiences to other sections 

of the organization; and ensure that the team receives positive feedback and 

encouragement from higher levels in the organization and that it is aware that its 

achievements have been noted. 

He also pointed out that empowerment is an important concept in teamworking. It 

is a management philosophy which assumes that day-to-day decisions about work are 

best undertaken by those who are doing that work. And an effective team is one which is 

able to take responsibility for what it is expected to do, which can make its own decisions 

and which can act to develop the resource-base or skill-base which it needs to undertake 

its task. 

Employees often think of empowerment in terms of self-empowerment. They lose 

sight of the fact that teamwork and cooperation depends on each element in the system 

working in concert with every other elements (Landes, 1994). The team concept of 

empowerment probably developed out of the quality circle efforts of the 1970s and 
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1980s. Empowerment from this perspective is an act of building, developing, and 

increasing power through cooperating, sharing, and working together (Rothstein, 1995). 

In other words empowerment means managing organizations by collaboration where 

workers have a voice. 

Schermerhorn, Hunt and Osborn (1991), introduced the word "teams" only when 

discussing autonomy and empowerment. 

Hackman ( 1990), identified six different types of organizational support to team 

empowerment which teams require from the organization and go through them with the 

team leader, to ensure that the team has the resources and support it needs to function 

properly. Those six areas are as follows: clear targets: clearly defined task, need to be 

clear about the purpose which the team is supposed to serve; adequate resources: 

resources can take many forms as financial resources, staffing resources such as 

secretarial support. It needs a good mix of skills among the people who comprise the 

team, but it may also need suitable accommodation for meetings and so on; reliable 

information: teams need to access to specific source material. Having accurate 

information, the team's decision-making can be realistic and it can also be essential in 

identifying when and where a problem may exist; training and education: team require 

additional skills or knowledge by training, coaching from a supervisor, reading around a 

topic or distance learning; regular feedback: organization need to establish systematic 

routes and procedures for teams to obtain regular feedback as teams carry out their tasks; 

and technical and process assistance: team may require a certain amount of technical 

support and process assistance as know-how in getting thing done in the organization 

itself. 
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According to Whetten and Cameron (1995), they presented in their journal that in 

"Developing Management Skills'; organizing team leads to empowerment. It can be 

comprehensively classified as follows: assign the team an important task or problem; let 

the team solve the problem and implement the solution; assign team facilitators, not team 

leaders; foster information sharing and learning; provide rewards for effective team 

membership; and help team members teach one another. 

Mark ( 1991 ), described that the success ingredients in empowered team are as 

follows: clearly define goals and expectations; clearly established roles and 

responsibilities; well-documented guidelines of behavior and ground rules; open 

communication in an atmosphere of trust and mutual respect; structured to work 

together; and a desire to continuously improve and innovate. 

Lovey (1998), pointed out that there are attributes to an empowered team or 

organization which must have been called "empowered". The team and its member must: 

have clear their common goals; understand its boundaries, givens and limitations; 

perform reliably within their roles; embrace a common set of norms and values; and 

operate in a disciplined way under their conditions. That means that the team need to be 

given enough authority to make the day-to-day decisions about their work and enough 

power to make sure that things are done properly. 

A means of coping with transforming into systems that are more flexible, informed, 

responsive, and adaptive for many organizations is the implementation of empowered 

teams in which employees are given more responsibility over their work. Team 

empowerment is a function of having the authority, resources, information, and 

accountability to carry out a job (Fisher, 1993). It also refers to the ability of teams to 
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monitor and modify their own processes and procedures. The concept of empowered 

teams has grown, with the percentage of organizations having increased from 26% to 

3 5%, and penetration of teams in the organization from 10% of employees to 3 5% from 

1990 to 1992 (Wellins, Byham, & Wilson, 1991). More recent estimates indicated that 

half of all major corporations are exploring the use of team-based systems (Osterman, 

1994). 

The reasons given for moving towards empowered teams includes improved quality 

and productivity/service, reduced operating costs, greater flexibility, simpler job 

classifications, faster response time, increased job satisfaction and commitment (Wellins, 

et. al, 1991). 

One of the obstacles to empowerment is obtaining employee acceptance of the 

concepts. There are studies cited that several reasons for employee reluctance to embrace 

empowerment, includes concerns about accountability and inexperience with team-based 

employment. Some employees do not want to accept the accountability for their work, 

which is a key ingredient of empowerment. Others need to believe their efforts will yield 

positive results, and that their work is meaningful (Ivancevich, et. al, 1994). 

The study conducted by Bemowski indicated that employees' experience with teams 

in the past have not always been positive, and that may preclude them from initially 

reacting favorably to team work. In addition, the traits required to achieve team 

successes are not always compatible with the values of individuality and choice. The 

study found that companies need to demonstrate how individuals will gain a personal 

benefit from team participation, and to provide each team member with a goal that, if 

achieved, will lead to a reward (Bemowski, 1995). 
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As Parker and Price cited in their research that empowerment is actually beneficial 

to employees, providing more intrinsically rewarding work, generating less stress, and 

promoting better physical and mental health (Parker and Price, 1994). 

The data from the above studies indicated that employees who exhibited reluctance 

towards empowerment initiatives may not be unwilling to accept responsibility for their 

own work, but are worried about the team work concept, based on previous experiences. 

Furthermore, not all reengineering and empowerment initiatives have been so 

favorable in outcome. The success rate for Fortune 1000 corporate reengineering efforts 

has been reported at well below 50% (Strebel, 1996), and participatory management was 

assessed by more than 250 managers as having generally not accomplished much 

(Heckscher, 1995). The failure rate of teams is reported to be as high as 55% in some 

cases (Mention & Jolly, 1996). 

As organizations change from hierarchical and authoritarian to more networked , 

teams may become caught in the confusion of transition. The development of 

empowered teams requires support from the top. Although bottoms-up approaches are 

touted as organic and natural, there are many examples of less than successful efforts 

without management support (Wysocki, 1990). Teams are not often integrated into the 

organizational hierarchy as reflected in a study of 4,500 teams across 50 organizations. 

The study found that there was inappropriate compensation and reward systems, and high 

competition between teams and departments (O'Conner, 1990). Many workers are 

initially enthused by the opportunity to work in empowered teams, only to become 
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discouraged and demoralized when they realize their decisions are overlooked or 

overridden by top management; expected autonomy is compromised by having to seek 

management approval. 

An example is the American Quality Foundation study which found that 70% of 

American workers were afraid to speak up or ask for clarification of a communication 

(Hammonds, 1991 ). The degree of organizational commitment to teams is pivotal in their 

introduction, and is demonstrated by the degree of support the teams receive (Pence, 

1996). 

