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ABSTRACT 


THE ANTECEDENTS OF EMPOWERMENTAT THE MANAGERIAL LEVEL 

TEO SlAW WEN 

Empowerment is concerned with giving employees the authority and discretion to make 
decisions and to take action in their task and context related. issues. Nowadays, 
organizations are seeking to improve their productivity through empowerment. However, 
barriers such as lack of trust and incentives, ambiguous flow of communication and 
information sharing, and insufficient knowledge and skills have been identified as a treat 
to successful implementation of empowerment. The goal of this study is to investigate the :, 
relationship between four antecedents (namely trust, incentives, communication and 
information sharing, and knowledge and skills) and empowerment of managerial 
employees in the context of Malaysia. A questionnaire was used collect data from an 
electronics contract manufacturer serving the communications industry. Census sampling 
method was used. The questionnaire was divided into five sections pertaining to 
empowerment, trust, incentives, communication and information sharing, and knowledge 
and skills. Descriptive analysis and Pearson Correlation were used. Although majority of 
the respondents perceive positively towards empowerment, the study found that trust, 
incentives, communication and information sharing, and knowledge and skills did not 
have any significant relationship with empowerment. The findings of the study imply that 
there is empowerment among managerial employees; however other factors may 
influence the managerial employees' empowerment. Cultural differences may act as one 
of the factors that influence empowerment. 
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ABSTRAK 


ANTESEDEN-ANTESEDEN PENGKASAAN KUASA PADA PERINGKAT 

PENGURUSAN 


TEO SlAW WEN 

Pengkasaan kuasa adalah berkaitan dengan pemberian kuasa kepada pekerja untuk 
membuat keputusan dan mengambil tindakan dalam tugasan mereka dan isu-isu yang 
berkaitan. Kini, organisasi-organisasi cuba memperbaiki daya pengeluaran mereka 
melalui pengkasaan kuasa. Walau bagaimanapun, masalah kekurangan dari segi 
kepercayaan, insentif, aliran komunikasi dan perkongsian maklumat, serta pengetahuan 
dan kemah iran dikenaipasti sebagai ancaman kepada pelaksanaan pengkasaan kuasa. 
Jadi, kajian ini bertujuan untuk mengkaji hubungan antara empat anteseden (iaitu 
kepercayaan, insentif, komunikasi dan perkongsian maklumat, dan pengetahuan dan 
kemahiran) dan pengkasaan kuasa di kalangan pekerja pengurusan di Malaysia. Kaedah 
soal selidik digunakan untuk mengumpul data dari sebuah pengkilang kontrak elektronik 
dalam industri komunikasi. Kaedah banci digunakan. Borang soal selidik tersebut 
terbahagi kepada lima bahagian yang berkaitan dengan pengkasaan kuasa, 
kepercayaan, insentif, komunikasi dan perkongsian maklumat, serta pengetahuan dan 
kemahiran. Analisis deskriptif dan Korelasi Pearson telah digunakan. Walaupun 
kebanyakan responden mempunyai persepsi yang positif terhadap pengkasaan kuasa, 
kajian ini menunjukkan bahawa kepercayaan, insentif, komunikasi dan perkongsian 
maklumat, dan pengetahuan dan kemahiran tidak mempunyai sebarang hubungan yang 
signijikan dengan pengkasaan kuasa. Dapatan kajian ini membayangkan bahawq 
pengkasaan kuasa wujud di kalangan pekerja pengurusan, namun terdapat faktor-faktor 
selain yang dikaji yang mempengaruhi pengkasaan kuasa pekerja pengurusan. 
Perbezaan budaya mungkin merupakan salah satu faktor utama yang mempengaruhi 
pengkasaan kuasa. 
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CHAPT ER 1 


INTRODUCTION 


1.0 Introdu ction 

owadays organizations face a 101 of challcnges in managing human capital in an 

environment characterized by down-sizing, right sizing. reengineering, techno logical 

innovation and globa l competition. It is essential for organizations to empower the 

employees to be morc effective and effic ient so thai the organ izat ions can be more 

proti lable. It is widely believed that ' managers begin employee involvement programs 

and seck to empower their employees to avoid co llective action by the employees' 

(Goelz, 200 I). 

The empowerment of employee brings a lot of advantages to organizations. Blanchard, 

Carlos and Randolph (200 1) be lieve that empowerment can assist any leader (who is 

willing to make some key changes) to tap the knowledge, skills , experience, and 

motivation of every person by placing additiona l responsibi lity for results on the team 

members. In organizations that implement empowerment, both employees and employers 

have Ihe opportunit ies to be on the same level of authorilY. Managerial employees are no 



longer treated as the stepping·stone by the top management members to reach the top 

(Goetz, 200 I). However it otTers them the chance to make decisions that affect 

themselves and the organizat ions. Simply stated, employers and employees are in a win· 

win situation where managerial employees fee l like they are needed and wanted, whi le 

the employers gain satisfaction th rough their prosperity. 

