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Abstract

This research aims to discuss one of the modern concepts in management field in general
especially human resource management part, it is employee empowerment concept. It has been
shown that empowering employees is very important and benefit for organizations. Also the main
issue discussed is the necessary conditions to apply empowerment in effective manner. They are

culture of empowerment, information sharing, training, reward system and organizational trust.

Key words: employee empowerment, A culture of empowerment, information sharing

and trust.
Introduction

In the world of business, the need for change becomes more important and necessary
especially in the beginning of 21% century. This world is characterized by globalization and openness
and fast development in many areas which they lead organizations to adapt themselves with these

realities.

The best managed organizations that success to survive in this world have been concerned
more about human resources management as they concern other resources. The reason is that human
resources in any organization may lead to success or may lead to failure, so it is very important for

this organization to seek for how to manage their staff effectively.

Many issues associated with human resource management such as the right selection of
employees, training and developing programs, using web site recruiting and reward system used to
motivate employees, and so on. One of these issues that are occurred recently in management field is
employee empowerment. Therefore more debate still between authors about its definition and its
implementation in organizations, but all research encompass that empowerment is concerned about
redistributing authority within organizations, and providing their staff with more discretion and to be

free in doing their work, also allowing them to contribute in decision making process. Also, many
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researchers agreed about the benefit of employee empowerment which helps organizations to

improve their performance and provide them more opportunities to develop themselves.
The importance of research

. . . th
Empowerment is a modern managerial concept that occurred in 90, so many researchers
said that many organizations need to learn more about empowerment and understand its benefits.

Also, employee empowerment is important driver of organizational effectiveness and performance.

Empowerment is related to the main issues that concern organizational success, like TQM,
reengineering, team work and learning organization. Also this research can be benefit to the company

where researcher wants to discuss employee empowerment in it.
Objective of research

The research aims to provide a theoretical background about employee empowerment, and

explain it in the light of these theories.

Also, explaining different conditions and ingredients which are necessary to success in

applying empowerment in such organizations.
Research question

Many researchers discuss empowerment concept from various viewpoints such as
empowerment indicators, its measurements, its ingredients and conditions. This research is focused
much on one of viewpoint from those. The problem addressed in this research is assessing employee
empowerment in term of its conditions and ingredients that support empowerment
implementation in such organization. The researcher tries to discuss four conditions which she

thinks they are the most important for empowerment.
Hypotheses:
HI: organizational culture is important ingredient to implement empowerment in organizations.

H?2: information sharing and communication is required ingredient in implementing empowerment

concept in organizations.

H3: training and reward system is important support to implement empowerment in organizations.
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HA4: trust play important role in applying empowerment in organizations.

Methodology

Because the research aims to define the empowerment of employees and tries to know what
are the main concepts contribute in achieving it, researcher uses deductive methodology based on
important theory and studies that concerning this topic. Also the researcher tries to describe many

things that may associate with empowerment.
The discussion will be as following:
- Introduction.
- Theoretical Framework of empowerment.
- Conclusion.

Theoretical Framework

Empowerment as we know in recent literature is result of many theories and studies that
concerned human in business. Many theories and studies criticized Tylorism and bureaucracy which
they deal with workers as machine. Some of these theories is the work of Elton Mayo and Human
Relations school, theory of needs by Maslow and Theory X and Theory Z by McGregor. (Melhem,
2006).

Since our research is about empowerment, we concentrate on the main theories that treat

this concept, they include:
1- Psychological empowerment Theory:

This theory was presented by Thomas and Velthouse (1990). They defined psychological
empowerment as a motivational construct, manifested in four cognitions specific to one’s task or
work role. These dimensions are: (1) Meaning or the value of the work goal or purpose judged in
relation to one’s own deals and standards. (2) Competence, or one’s work efficacy or personal
mastery. (3) Self-determination, or an individual’s sense of choice or autonomy in initiation and
regulation of actions or work behaviors and processes; and (4) Impact, which refers to individual’s

perceived degree of influence over outcome in one’s work environment. (Spreitzer, 1995).
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It is important to say; the work of Thomas and Velthouse (1990) was pioneered and many

researchers use it as theoretical base to their studies, such Spreitzer (1995) as we will see later.
2- Kanter’s Theory of empowerment:

Rosabeth Moss Kanter argues that people react rationally to the situations in which they find
themselves. When situations are structured in such a way that employees feel empowered, the
organization is likely to benefit both in terms of the attitudes of employees and the organization's
effectiveness. The organizational structures that Kanter believes particularly important to the growth
of empowerment are: having access to information, receiving support, having access to resources
necessary to do the job and having the opportunity to learn and grow.