Managers themselves can become a source of resistance to teamwork. The 

downsizing and delayering of organizations has often made middle managers, perhaps 

more than other segments, vulnerable. An example is a Canadian Aerospace Company 

which reduced its middle manager by 50%. Although many displaced managers are often 

reassigned as trainers, coaches, team leaders, or technical experts, such changes are 

perceived as striking at the heart of one's security, identity, and power (Wellins, et. al, 

1991). Without training and changing management philosophy, these reassigned 

managers may continue their directive styles as team leaders, thereby vitiating team spirit 

and confusing members with another inconsistency. 

In summary, based on the literature above, empowerment can be comprehensively 

classified to benefit the team members as follows: empowerment to do what is right and 

needed; more information, knowledge, and decision-making capability; more 

involvement in decisions; ability to solve problems; ability to innovate change; more 

personal pride in the quality of the product or service; a feeling of ownership in the 

company; a team effort; rewards: tied to productivity; individual growth and 
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development: constant training; tapping into one's leadership abilities; and variety and 

challenge. 

2.3.2 Empowerment of processes and events. Obviously, empowerment does not 

form spontaneously. As Lovey ( 1998), pointed out that there are three basic conditions 

which are required for the creation of empowered team and empowered organization: 

leadership: leaders themselves need to be prepared, trained and coached; training: team 

members need training in the skills and mindsets; and regular retreats or camp meetings 

where the team can look at itself in perspective. 

A study conducted by Howard (1997), revealed that in empowered organization, 

leaders need training in empowering leadership. Thus, leaders must learn to change not 

only their mental images but their behaviors. This is best accomplished by developing 

programs which emphasized practicing empowering leadership concepts in daily 

behaviors, receiving feedback, and practicing again. If leaders at the top can show pace

setting role models of empowering leadership, those in the lower part of the organization 

There are some tools that are available to managers to assist employees in 

overcoming their reluctance and/or inability to accept empowerment initiatives. Those 

basic conditions are required for the empowered organizations as follows : 

2.3.2.1 Leadership. An empowered leadership concept does not focus 

exclusively on the "individual manager as a hero" but looks at the group or organization 

development in a process as a whole (Bradford and Cohen, 1984). 
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The conceptualization and implementation of empowerment points clearly to the 

need for a new style of effective leadership. Tannenbaum, Kallajian & Weschler ( 1954 ), 

described five behavioral tasks for the group leader, which have direct application for 

today's empowered manager as follows: create situations conducive to learning: The 

leader's role in establishing the necessary learning climate is an essential aspect of 

empowerment; establish a model of behavior: Leaders' willingness to take risks change 

work patterns, recognize their own strengths and limitations, and actively integrate self 

and work which provides others with models from which to try out as being empowered; 

introduce new values: Accepting the validity of value clarifications and allowing time 

for that process as part of the empowering process; facilitate the flow of communications: 

Empowerment requires information sharing, especially as it relates to expectations. And 

it also requires information relevant to task achievement; and participate as an expert: 

The leader's key function is to empower others, often by sharing his or her expertise 

developed from experience, research, or course work, knowing when to be expert is a 

critical factor in the empowering process. 

Kouzes and Posner, in "The Leadership Challenge " (1987), presented a leadership 

model and suggested that there are five different dimensions of leadership that exist 

within the teams in the empowered organization: a shared and inspired vision: team 

members must be sure that they understand and believe in the team's purpose and that 

everyone in the team will grow from pursuing that vision. In the team this can be 

• 
presented by: the level of energy given in the team task; the quality of ideas coming 

from team; and the values displayed through team culture. 
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Challenging team and task processes: team members must develop the skills and 

attitudes necessary to be innovative. In the team this can be presented by: use of 

constructive conflict in decision making; tolerance for diversity in people and 

responsibilities; and ability to think outside current mindsets. Modeling team behavior: 

team members must follow the ground rules they establish and commit the time and 

energy necessary for the team to define and achieve its purpose. In the team this can be 

presented by: use of effective facilitation skills; evidence of rituals supporting team rules 

and events; and extent of sharing information with those inside and outside team. 

Enabling team members and others: a characteristic of effective teams is that they 

strive to make each other successful and to build trust with those inside and outside the 

team. Everyone on the team must be better off for having been on the team. 

Relationships outside the team are based on partnerships. This can be presented by: a 

high level of trust within the team and with external constituencies; evidence of 

continuous team learning and growth; and development of self-esteem and confidence in 

team members. Encouraging the heart: teams are often given difficult tasks. Within the 

team there must be a supportive climate where individual talents and contributions are 

recognized and successes celebrated. This can be presented by: public recognition of 

team member competency and expressed value of team members; rituals of celebration; 

and an ability to acknowledge and build on the ideas of others. 

Shackleton (1995), identified six aspects of a leader's role in empowerment. The 

leader who being referred to is the person with high position in the organization, who is 

actually empowering the team - the team's manager, rather than the leader within the 

team itself. The qualities required of an empowered leader, according to Shackleton, is 
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identified as follows: respect and belief people who believe in the potential of the team, 

and are able to identify and build on people's strengths as well as their weaknesses; 

confidence: the leaders find new roles, through encouraging the work-force to take on 

more challenges, and through opening up new avenues and directions for their own work. 

Self-confident leaders know that their value to their organization is more than just being 

able to tell people what to do; and training: the leaders to involve the work-force in the 

process, encouraging employees to identify their own training needs while also fostering 

their self-confidence and encouraging them to become more aware of, and to apply, their 

existing skills. 

Boundaries: setting clear boundaries so that everyone - both staffs and managers -

can be sure about what actually has been empowered, and which aspects of the work 

remain under higher levels of control; information: the team itself is able to specify the 

information that it needs, when it will need the information, and which of their members 

will need to have it. The manager's task, in this respect, is to facilitate the transfer of this 

information and make sure that the team is provided with what it needs; and rate Of 

Progress: the manager will need to work closely with the team's leader, to ensure that 

the team has practical working objectives which can help the team members to know 

whether they are working effectively to their organizational schedules or not. 

Katzenbach and Smith (1993), identified six principles of good team leadership or 

the role of leadership in empowering team as follows: keep the purpose, goals and 

approach of the team relevant and meaningful: make sure that the goals and targets of 

the team are clear, so that all team members know what the team has to achieve. Break 

the overall goal down into a number of smaller, manageable targets; build commitment 
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and confidence in team members: encouraging team members' commitment to the 

overall goal, as well as encouraging the development of responsibility and autonomy; 

and strengthen the mix and level of skills in the team: work towards developing a set of 

sub-goals or targets which can be used to identify training needs within the team. 