Many researchers (e.g., Bergman, 200 1; Blanchard, Car los & Randolph, 2001; Wilson, 

1996) began to show their greatest interest in the concept of employee empowerment in 

the 1990s, especially in [he Western countries. However, most studies only provide 

ins ights into empowerment through psychological empowerment, and antecedents such 

as managerial trust (Gomez & Rosen, 2001), competence, self·efficacy, organization 

structure and organizational culture. 

In Malaysia, empowerment is considered as a new concept. wh ich is still not acceptable 

generall y. Onl y certa in organ izations that implement the policy of tota l qualit y and aim 

for Inte rnat ional Organization for Standardization (ISO) award beg in the empowerment 

journey. In Sarawak, thi s phenomenon is very common, as empowerment concept is not 

widely introduced in all organizations, regard less of the types of industries they are 

involved in . Most literature provides conceptual evidence of empowennent and it s 

advantages in the western countries. Therefore there is a need for more systematic effons 

in investigating the role of empowernlent among managerial employees in Malaysia, 

especiall y in Sarawak. 

2 




In empowered organizations, there is a need to examine the impact and in fluence of four 

antecedents of empowerment and its consequences of empowerment to the organizations. 

Thus the issues to be stud ied in this paper are trust, incenti ves, comm un ication and 

infonnation, and kn owledge and skills. These are four antecedents of empowerment 

among the manager ial employees. Basically, thi s stud y wi ll imply the extent of 

implementation of empowerment in the context of organizati ons in Malays ia. Through 

th is stu dy, organizations will be able to realize the importance of empowennent and the 

eITect in creating competit ive advantage to the organi zations through the an tecedents of 

empowerment. Other organ izations can refer to organ izations that implement the concept 

of employee empowerment and truly un derstand the implementation process in the 

context of Malaysia. 

It is proposed that the relationship be investi gated among four antecedents of 

empowerment and their impact on the implementat ion of empowerment. It is done by 

rep li cati ng a stud y done by Melhem (2003) on the topic of ' The antecedents of CUSlomer­

contact employees' empowerment. ' This study is being modifi ed to fit the context of 

empowerment in Malaysia. 

1.1 Background of the Study 

Empowerment means engagi ng employees in the thinking processes of an organization in 

ways that matter. It means having input that is heard and seri ous ly considered . It requires 

a change in organizational culture , but it does not mean that managers abdicate their 
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responsibility or au thority. The rationale for empowerment is that il is the best way to 

increase creative thinking and initiative on the pan of employees (Goetsch & Davis, 

2003). This, in turn , can act as an excellent way to enhance an organization ' s 

competitiveness. According to Goetsch and Davis (2003), another aspect of the rationale 

for empowerment is that it can be an outstanding motivator. 

The management's role in empowerment is best described as commitment, leadership, 

and facilitation. The kinds of support managers can provide include having a supportive 

attitude, role modeling, training, facilitating, employing management by walking around 

(MBWA), taking quick action on recommendations, and rccognizmg the 

accomplishments of employees. Therefore, managerial employees play an imporlant role 

in the implementation of employee empowerment. 

It is essent ial for managerial employees to be leaders (Goetz, 200 I), rather than mere 

managers or supervisors, as they are the links binding subordinates with top management 

by providing directions and support (Ang, 1999). They should possess characteristics of 

good leaders, such as balanced commitment, positive role model, good communication 

skills, positive influence and persuasiveness (Goetsch & Davis, 2003). This situation 

implies that top management should al so be a part of the leadership. They should 

understand that being good leaders doesn' t mean bossing around; it means breaking down 

the barriers to getting a job done in the best way possible. II is recommended that 

managerial employees should hide the attitude expresses negatively to the front-line 

employees that, "You work for me, and don't forget it. I can make you or break you" 
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(Goetz, 200 I). Theoretically, this is the best suitable management style that should be 

applied. 

Nevertheless, in rea lity, there are obstacl es that hinder the implementation of employee 

empowerment. Thus one of the obstacles comes from the top management. According to 

Fragoso ( 1999), managerial employees might be unwill in g to empower the subordinates. 

They see it as losing their own power or authority and result in less j ob sati sfaction. Some 

do not understand the element s or antecedents in empowerment, caus ing the 

implementation of the concept become more difficult . 