Access to these empowering structures is facilitated by formal job characteristics. That is,
jobs that are visible and central to the organization's goals and that allow the employee flexibility
enhance empowerment.

According to Kanter, the mandate of management is to create conditions for work
effectiveness by ensuring employees have access to the information, support, and resources necessary
to accomplish work and are provided ongoing opportunities for employee development. Having
access to these structures results increase levels of organizational commitment, feelings of autonomy,
and self-efficacy. Consequently, employees are more productive and effective in meeting
organizational goals. (Laschinger and his colleagues, 2001)

Defining employee empowerment

The common dictionary definition of empowerment “to give officially authority to;
delegation legal power to; commission, authorize” (Grove, 1970), it is the most understood by most
people. But this definition is narrow to explain empowerment as integrative process, because it means
a great deal more than delegation. It is for this reason that many authors provide their own

definitions.

Block (1987) describes empowerment as “a state of mind as well as a result of position,
policies and practices. To feel empowered means several things; we feel our survival is in own
hands... we have an underlying purpose... we commit ourselves to achieving that purpose, now”

(John Fox 1998).

Bowen and Lawer (1992) indicate “we define empowerment as sharing with front line

employees four organizational ingredients: (1) Information about the organization’s performance, (2)
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Knowledge that enables employees to understand and contribute to organizational performance. (3)

Rewards based on the organization’s performance and (4) Power to make decisions that influence
organizational direction and performance. The authors go to note that “if any of the four elements is
zero, nothing happens to redistribute that ingredient, and empowerment will be zero” Bowen and

Lawer (1995). (John Fox 1998)

Another author uses this type of combination of concepts to define empowerment, Congo
and Kanungo (1988) found that empowerment is... a process of enhancing feeling of self efficacy
among organizational members through the identification of conditions that foster powerlessness and
through their removal by both formal organizational practices and informal techniques of providing

efficacy information. (Spreitzer 1995).

The most comprehensive definition of empowerment in the literature can be found in Thomas and
Velthouse's 1990 article entitled "Cognitive elements of empowerment: An 'interpretive' model of
intrinsic task motivation". The definition they provide is: To empower means to give power to. Power,
however, has several meanings...authority, so that empowerment can mean authorization. . . .Capacity. . .
.However, power also means enerqy. Thus to empower also can mean to energize. This latter meaning best
captures the present motivational usage of the term. (Spreitzer 1995).

Finally we can say that the word empowerment has become popular because it provides a
label for a nontraditional paradigm of motivation. . . .Change has forced a search for alternative forms
of management that encourage commitment, risk-taking, and innovation. . . .The newer paradigm
involves relaxed (or broad) controls and an emphasis on internalized commitment to the task itself. . .
.We use the word empowerment to refer to the motivational content of this newer paradigm of
management. Also, we can see all definition of empowerment imply providing employees more

power and discretion in their work.

The Benefits of employee empowerment

Implementation of empowerment seems to be the biggest challenge organization face, when
an organization implements it effectively, it can benefit its business. Empowerment has a positive

impact on both the organizations and their employees. These benefits are:

- Job satisfaction and quality work life, when employees feel discretion and have autonomy and
contribution in improving organizational performance, they will be satisfied and do their jobs

effectively.
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- Empowerment achieves employees’ commitment and increases their loyalty to their

organizations.

- Powerful benefit of empowerment is increasing trust in the organization, when employees
trust that the company is not out to suck their blood and is providing a competitive product
or service, they will respond positively. (Laschinger 2001).

- Also empowerment leads employees to become increasingly knowledgeable about how their
work can best be done. This happens because employees have autonomy to make ongoing
improvements and adjustments in work process. (Ahearn and their colleagues, 2006).