Manage relationships with outsiders, including removing obstacles from the team 's 

path: communicating clearly about the team's values, aims and objectives, so that others 

in the organization will gain a better understanding of what the team is doing and why; 

create opportunities for other members of the team: individual team members can take 

on responsibility and contribute to the overall task at hand. Use these to help to build up 

self-confidence, which in tum will contribute to a professional and committed approach; 

and do real work: streamline obstructive organizational processes which cause delays in 

the transmission of information or the implementation of reforms. Really do believe in 

the team and are prepared to do their utmost to make it work. 

Due to empowerment, it does not mean that empowered teams have no leaders. On 

the contrary, such teams must have leaders who know the concepts, understand 

empowerment and have all the skills to guide the team through the path of becoming 

empowered team. The team needs a certain amount of outside help, inspiration and 

facilitation. Leaders play a key role here. Some leaders have some idea of what 

empowerment is and want their team to work in an empowered way, but seize control 

even in a minor crisis and so disturb the operation of the team. 

Kanter (1977), defined empowerment as giving power to people who are at a 

disadvantaged spot in the organization. She sees a continuum of power from 
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powerlessness to empower. Continuing in this tradition, Block (1987) and Sullivan 

(1994) also focused on the role of the manager in empowering employees. 

This perspective suggested that an empowered organization is one where managers 

supervise more people than in a traditional hierarchy and delegate more decisions to their 

subordinates (Malone, 1997). Managers act like coaches and help employees solve 

problems. Employees, he concluded, have increased responsibility. Superiors 

empowering subordinates by delegating responsibilities to them leads to subordinates 

who are more satisfied with their leaders and consider them to be fair and in turn to 

perform up to the superior's expectations. (Keller and Dansereau, 1995). 

Interventions provided by leaders to achieve empowerment deal with systemic, 

structural, and problematic issues as well as individual and managerial responsibilities. 

An example includes creating a shared vision; providing clear top-management support; 

the use of team and temporary group models of organization; responding to external 

circumstances and developing a strategy for continually scanning the environment; 

redesigning work to reflect collaborative norms; the use of job-enrichment; creative use 

of sponsorships, role models, peer alliances, coaching, and mentoring; the development 

of reward systems that build "win-win" rather than "win-lose" attitudes; and 

identification and clarification of common goals (Vogt and Murrell, 1990). 

Simply providing opportunities for employees to take power is not enough. 

Employees must also chose to be engaged in those options. Although, employee have 

reluctance to accept empowerment, it can be a problem, the most frequently cited reason 

that empowerment failed to gain acceptance within an organization is lack of middle 

management acceptance of the empowerment concepts. Middle managers are often 
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fearful about empowerment because, in an organization that embraces empowerment, 

they no longer make decisions or control the flow of information (Story, 1993). Some 

studies suggested that managers may even work to undermine empowerment programs 

when they feel threatened by them (Yin, 1984). Yet these same managers are key 

components in an organization's ability to effectively empower their employees. 

Managers, through their considerable knowledge and technical skills, are invaluable to 

those organizations that successfully make the transition to an empowered organizational 

structure (Wellins, Byham, and Wilson, 1991 ). 

Hayes (1997), mentioned that empowerment presents a model of leadership which is 

all about listening to the work-force, encouraging employees, coaching employees where 

necessary and building up their self-confidence through pointing out and setting up small 

successes. The manager becomes the "facilitator" who helps the team to get on with its 

work, rather than the "boss" who tells everyone what they should be doing and when. 

He also indicated that the important issues surrounding effective leadership concerns 

the type of power possessed by the team leader and how that power is actually used. And 

understanding how power works in organizations is relevant for successful team 

management. 

The issue becomes one by defining what are the proper role of managers should be 

in the empowered organization, Kizilos (1990), suggested that managers need to progress 

from the traditional managerial role of controlling employees to one of "coaching" 

employees to make good decisions. 

Belasco and Stayer ( 1994 ), also suggested that the current leadership paradigm is 

obsolete. If managers believe that their role is to solve problems, employees will 
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continue to bring their problems to the managers, and will not develop their own problem 

solving skills. They also believe that managers need to become coaches, who ask 

questions that encourage employees to take the appropriate action, rather than providing 

answers. 

One company, determined to change their first level manager's controlling behavior, 

increased individual managerial workloads to the point that managers were forced to 

share decision making responsibility with their employees as a survival technique (Story, 

1993). Some researches indicated that "influence" or empowerment, is not a zero-sum 

game within an organization. Managers who exhibit more influence, or empowering 

behaviors, encourage their employees to act empowered. This, in tum, increases the 

manager's effectiveness and reduces their reluctance to accept the necessary role changes 

(Peter and Price, 1994). 

A first step in creating empowered teams or empowered organization, the leaders 

themselves need to be prepared, trained and coached (Lovey, 1998). Training in 

empowering leadership had a positive impact on the performance of nearly all high

involvement roles. On the down side, leaders with more extensive training were more 

likely to overstate how often they took an empowering approach. Thus, training might 

have influenced leaders' ideas of what to do, but it also might have fooled them into 

thinking that their behaviors had changed when it had not. This underscores the 

importance of augmenting training of concepts with skill development and practice. 

Without specific attention to skills, training might change leaders' self-images but not 

their behaviors. 
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2.3.2.2 Learning process. The need for ongoing learning in organizations 

has gained attention because of the incredible changes in technology and markets that are 

driving business today. 

A learning organization is one which helps individuals develop an appetite for 

beneficial change, in terms of behavior and skills that stick. Empowerment is not only a 

tool that can help bring about the learning organization, it is a necessary part of a learning 

organization. If individuals do not have the freedom to improve the situation in which 

they find themselves to common purpose, then management does not have a learning 

organization in place. 

The concept of life-long learning is central to empowerment. Believing that healthy 

human beings are constantly striving for self-development and are able and willing to 

continue learning. Vogt and Murrell (1990), pointed out that learners learn best when 

they have the opportunity to participate in the learning process - setting goals, defining 

the environment, and evaluating the results. 

A study conducted by Senge, et. al,(1 995), revealed that the core of learning 

organization work is based upon five " learning discipline" as follows: personal mastery: 

learning to expand our personal capacity to create the results we most desire, and creating 

an organizational environment which encourages all its members to develop themselves 

toward the goals and purposes they choose; mental models: reflecting upon, continually 

clarifying, and improving our internal pictures of the world, and seeing how they shape 

our actions and decisions; and shared vision: building a sense of commitment in a 
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group, by developing shared images of the future we seek to create, and the principles and 

guiding practices by which we hope to get there. 

Team Learning is transforming conversational by dialogue and skillful discussion 

and collective thinking skills, so that groups of people can reliably develop intelligence 

and ability greater than the sum of individual members' talents; and systems thinking: a 

way of thinking about, and a language for describing and understanding, the forces and 

inter-relationships that shape the behavior of systems. This discipline helps us see how to 

change systems more effectively, and to act more in tune with the larger processes of the 

natural and economic world. 