1.2 Statement of Problem 

Over the past decade or so businesses ha .... e been mo .... ing away from the authoritarian way 

o f runn ing th ings due to the new challenges faced in the globa l economic world . Every 

organizati on aims to achieve continual improvement to increase or maximize profit. 

Therefore, there is a need for organizations to innovate and create new products and 

markets or be left behind. In order to accomplish this goal , organizations begin to seek 

the support, in ....o lvement and commitment of their employees, espec iall y the manageri al 

level employees. 

The primary inhibitor of empowerment, which is resistance to change, is an indigenous 

characteristic of human nature (Goetsch & Davis, 2003). It may come from employees, 

unions or management. Employees may fear bei ng empowered, as they ma y be unable to 
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handle the ir ne'" roles. They do not take the initiative to tackle more challenges and to 

avoid stagnation in the job. Furthermore, employees might not understand the concept of 

empowerment fu lly, causing it to become a source of stress. Besides management-related 

inh ibitors include insecurity, personal va lues, ego, management training, personality 

characteri st ics, exc lusion, organizat ional structure, and management practices. 

If an organization is going to implement any kind of empowerment program, it has to be 

supported by managerial level employees. especially the top management. However most 

cmployers do not real ize thi s important fonnula . Instead , most organizat ions concentrate 

on restricting and controll ing their employees' effort rather than enabling and supporting 

it. 

Successfu l organi zations usually are characterized by manageria l tru st among employees. 

Although people rea li ze the importance of tnl st, it is difficult to encourage managerial 

trust as some manageria l employees act and speak inconsistently that result in confusion, 

while others lose trust of others as they seek for personal rather than shared ga in . Lies or 

ha lf-truths can easil y break a bond of trust among employees. Spreitzer and Mishra 

( 1999) (c ited in Melhem, 2003, p.79) demonstrate that ' managerial trust in customer­

contact employees will increase the like lihood that managers wi ll involve first-line 

employees in decision making and give them more empowerment '. This applies to the 

managerial employees when top management trusts them to make the best and 

appropriate decisions regarding the organizat ion by giving them more power and 

authority. When trust does not exist , it is impossible for the employers to di stribute 
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power. exhi bit con fidence in managerial employees, provide necessary resources, and 

accept new ideas (Mel hem, 2003). 

Recognition motivates employees as they are apprec iated and experience a greate.r sense 

of job satisfaction, encouraging them to work effective ly and e fficiently. The same 

consequence results when employees arc given incentives. However, not all the 

employers give any recognition or reward to employees for doing extra work. Some 

managerial employees do not even receive any feedback about the ir job performance and 

are not coached by their superiors. The lap management too does not provide any 

gu idelines on the amoun t of (such as budget) they have access to in order to satisfy the 

customer and in which situations they can bend and break the rules to take care of 

cllstomer sati sfaction . 

According to DeColiis and Summers (1987), clear communicati ons about organizat ional 

intentions can lead to higher commitmenl among employees whereas Conger and 

Kanungo (1988) suggest that information sharing can help to create a sense of meaning 

and purpose (cited in Robbins, Crino & Fredendall , 2002). With informat ion to base their 

decision, employees are able 10 contribute to organizati onal performance. Neverthe less, 

some managerial employees are closed-minded. They are unwilling to listen and accept 

others' point of view or opinions. This eventually will lead to communication cut-off, 

resulting in the problem of misinformation as the information is being withheld from 

certa in people. 

7 




Lawler el af. (1992, p. 16) have stressed Ihe importance of knowledge and skill 

development (c ited in Melhem, 2003). It is believed that individuals withou t proper skills 

and knowledge cannot take part in the business and do their jobs effectively. Sometimes, 

empowerment involves employees making decisions that have direct impact on the 

organizations. Therefore , it is very important for manageri al employees to possess the 

relative knowledge and skill. But only a Jew employers acknowledge the importance for 

the managerial employees to possess all the necessary knowledge and sk ill and provide 

the necessary knowledge and skill s development program. 

Therefore. thi s research aims to examine the impact of four antecedents to empowerment 

including trust, infomuuion and communication, incentives, and knowledge and ski ll s on 

the empowerment of managerial employees. It slUdies the relationship between four 

antecedents identified in the concept of employee empowerment and how they rel ate to 

each other to help thc organization to fu lly utilize the concept of employee 

empowerment. This research also helps us to investi gate the extent to which managerial 

employees understand and accept this concept and examine the variables that influence 

the implementation of employee employment. 