- Another benefit is that the individual through empowerment finds satisfaction in initiating and
achieving change in an organization. Such empowerment makes individuals believe

themselves to be force for the changes and behave accordingly to achieve them.
Conditions to apply employee empowerment

As we see in many definitions of empowerment, many literature reviews emphasis on the
existence of organizational components to empowerment process, or conditions required to apply it I
an organization. Our research focuses on: A culture of empowerment, information sharing, human

resource practices, and organizational trust. (John Fox 1998).

The culture of empowerment: an organizational culture is a complex thing, not easily

described. Edgar Schein defines organizational culture as, a pattern of basic assumptions—invented,
discovered, or developed by a given group as it learns to cope with its problems of external
adaptation and internal integration—that has worked well enough to be considered valid and,
therefore, to be taught to new members as the correct way to perceive, think, and feel in relation to
those problems. Organization’s culture for empowerment must be developed; because the culture is
a foundation that empowerment is built on. “Empowerment must be defined in terms of fundamental
beliefs and personal orientations” (Spreitzer, 1997), which is an apt description of organizational
culture.

In study of Grandz (1990), which he notes “ a set of shared values is needed... beliefs about
the way things should be done, the standards of behaviors that are appropriate, the ethics of
organizational actions...such values compel and propel behavior”, these are cultural artifacts, which
will lead to empowerment. Managers who understand how empowerment integrated with
organizational culture are motivated to lead employees, and help them internalize the values and

traditions of empowerment. (John Fox 1998).
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So, it should be clear that organizational culture is important to employee empowerment. If

an organization’ culture does not already support empowerment, it must be change and developed to
achieve successful implementation of empowerment.

Information sharing: The empowerment process necessitates the sharing of information

and knowledge necessary to enable employees to contribute in organizational performance. Some
authors suggest that employees must be in possession of the requisite information upon which they
can base their decisions. Randolph (1996) and others note that the first key in applying empowerment
is to share information with everyone... people without information cannot act responsibly. Bowen
and Lawer (1995) said “information shared is zero, nothing happens to redistribute... and
empowerment will be zero.

Another author notes “Communication and information are the life blood of empowerment”
people who have information about current performance levels will set challenging goals. .. and when
they achieve those goals they will rest the goals at higher level” information sharing should be about
goals and effective communication about the organization’s plans, successes and failures. Also
information about mission is an important antecedent of empowerment because it helps to create a
sense of meaning and purpose and it enhances individual’s ability to make and influence decisions that
are appropriately aligned with the organization’s goals and mission. Also managers must help
employees understand their work is directly aligned with strategic goals. They can use formal and
informal ways to communicate their staff. (John Fox 1998) Information sharing has also been shown
to be significantly correlated with organizational trust and organizational commitment, because
honest and frequent communication generates this perception.

Human resource practices: This includes:

Training: Providing the skills and abilities that individuals need to feel competent is critical
for enhancing empowerment. A company’s commitment to adequately train employees in skills
necessary for effective decision making and other important job behaviors is likely to have a positive
effect on an employees’ perceived support to exercise authority effectively. Better trained employees
are more likely to understand the specific demands of the job and in turn, are more inclined to
perceive that they have the support needed to effectively exercise their power and authority (Robbins
2002). Perceived incompetence, as a result of the transfer of decision-making authority, may occur if
the organization does not provide training adequately to the new job requirements. Training can
prevent this sense of incompetence if it ensures that the employee will perceive him or herself as

having the support required by the job.
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Gandz,(1990) indicates that among the "Characteristics of an empowered organization" are,

"Empowering leadership/training. . . .Job and technical skills/training. . . Interpersonal and
problem-solving skills/training, . . .Front-line customer service skills/training. . . .Empowering
support groups/training”. Training may be perceived as an investment by the company in the
employee, and in turn can contribute to an employee’s commitment to the organization. (John Fox
1998)

Reward systems: The types of reward systems that are necessary to gain meaningful
commitment have been suggested to be an important issue that warrants considerable future attention
(Robbins 2002). Many reward systems are based on beliefs that employees have individual worth, a
capacity for growth, and learning, and the ability to contribute significantly to company success. If, in
fact, employees perceive these systems as implying such, these systems should positively influence
commitment to the organization. Rewards and discipline are also likely to play a role in
influencing psychological empowerment by providing feedback about the range of behaviors that are
accepted on the job. If, in fact, rewards are provided for autonomous behaviors, employees are more
likely to trust management and believe that they have a choice in the behaviors they employ on the
job.