Aranda, Aranda and Conlon (1998), also said that team learning goes beyond team 

building which tends to focus on interpersonal skill development. A team with a learning 

culture fosters both individual and group development. And team learning addresses how 

the team thinks, as well as improving interaction and problem-solving skills. Conflict, 

diversity and thinking skills are the important aspects of team learning. 

Dodd (1999), pointed out the keys to a learning organization is by sowing the seeds 

of organizational learning; the organization has to build a culture where talented people 

love to work. Change, which used to be thought of as negative and threatening, is 

becoming an ally. Strategies that have contributed to the positive shift includes the 

following: creating a shared vision; opening up communications; committing to 

training and education; keeping learning alive with fun; and celebrating successes. 

A study conducted by Smith ( 1998), revealed that in learning, most of organizations 

used dialogue in their practice for dialogue learning, conflict resolution, inclusion of 

diversity, planning and visualizing whole system, and creating cultures of continuous 
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learning. She also pointed out that dialogue is uncovering the group mind, discovering 

shared meaning, rather than problem solving which moves towards an outcome or 

solution. 

Integrating dialogue learning into the lives and work of employees, the 

organizations gain not only a greater understanding of their colleagues, resulting in 

improved working relationships but also gain a greater understanding of the organization 

as a whole. 

Empowered employees often have to take over roles which are traditionally not 

within their job description - an example is training others, advising more senior people, 

holding seminars, and even research and development. The only way they can cope with 

these added demands is if they work in an organization that allows them to develop 

continually and helps them to keep abreast of the needs of their job by giving them access 

to learning tools which these tools can range from links with universities, to training 

seminars and open learning centers. 

* 
2.3.2.2.1 Training. The first tool or basic condition of learning 

process which is required for the empowerment is employee training. Due to training, it 

is a distinct and vital dimension of today's workplace. It prepares people, human 

resources, to be more effective and efficient. Vogt and Murrell (1990), mentioned that if 

an organization is to develop into an empowering system, training must become a central 

focus of attention and effort. 

Senge (1990), pointed out in his book, The Fifth Discipline, articulated a 

comprehensive view of learning. He asserted that there is a need to tie individual 
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development with organizational performance,and that development is an ongoing 

process that emphasizes self-sustaining performance, not simply single project 

performance. To create a learning culture, the organization must have mechanisms to 

continually upgrade the competencies of its people. Senge also pointed out that team can 

develop skills faster if it can receive on-the-job training. 

The finding of Kizilos (1990), showed that the specific types of training deemed 

necessary include team building, conflict resolution, decision-making, and organization

specific training employees needs to expand their skills and perform more functions 

within the team. () 
In order to be ready and effective, empowerment requires workers who have the 

knowledge and skills to perform their job effectively, or managers must provide 

employees with training in these essentials if they are lacking. It must start with 

management. Top management must truly understand what empowerment is, how such 

an organization looks and works, what are its benefits and drawbacks, what is 

management's role in creating an empowered organizational culture, when they should 

and when they should not intervene, and what support and facilitation skills they 

specifically need. 

Team members needs training in the skills and mindsets required for empowerment. 

Empowered organization requires much higher levels of drive, initiative, responsibility, 

and cooperation than their traditionally run counterparts. People accustomed to the old 

ways cannot be expected to grasp the essence of empowerment and make the transition 

overnight. Although the required skills are there, the organization needs to recognize, 

activate and further develop them. 
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2.3.2.2.2 Reward. The second management tool or basic conditions of 

learning processes which is required for the empowerment or to motivate employees 

acceptance of their new role in an empowered organization is a properly structured 

reward system. 

Wallace (1993), stressed that actions are shaped by consequences, and therefore it is 

essential to link rewards to the employee behavior management wants to foster. 

The preferred compensation system, according to Caudron (1994), included a team 

component, a company-wide bonus component, and an individual component. In order to 

encourage team identity and recognize team accomplishment it is necessary to base at 

least a portion of employee pay on team accomplishments. And in order to minimize 

competition within the team, individual contributions should be skill-based. 

Ivancevich, Lorenzi, and Skinner (1994), recognized profit-sharing, a company

wide incentive plan, and skill-based compensation as valid options for corporations to 

foster teamwork. 

Empowered organizations considered that financial rewards were the least used 

strategy to promote change in business units. They were seldom offered for team or 

group performance, acquiring new skills or knowledge, or total organization performance. 

As senior management should align reward system and gain-sharing plans with the values 

of empowerment through new compensation schemes targeted to desired behaviors or 

outcomes. Rewards are inexpensive but highly effective. 

In summary, empowerment process events - learning process works best when it is 

coupled with rewards for the increased performance decentralization and delegation can 
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bring as well as training in the skills necessary to take true responsibility for one's own 

work process. 

2.3.3 Organizational readiness. Once timing, goals and scope are developed, the 

process of empowerment can begin. However it is vital to understand that those in power 

- management must be willing for their employees to attain empowerment. Without top

down permission or approval, it is almost impossible to gain any sense of empowerment. 

This does not mean that those at the top will eventually approve of the empowerment, or 

that it will be a smooth process. Those attempting to attain empowerment may try to do 

so through violent or illegal means. Only when management allow these strategies to 

work will the system change to allow that empowerment and have the resources and own 

the means of production, they can control the environment, keeping people in situations 

where empowerment cannot occur. 

In "Use Empowerment For Bottom-Line Results." Kirwan (1995), stated that there 

are four key ingredients for organizational readiness for an empowerment program to 

succeed. These are: top management must agree to support the program; need feedback 

of performance; rewards must be offered for ideas generated and accepted; and training 

is essential for team leaders, program coordinators and evaluation committee members. 

It is a paradox that in order for empowerment to succeed, there must initially be 

more structure in the system. If the goal is more control by individuals over their work or 

private lives, there must be a level of understanding about how these new systems can 

operate. This means that training, practice are inherent in this process. Thorlakson 

(1996), outlined this in "An Empirical Study of Empowerment in the Workplace". He 
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stated that empowerment is getting workers to do what needs to be done rather than doing 

what they're told, and that it involves delegation, individual responsibility, autonomous 

decision making, and feeling of self-efficacy. 

Vogt and Murrell ( 1990), pointed out that there are five criteria of organizational 

readiness which must be satisfied for a successful empowerment program as follows: 

desire to improve: people must want to become better; realization of need: people must 

be aware of the need for change; acceptable climate: the organization must maintain a 

climate conducive to the initiation and maintenance of change; need for feedback: 

people must know their input has been received and utilized; reward for improvements: 

people must believe in and experience rewards for their efforts from management. 

2.3.3.1 Personal responsibilities. The first criteria of organizational 

readiness which is required for successful empowerment is personal responsibilities. On 

an individual level the prerequisite to rising wages and benefits is to assume 

responsibility for rising education and skill levels. Employees need to make themselves 

more valuable to their employers. 

Honold.(1997), pointed out the major components of high performing organizations 

to be very similar to those found in the literature on empowering organizations. They 

include activities such as multi-skilling, cross training, self-directed work teams, and 

horizontal design; human resource systems such as learning and development, job 

enrichment/enlargement, peer review, and innovative compensation plans. 

Mclagan and Nel (1997), also provided a multi-dimensional perspective on 

empowerment. For them it consists of the establishment of a system of corporate values; 
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a flowing structure as opposed to a hierarchy with boxes; facilitating leadership; each 

person becoming a manager of his/her own job; open and honest communication; 

relationships of partnering for performance; employees who understand business and 

industry as well as finance and economics, who possess critical thinking skills, who are 

flexible in their learning and decision making, and who are competent in their jobs; 

controls based on checks and balances and feedback on performance; and a pay system 

that rewards everyone when the organization performs well. 

2.3.3.2 Structural change. The need for changing the processes of work 

within an organization as critical to achieving empowerment. To help structure be more 

effective procedures by establishing a fit between person and job centered around 

empowering members of work groups to become more involved in structuring their jobs 

and deciding whom to hire in the department. 

From a study conducted by Howard (1997), revealed that there were many barriers 

to empowerment as the following: senior management barriers: senior managers 

themselves engaged in directive rather than empowering leadership practices; systems 

barriers: lack of financial rewards for empowerment-increasing knowledge and skills, 

although senior/higher managers saw this as much less of a barrier; front-line employee 

barriers: employees and leaders considered mistrust and lack of self-motivation as front

line employees' most significant deterrents. Senior/higher managers, however, seriously 

underestimated associates' level of mistrust; and leader/manager barriers: leaders' 

skills, leaders' motives, and lack of joint action among managers were of equal 
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importance as barriers to empowerment. Leaders' skills deficits-either a lack of coaching 

skills or lack of leader development. 

2.3.3.3 Management support. Normally, management attempting to 

enhance employees' empowerment provide them with needed resources and ensure that 

workers receive adequate and ongoing training and development experiences. Sufficient 

technical and administrative support are provided to ensure success. Managers give 

employees space, time, or equipment that may not be readily available otherwise. They 

ensure that workers have access to communication and/or interpersonal networks that will 

make their jobs easier. Workers can also be given discretion to spend money or commit 

resources to activities that they consider important. 

However, management in the organization also needed to provide support to 

employees by praising, encouraging, expressing approval fo r, and reassuring others when 

they perform well; writing letters or notes of praise to employees, as well as to their 

family members and co-workers, in recognition of noteworthy accomplishments; 

providing regular feedback to people; fostering informal social activities in order to build 

cohesion among people; supervising less closely and providing more time between 

reports on results; and holding formal and informal recognition ceremonies (Whetten & 

Cameron, 1995). 

Harper and Harper ( 1991 ), classified the elements which is required from 

management to be an empowered organization as follows: management support; 

participative leadership; eliminate traditional supervision: boss--> facilitator; patience: 

it takes 2-4 years for the team to develop; start with a Steering Committee, then a Design 
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Team, then a Pilot; training in new attitudes, new roles and new skills; union-

Management participation; empowerment: of the team; rewards: such as pay-for-

learning, profit-sharing, employee stock ownership, pay-for-productivity; motivation: 

inspire people to use teams vs. fear and threats. 

An example which succeed in implementing empowerment, by using the 

empowerment process at Colgate-Palmolive as a model, Caudron (1995), suggested that 

the key components include: empowered work teams; free flow of information about 

company goals and directions; training and continual development of work, 

management, and leadership skills by all employees; managers who are more like coaches 

and who empower gradually; employee control of needed resources, provision for 

performance measurement; continual positive feedback and reinforcement on 

performance. 

2.3.3.4 Feedback. The final criteria of organizational readiness is to open 

feedback channels. Workers need to know how well or how poorly they are performing 

their jobs if any kind of improvement is expected. Thus it is imperative that they receive 

timely and consistent feedback, which allows them to make appropriate adjustments in 

their behavior so they can receive desired rewards. 

Whetten and Cameron (1995), pointed out that the more feedback individuals 

receive about how well their jobs are being performed, the more knowledge of results 

they have. Knowledge ofresults permits workers to understand the benefits of the jobs 

they perform. Employees' knowledge of results may be enhanced by increasing their 
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direct contact with clients or by giving them feedback on how their jobs fit in and 

contribute to the overall operation of the organization. 

Clutterbuck and Kernaghan (1994), stated that it is too easy to convince individuals 

that they've changed. They need objective data, from managers, peers and subordinates, 

to tell them if they really have changed, and how much. 

2.3.4 Organizational empowerment. Much of the most current writing on 

empowerment suggests that one-dimensional approaches are not enough. For 

empowerment to be effective it must be multi-dimensional. 

From recent developments, in the wider society, have helped to raise up the idea of 

empowerment and have prompted major changes in the culture. New social relationships 

such as the emergence of women as active and equal participants, increased volunteerism, 

changes in family structure and membership, and altered teaching/learning relationships 

in elementary through university classrooms have widened the group of active 

participants and signaled a search for communal values. New information technologies 

and the rapid increase of information sharing, assisted by the personal computer 

revolution, have brought the legal, political, and medical fields under intense scrutiny. 

Some social commentators have also seen a new emphasis on the spirituality of life. 

These developments have led to a society that sees itself differently and acts differently; 

they have altered the values, norms, and attitudes be brought to the daily lives and to the 

nation's relationships with others nations. And they have combined to influence the 

shape and management of the organizations. 
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Argyris (1998), indicated in his publication that if management wants employees to 

take more responsibility for their own destiny, it must encourage the development of 

internal commitment. The more the top management wants internal commitment from its 

employees, the more it must try to involve employees in defining work objectives, 

specifying how to achieve them, and setting targets. Thus, the benefits of empowerment 

can be comprehensively classified in the organization as follows: more efficiency and 

productivity; higher quality; world-class products; better customer service: faster, more 

responsive; constant improvement: of processes; and working smarter. 

Other benefits are better able to make decisions and able to compete in time; 

utilization of everyone's brains, commitment, creativity; better communication: up, 

down, sideways; a more satisfying and effective workplace; a sense of belonging and 

commitment; and constant growth of the organization and its people. 