Organizational trust: Trust in management has become an increasingly important
element in determining organizational climate, employee performance, and commitment to the
organization. (Robbins 2002). Trust is defined as the extent to which one is willing to ascribe good
intentions to and have confidence in the words and actions of other people. Trust has a significant
impact on important organizational factors such as group cohesion, perceived fairness of decisions/
organizational citizenship behavior, job satisfaction, and organizational effectiveness. Mistrust results
when information is withheld, when resources are allocated inconsistently, and when employees have
no support from management (John Fox 1998).

According to Kanter, trust evolves from a mutual understanding based on shared values and is
essential for employee loyalty and commitment. Organizational trust is defined by Gilbert and Tang'
as the belief that an employer will be straightforward and follow through on commitments. Trust
refers to employee faith in organizational leaders and the belief that ultimately organizational actions
will prove beneficial for employees. (Lascinger2001). The open communication, sharing of critical
information, sharing of perceptions and feelings, and greater worker involvement in decisions
facilitate trust in organizations. Butler'"* identified 11 conditions of trust: discreteness, availability,
competence, consistency, fairness, integrity, loyalty, openness, overall trust, promise fulfillment, and

receptivity.
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Challenges face employee empowerment

- Management’ fear of letting employees make decisions which can impact the profitability of the
organization.

- People don’t want to share power with those they look down on, that managers fear losing their
own place and special privilege in the system. (Nielson 2003)

Also empowerment may lead to overconfidence and, in turn, misjudgments on a part of subordinates.
(John Fox 1998)

- Empowerment breaks down barriers to communication between individual workers and
organization’s management, they reducing the role of union. This lead to union objection.

- Employees, too, sometimes object to empowerment effects. The reason may be employees don’t

want any responsibility than they already have. This is weak to happen.

Conclusion

As it is appeared in this research either in theoretical framework that the assessment of
employee empowerment can be shown in the term of its conditions which they are culture of
empowerment, information sharing and human resource practices and organizational trust. So it is
important to conclude that the companies must make efforts to enhance the level of empowerment
for their employees through building and improving the level of conditions achievement within it.

Also we can conclude some results such:

- Companies should provide more authority and participation, which are done in urypair]y manner, they
will have strong power to compete.

- The culture of company included some positive indicators that permit management to develop them and
to build culture of empowerment

- In general, if management has good communication with their staff; which share some types of
information, it is more likely to empower them.
Training program is important to develop the abilities of employees to participate in decision making

process. And so on when we talk about reward system.

Finally we say that the topic of empowerment is broad and needs more research and concern.
It was mentioned in theoretical part of this research that there are many approach to explain

employee empowering and in different ways
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Other researchers can wuse Spreitzer (1990) study, which it was “Psychological

Empowerment, which he based on four dimensions, (Meaning, Competence, Self-determination and

Impact) to measure employee empowerment. It can be use to discuss the reality of this concept in our

Arabic organizations.

References

Adam Rapp Michael Ahearn and their colleagues “The impact of knowledge and
empowerment on smart working and working hard: the moderating role of experience.”
International Journal of Marketing, 23 (2006)

Bowen, D. E., & Lawler III, E. E. (1992). The empowerment of service workers: what,
why, how and when. Sloan Management Review, 33(3), 31—40.

Conger, ]J.A. and Kanungo, R.B. (1988), The Empowerment Process: Integrating Theory
and Practice, Academy of Management Review, 13 (3), 471-482.

Gandz, J. (1990). The employee empowerment era. Business Quarterly, 55(2), 74-79. Hair,
J.E, Jr.,

Iren Hau-siu Chow and his colleagues “The impact of development experience,
empowerment, and organizational support on catering service staff performance” Hospitality
Management 25 (2006).

John Fox, (1998) Employee Empowerment: An Apprenticeship Model. Internet. 22June.
Available http://members.tripod.com/j fox/thesis.html

Kanter, R. M. (1979). Power failure in management circuits. Harvard Business Review,
57(4), 65-75.

Laschinger,H. K. S., Finegan, ],Shamian, J,. (2001). The impact of workplace
empowerment, organizational trust on staff nurses work satisfaction and organizational
commitment. Health Care management Review, 263,7-23

Melhem, Yahya (2006) “ empowerment as a modern concept” Arabic Organization for
managerial Development, Cairo, Egypt.