2.3.4.1 Commitment and achievement of corporate objectives. The first 

condition of organizational empowerment is that individuals will put far more into a task 

if they understand the purpose behind it. That is to overcome the barriers to 

empowerment within individuals requires a coherent approach to ensuring that employees 

understand and commit to the purpose behind the empowerment initiative. Once 

individuals have committed themselves to empowerment, the organization must set out 

policies and structural guidelines to support their empowerment behaviors. 

Wellins, William and Jeanne (1991), classified key requirements for success in 

empowerment as follows: design careful, thoughtful, well-planned implementations: 

have a clearly communicated vision and implementation plan; set realistic goals: 
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manage expectations; provide appropriate training: don' t take short-cuts; teams should 

be part of the overall strategy: be sure they are "right" for the organization; and always 

look back: take time to evaluate and modify the progress. 

As Orsburn, et. al, Zenger (1990), classified key requirements for empowerment as 

follows: top-level commitment; management-employee trust; willingness to take risks; 

willingness to share information; enough time and resources; commitment to training; 

operations conducive to work teams: a range of employee tasks that could be improved 

with more skill and employee commitment; union participation; and access to help: an 

expert on teams. 

2.3.4.2 Enhancement of decision making authority and responsibility. 

One of the primary elements of organizational empowerment is an advanced level of 

understanding of empowerment. For individuals to be successful in making decision, 

they need access to information. And they need to be able to understand this information. 

They must be educated in its meaning. Educated empowerment provides employees with 

skills, information, and decision-making responsibility. 

Although empowerment can help enhance organizational competitiveness, it is not a 

simple solution. To support the empowerment, organizations must share information, 

knowledge, power to act, and rewards throughout the workforce. Moreover, employees 

cannot be expected to assume new functional responsibilities and authority without a 

great deal of guidance and support from their leaders. This means that the roles of the 

leader must change dramatically. 

52 



In an empowered organization, employees are able to fully participate as partners, 

they take initiative, work on teams as well as individually, and have the authority to make 

strategic decisions (Garfield, 1993). Management's job from this perspective is to create 

a culture of participation by providing a compelling mission, a structure that emphasizes 

flexibility and autonomy, rewards for participation and a lack of punishment for risk 

taking, as well as ongoing involvement programs and support for the integration of 

employees' work and family lives. 

ER 
2.3.4.3 Viability I profitability. It is possible to create a work environment 

in which each employee can make an impact on the organization's viability I profitability. 

Such an approach has been taken by a few leading-edge organizations with dramatically 

successful results. Their success stems from creating a partnership with all employees. 

This partnership is developed through the application of a combination of proven and 

innovative human resources initiatives that are based on trust and sharing and free from 

the concept of exploitation, that is empowerment. 
J. 

Clutterbuck and Kernaghan (1 994), pointed to McDonelly Corporation, a Michigan-

based manufacturer of mirrors and glass products, where empowered workers is credited 

with improving productivity between 1975 and 1984 by 110 percent, a compounded rate 

of better than 7 percent a year, or five times greater than the national average. He also 

pointed out that despite the grave recession that struck the auto industry in the early 90s, 

the company continued to expand and remain profitable. And the company openly 

credits its success to employee empowerment. 
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2.3.4.4 Product quality I productivity. Now the organization compete in 

the emerging new economy. The new economy is indeed new. It is an economy based on 

global competition, high technology, and instant access to information. It promises high-

quality, custom-tailored products and services at mass-produced prices. It is an economy 

in which productive skills are the key to economic success. To continue to exist, all 

organizations will be required to pass from the old economy into the new. 

Productivity, a key element of successful competition, is also a key element in 

determining a nation's standard of living. An increase in productivity can lead to an 

increase in net earnings and/or growth for organizations and can result in higher wages 

and greater job availability for employees. In the new economy, success comes to those 

who can develop the most effective partnerships. Successful empowering results in united 

commitment toward a common goal. 

Clutterbuck and Kemaghan (1994), cited the work of Harvard professor Quinn 

Mills, who claims that companies he has studied, which have successfully empowered 

their employees, often achieve productivity gains of 30-50 percent year on year. 

They also point to a measure of productivity at the British finance company, Frizzell 

Financial Services which showed a 62 percent gain. The company claimed well over 

$250,000 in savings resulting from empowerment. Although some of these savings are 

arguably associated with the general re-engineering of the company, others can be 

directly attributed to people taking increased responsibility. They mentioned that 

empowerment has definitely saved 18 jobs. Localized problem solving has saved 

$198,000. There has also been a drop in sickness absence, an increase in calls handled 
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and a rise in total sales, some of which is put down to empowerment. However, it should 

be pointed out that the company was undergoing a rapid expansion anyway. 

2.3.4.5 Enhancement of employee morale and potentials. Openness is 

ownership - ownership of information, of responsibility, of results, and much more. An 

empowered organization provides all participants with an understanding of the intent of 

their organization. It provides all participants with the capacity to comply with the intent 

of their organization and the opportunity to develop agreement with the intent of their 

organization. () 
The information available in an empowered organization enables all employees to 

calculate which of their actions will improve profits and which will not. Teamwork is 

strengthened through the development of interpersonal relationships. Morale and 

attitudes are improved as the result of increased understanding. These results support the 

business objectives of improving revenue, growth, profit, cash, employee income, and job 

availability. 
~ ( 9 

Wilson ( 1994 ), pointed out that real empowerment is not achieved through 

management rules or directives, but through reconsidering how people are treated and 

managed. For empowerment to be effective, organizations and all managers must adopt a 

style that encourages and reinforces individual growth and teamwork processes. 

Managers have to set standards, give directions and then allow people freedom to do their 

work in the way they consider most effective. Managerial control is kept to a minimum 

while skills such as coaching, facilitation, counseling and mentoring become important. 
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Managers concentrate on assisting people to achieve their objectives rather than telling 

them what to do and how to do it. 

Pokras (1995), described that the empowerment isn't absolute. Teamwork means 

sharing power. The organization's job is to define what the team will be responsible for, 

their authority, and what management's role will be. And the cost of empowerment is 

clearly communicating goals, requirements and boundaries from the start. Thus, teams 

must be enabled to achieve their mission by the organization as follows: giving clear 

general direction without being over-prescriptive; negotiating instead of imposing a 

team; providing training and support to develop potential; giving time, tools, money, 

space and equipment; helping them to consider new options when they make hard 

choices; removing barriers and troubleshooting problems they can't control; and 

rewarding initiative, innovation, cooperation and risk taking. r-
An example of success in implementing empowerment is a Britain company, the 

Rover group managed the transition of their culture from an old, authoritarian hierarchical 

system to one which involved the work-force in day to day decision-making, that is 

empowerment organization. Bower (1994), described the critical success factors in this 

process and discussed the way that much of the transformation was achieved by re

organizing the work-force into empowered teams, which could take responsibility for 

their sector of the organization's work. He mentioned that during its transformation, the 

Rover Group adopted the following aims: 

"Create a culture which provides purpose, dignity and recognition to every 

individual in an environment of trust which is open, safe and secure; help the leaders by 

empowering and supporting them in pursuit of company goals; and achieve world class 
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resourcing standards, ensuring the organization has the right people in the right numbers 

with the right skills, in the right places at the right time - right first time; 

Other aims are to create continuous learning with development opportunities for 

everyone and sharing of best practice; to ensure company-wide understanding of the 

compelling business needs by maintaining continuous dialogue; to empower individuals 

and teams to achieve success through commitment, motivation, flexibility and skills 

development; and to foster positive involvement relationships with the broader Rover 

community". 

2.4 Summary 

From literature search, interest in researching the concept of empowerment appeared 

to be growing in strength. Writers on empowerment view it from several perspectives. 

However, from research on the topic only four were chosen (Mark, 1991 ; Lovey, 1998; 

Wallace, 1993; Vogt & Murrell, 1990; Argyris, 1998). These researchers suggested that 

factors associated with empowerment are multi-dimensional. The multiple dimensions of 

empowerment make it a difficult concept to define. Additionally, writers on the concept 

use different words to describe similar approaches. 

However, empowerment will not happen naturally in organizations. Too many 

disempowering structures have been built into them over the years. Creating team, 

changing empowerment of processes and events will not engender an empowered 

organization nor organizational readiness about empowerment. Both team, 

empowerment of processes and events, organizational readiness and organizational 
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empowerment will have an impact but they will not be as successful as they could be. 

According to the literature, only when a multi-dimensional approach is taken will the 

organization become empowering. 

The multi-dimensional constructs that appear repeatedly in the literature are: teams 

(Mark, 1991 & Lovey,1998): create culture; structure; sharing information; goals; 

boundaries, givens, limitations; roles; norms & values; and internalized discipline for 

its successful operation; empowerment of processes and events (Wallace, 1993 & 

Lavey, 1998): leadership focused on the development of the individuals throughout the 

organization, creating a vision and developing common goals, and continually scanning 

the environment and adapting to it; as learning process focused on training in the skills 

and mindsets, regular retreats or camp meetings required for empowerment and 

contingent reward system with such components as employee stock option programs, pay 

for performance, and win-win strategies; 

Organizational readiness (Vogt & Murrell, 1990): personal responsibility for 

performance exemplified in job autonomy, control over decisions directly relating to 

one ' s work, job enrichment through multi-skilling and cross training, access to 

information.to measure one's own performance and make good decisions, and allowance 

of risk taking; structure that is decentralized, has controls based on checks and balances, 

and is flexible allowing for development over time; empowerment should be a valued 

part and receive support and feedback of performance from top management; 

And organizational empowerment (Argyris, 1998): empowerment offers a powerful 

tool for enhancing organizational effectiveness. The empowerment will occur if 

members in the organization are willing to invest substantial effort in supporting the 
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concept, by creating commitment and achievement of corporate objectives; enhancement 

of decision making authority and responsibility; viability I profitability; product quality I 

productivity; and enhancement of employee morale and potentials. 

The recent literature does not fully explain what managers in an empowered 

organization should be responsible for in the role as employee coach, how managers 

should be evaluated or compensated, or whether these same number of managers are 

needed in the newly structured-empowered organization. More research is needed to 

determine how to persuade managers that empowerment is in their best interests. 

Possible areas to explore include beneficial training that can be offered to managers of 

newly-empowered employees and a fuller explanation of what the functions of manager

coach should be. 

Therefore, empowered organization is not just more productive, efficient and 

competitive. Empowerment, the tool which releases so much intellectual power, ability 

and creativity, makes employees more human as well. And this should matter to leaders 

and businessmen who care about ethical norms and values. 
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CHAPTER3 

THEORETICAL AND CONCEPTUAL FRAMEWORKS 

Empowerment, difficult as it is to define, is a process that virtually every 

organization must at least consider if it is to remain competitive. Considering it is one 

thing - making it a reality is another. 

In an increasingly competitive service sector, empowerment, and the greater 

customer responsiveness it can bring, is for many service organizations the best and 

quickest way to gain a competitive advantage. Yet in the service sector there is no "way 

to empower" any more than there is a "way to serve". Thus, empowerment in the service 

sector must be redefined to determine what factors are associated within that 

organization. 

From a service perspective, empowerment gives employees the authority to make 

decisions concerning customer service. True empowerment means that employees can 

bend and break rules to do whatever is necessary (within reason) to take care of the 

customer. In other words, empowerment is the wisdom to know what to do and the will 

to do what needs to be done. 
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Empowerment is sometimes portrayed as a "good thing" without being clearly why. 

It is a significant means of improving customer satisfaction. Empowerment is a process 

which takes time and commitment. Numerous organizations have found that it is a 

vehicle to facilitate closer proximity to the customer. A major benefit of empowerment is 

the increased loyalty it generates and the greater commitment of employees through their 

ownership of decisions affecting the workplace. To be successful; however, 

empowerment needs to take place within a supportive framework as management support 

- managers will need help in making the transition to become coaches and facilitators and 

exemplars ofthe values of the company; training can help empowerment, but it is likely 

to need other tools too - for example, team building, building the right culture, reward and 

recognition programs. 

This chapter will outline the factors associated with organizational empowerment. 

Then, through the use of theoretical models of the study from literature search in Chapter 

2, the key conceptual part of the study will be developed. 

3.1 Theoretical Frameworks 

The first theoretical framework came from two literatures search which were chosen 

for empowered team to be successfully introduced to an empowered organization (Mark, 

1991 and Lovey, 1998). The adapted framework is shown in Figure 3 .1: 
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Team Structure 

Team Culture 

Sharing of Information 

Common Goals 

Boundaries, Givens and Limitations Empowered Team 

Roles 

Norms 

Internalized Discipline 

Figure 3 .1: Theoretical Framework of Empowered Team 

(Adapted from Mark, 1991 and Lovey, 1998) 

Based on the above model, a cooperative relationship should be formed with 

workers by emphasizing team structure; culture; open communication; common goals 

and the benefits of teams to all stakeholders; team must be aware of and accept its 

boundaries, givens and limitations; team has to perform reliably within its roles, 

responsibilities, decision making authorities, and work sharing rules; team has to 

embrace its common set of norms and values; and team has to operate in a disciplined 

way under the conditions. 