Nielsen Flohr, Jorn (2003). “ The consequences and limits of empowerment in financial
services” Scandinavian Journal of management 19.

Randolph, A. W. (1995). Navigating the journey to empowerment. Organizational
Dynamics, 23(4), 19-32.

Spreitzer (1990) “Psycbo]ogjca] Empowerment in work place; Dimensions, Measurements and
Validation, Academy of management review, 13(3), 471-482.

Spreitzer, G. M. (1995). Psychological empowerment in the workplace: dimensions,
measurement, and validation. Academy of Management Journal, 38(5), 1442—-1465.
Spreitzer, G.M. Kizilos, M. and Nason, S. (1997), A Dimensional Analysis of Empowerment
in Relation to Performance, The Dynamics of Trust Within and between Organisations,

Journal of Marketing Research, 23 (5), 314-328.
Thomas, K. W., & Velthouse, B. A. (1990). Cognitive elements of empowerment: an

“interpretive’” model of intrinsic task motivation. Academy of Management Review, 15(4),
666—681.
T. L Robbins and his colleagues (2002). “An Integrative model of empowerment” Human

Resources Management 12.

' 125

: 2« 2004/2003 ¢ Gmsld) ) ¢ bl B30 Goloed Joas 1 Al 3ylsedt oSGl spes ilaas -

87

——
| S—



03 222 Jazll 5 andaiill Aaa

59: Lo 2001 ¢ dyuSayl dnrr ¢ Slabaially i) 3515al) 8)13) B o)y draball Colgpdl ¢ S e At p s -
U710 o 2001 ¢ A ¢ iy adls astall bl s ¢ dpad) sylsell B ¢ 58 el ¢ RSl ol ¢ g s -

V' R. Mucchidlli, L’étude des postes de travgalles éditions ESF,:[®7
Y b i 5 0 B bos STy Loy L IS8 i all bt (3 aagll eS8 bl Gy WS BSG 5 00 coudl 56

2009 sz 2-1 pU1 cils e anl) S it AWy 2l Slawgl) 3 2l 3l s 1 Jgm bl A (3,5

4141:fﬁ‘_§4u¢zf‘gsw%;.\a;;ﬁ.mcm—‘"
¢ paae 8l daala o8 pualaal) A all Al B LY g A Bl Gund) ciladiial) b o )aY) Lin o 935 550 aat) ) gLl e -V
) .103:u= <2003
5251 :0a U= 2000« Y1 Akl clae cq sl il Laall la ey pdiall 3 ) gald 8 03) ¢y s )AT 5 8ol adai - VW
349 ;0 A uSuY dgnalal) Hlal iy cilBSall o 31 8Y) 3180 ¢ B v ZOla X
29502 ¢1980¢3 ol daals « paedl) Gl ¢ e Jgu )l 2o 4pa -
13510 Bl ga pa (s Al salad  aday WX
Xii.32 1 o < 1998 ¢ il Sl i ¢ gmadt I Al e 1 i Sylgall )18 ¢ Blele ol -

50: o 20086:5ue) (ol 2t ¢ mbadl 5 Ay ad) o RadaY) Dt B i) 3sall (38 ) e Xil
Y REFRCP R el (B aalaally Lo sdl Sleghl 1935 B! LI Slawjdl (B kol JolSadt ol il " ae a1 s -

Xi

8-7 1 o o2 22005 iy 20-19 sk 31426 Jips 18-17 & ) 85U (3 i) £do¥l B Slowsel) 26,21 il Loald) ghiz )

5 &Sl 0582 35 (Jaalll W3IS0 o Sl CBlall f5e ) ptie ot cAoaSlatl) Al ol gl 2,01 35S0 Joal ¢ e e ol o - Y

18: - 200901~ 3 ) st 3L o ¢ g s Jusd

8: o gl i -
321 oo il gl daml M s xvi
2420 o o (lo g (e e ol B0l -
5L ¢ il gt e bl s~
319:0= «22005- 2142648 5l 4 de sane B cApadiay) b paal) cudbudl) 5 cdlalaall B Eigan ae 5l ae X

.29-28: R Ly e ‘%;Lr« de2 el 456 — XX

XXi

B3 Bl gz g p M e -

88

——
| S—