The second theoretical framework came from two major literatures search which 

were chosen for empowerment of processes and events to be successfully introduced to 
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an empowered organization (Wallace, 1993 and Lovey, 1998). The framework is shown 

in Figure 3.2: 

Reward ER 

Training 

Retreat/Camp Meetings 

Empowerment 
of 

Processes and 
Events 

Figure 3.2: Theoretical Framework of Empowerment of Processes and Events 

(Adapted from Wallace, 1993 and Lovey, 1998) 

From the above model, expectations for improvement should be realistic and based 

on time needed for training and transition; employees should receive training in 

leadership and team skills and build an organizational culture that fosters reflective 

learning and continuous improvement; employees should be involved in formulating 

performance appraisals and recognition and reward structures for their work; and 
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employees should have regular retreats or camp meeting where they can look at itself in 

perspective. 

The third theoretical framework came from one set of literatures search which were 

chosen for organizational readiness for empowerment which can be successfully 

introduced to an empowered organization (Vogt and Murrell, 1990). The framework is 

shown in Figure 3.3: 

1. Personal Responsibility 

• Desire to improve 

• Realization of need 

2. Structural Change 

• Acceptable climate 

3. Management Support 

• Reward for 
improvements 

4. Feedback 

• Need for feedback 

Figure 3.3 : Theoretical Framework of Organizational Readiness 

(Adapted from Vogt and Murrell, 1990) 

Organizational 
Readiness For 
Empowerment 

Based on the above model, employees must want to become better, to increase 

knowledge and skills and must be aware of the need for change while the organization 

must maintain a climate conducive to the initiation and maintenance of change. 
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I 

Employees must know their input has been received and utilized and also must believe in 

and experience rewards for their efforts from the management. 

The fourth theoretical framework came from one set of literatures search which 

were chosen for organiz.ational empowerment and can be successfully introduced to an 

empowered organiz.ation (Argyris, 1998). The framework be shown in Figure 3.4: 

People 
respond to 

the 
"engaging" 

Potential 

Current 

Current Enhanced 

Empowerment in the 
organization 

Scope of job I task 

The organization "engages" with people 

Figure 3.4: Theoretical Framework of Organizational Empowerment 

(Adapted from Argyris, 1998) 

Based on the above model, an empowered workforce is a committed workforce. 

Everything we have learned over the years about creating commitment is applicable to the 

process of empowerment. To create commitment, organizations "engage" with their 

people, giving them a sense of belonging and excitement in their jobs. In their tum, 

people respond to these "engaging" efforts, giving more of themselves in their work. 
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Operationally, the scope of job or task is chosen as the best representation of 

"engagement" on the horizontal axis while growth in personal capability is used to 

represent the respond that people make to this engagement on the vertical axis. Argyris 

indicated that as people respond and develop within the expanding scope of the job or 

task, their personal capability correspondingly grow. And the interaction of these two 

factors develops empowerment in the organization. 

The diagram helps to make evident a self-reinforcing, upward spiral that actively 

drives the development of empowerment in an organization. As the scope of the job I 

task is expanded, people respond to the opportunity. As they do so, their personal 

capability develops, making it easier to expand further the scope of their activities. 

3.2 Conceptual Framework 

A conceptual framework to stimulate research the factors associated with 

organizational empowerment is shown at Figure 3 .5: Conceptual framework. The core 

of the framework is presented as four octagons which is integrated from Figure 3 .1 to 3 .4 

discussed under the theoretical framework. There are the three important independent 

variables of: 

a) Team; 

b) Empowerment of processes and events; and 

c) Organizational readiness; and one important dependent variable of: 

d) Organizational empowerment. 
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earn 

Team Structure 
Team Culture 
Sharing of Information 
Common Goals 
Boundaries, givens and 
limitations 
Roles 
Norms 

Empowerment 
Process Events 

- Leadership 
- Leaming process 

• Training 
• Reward 

Organizational 
Readiness 

- Personal responsibility 
- Structural change 
- Management support 
- Feedback 

Figure 3.5: Conceptual Framework 
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Organizational 
Empowerment 

Commitment and achievement of 
corporate obj ectives 
Enhancement of decision making 
authority and responsibility 
Viability I profitability 
Product quality I productivity 
Enhancement of employee 
morale and potentials 
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In this scheme the organizational empowerment is the aggregated influence of the 

independent variables which impact the overall team, empowerment of processes and 

events and organizational readiness. There is a number of contributing elements in these 

independent variables. It is well documented that these types of independent variables 

have direct relationships with the organizational empowerment. That means that their 

combined effect creates a state of empowerment in the organization. 

In the operationalization of the study, variables in the conceptual framework will be 

used to test their relationship with organizational empowerment under the statements of 

hypothesis as stated below. 

3.3 Research Hypothesis 

Under theoretical/conceptual/substantive definition, hypothesis is a statement of the 

relation between two or more variables. Thus, hypothesis testing is a statistical procedure 

in which sample data is used to make an inference about the likelihood of a hypothesis 

concerning a population. Its basic steps are generating hypothesis about population, 

obtaining random sample from population and then comparing sample data with 

hypothesis; if sample data are essentially the same as the hypothesized population 

parameter, then the hypothesis is assumed to be likely true. However, if the sample data 

are substantially different from the hypothesized population parameter, then the 

hypothesis is assumed to be likely untrue (Logan, 1997). Under this study, three core 

independent variables which were developed from research of Mark, 1991; Lovey, 1998; 

Wallace, 1993; and Vogt & Murrell, 1990 are tested against dependent variable -
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organizational empowerment which developed from research of Argyris, 1998. The 

statement of alternative hypothesis are shown as follows: 

HI a: There is significant relationships between team and empowerment of processes and 

events and between empowerment of processes and events and organizational readiness. 

H2a : There is a positive correlation of a team, empowerment of processes and events and 

organizational readiness to empowerment of organization. 

H3a : There are significant differences in the responses of the four levels of respondents 

in terms of the factors associated of a team, empowerment processes and events, 

organizational readiness and empowerment of organization. 

H4a : There are significant problems and suggestions of the respondents regarding 

organizational empowerment. 
1=' -r-

The hypothesis tests using confidence intervals, and, the confidence interval is 95%, 

then a= (1 - .95) = 0.05. The a is the level of significance, which is the proportion of the 

time that the null hypothesis is rejected when in fact is true. Because the null hypothesis 

is rejected when the value forµ in the null hypothesis is outside the confidence interval, 

rejection occurs when theµ value in the null hypothesis is above or below the notched 

interval. Thus, this form of a hypothesis test is said to be a two-sided hypothesis test. 

And in this survey, the researcher will used this two-sided hypothesis test which level of 

significance= 0.025 (a= 0.0512 = 0.025). 

3.4 Attributes Model of Organizational Empowerment 
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