J.3 ObjecliV('s 

The primary objective of this study is to study the antecedents of the empowerment of 

managerial employees. The four antecedents are trust, incentives, communication and 

information sharing, and knowledge and skill s. 
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Specifically, the objectives of this study are to: 

(a) 	 Determine if there is an y rel ationship between trust and empowerment; 

(b) 	 Determine if there is any relationship between incentives and empowerment; 

(c) 	 Determine if there is any relationship between the communication and 

information sharing, and empowerment; 

(d) 	 Determine if there is any relationship between the knowledge and skill, and 

empowerment ; 

1.4 Statement of Hypotheses 

The following hypotheses are fonnulated based on thc objectives of the study. 


To determine the re lationship between the four antecedents (including tnlst, incentives, 


communication and information sharing, and knowledge and skill) and empowerment, 


the nul l hypotheses are: 


Ho I: There is no sign ificant relationship between trust from top management and 


empowerment. 


Ho 2: There is no significant relationship between incentives received by managerial 


employees and empowerment. 


Ho 3: There is no significant relationship between effective communication and 


information sharing and empowerment. 


1104 : There is no significant relationship between knowledge and skills of the manageria l 


employees and empowerment. 
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1.5 Conceptual Framework 

This study seeks to find out if empowerment is influenced by antecedents such as tru st, 

incentives, communication and information shari ng. and knowledge and sk ills. In th is 

case, the dependent vari able is empowerment whi le the independen t variables are the 

antecedents. The relationship between antecedents that influence empowerment is 

illustrated in Figure 1.1. 

Independent Variables 	 Dependent Variables 

Error'. 
Antecedents: 

• 	 Trust 
Empowerment of • 	 Incentives 

managerial• 	 Communication and 
employeesInformation Sharing 

• Knowledge and Skill s 

Figure 1.1 Conceptual Framework Showing the Relationship Between Antecedents 

Whi ch Influence Empowerment 

t .6 Significance of the Study 

The findings of the study will help the organization to identify the influence of the four 

antecedents towards managerial employees' empowennent. It wi ll help the organization 

to identi fy whether there is a need to give the ir employees more authority and 

responsibility to handle problems in the workplace and also to provide better customer 
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service. They would also be ab le to delennine how the managerial employees view trust, 

incentives, communication and in fonnation sharing, and knowledge and skills, and which 

areas need to be improved to make it a more empowered workplace. 

This study will hclp to provide some insight into the impact of the four antecedents of 

employce empowerment (trust, incentives, communication and information sharing, and 

knowledge and skills). Thus it will help to increase the understanding of the individual 

resea rch er of the concept of empowerment. 

This study will also help to provide an insight into the degree of empowerment in 

organizations in Malaysia. Therefore, the findings might also benefit other organizations. 

striving for continuolls improvement. 

1.7 Definition of Terms 

The following terms arc defined as they are used in the contex t of this study. 

).7.1 Empowerment 

Generally. empowerment is about training, communication, recognition and motivation, 

and involves the acceptance of responsibili ty by employees for their own actions, but also 

giving them the right to be wrong (Gilbert , 1998). 
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Basically, empowerment means glvmg employees the responsibility and authority. 

Empowered managerial employees can make decisions regarding all the organizational 

matters. They are no longer being treated as 'servants ' to the top management, instead 

they are considered as partners of the organization. They care about the well being of the 

organization. They will propose more so lutions to problems faced instead of just 

complaining and waiting for top management to fix thelll. 

1.7.2 Trust 

Mishra and Spreitzer (1998) (c ited in Shelton, 2002) define trust in the supervisors and 

managers as a belief by the employee that the supervisors and managers keep promises, 

behave in a cons istent manner, and provide employees with straight answers. Basically 

trust Illeans believe, have confidence wi th an ind ividual and trust the individual to be 

reli able in terms of in tegrity, ability or characteristics. In the organizations, trust is an 

essent ial element in managing people and increases organizat ional performance. When 

trllst exists among all employees, from top management to front-line employees, 

everyone will be cncouraged to do their jobs and thus perfo rm the best of the best. 

1.7.3 Inceotives 

Incentive is defined as ' inducement offered in advance to innuence future performance 

(e.g. , sales comm issions), (Milkovich & Newman, 2002). In the context of the study, 
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incentive can be defined as inducement offered or as part of motivation to improve the 

performance of the employees and to accompli sh the organizational goals. 

1.7.4 Communication and Inrormation Sharing 

Lashley ( 1997) defines communication as a scheme that involves two-way processes that 

can act as a medium for sharing information about operational performance and 

identifying goa ls or problems. In organizations, communication process is referred to the 

process through with information moves and is exchanged throughout an organization, 

from lOp management, managers, and supervisors to front-line employees at the lowest 

level. 

In formation is data endowed with relevance and purpose (Drucker, 1994). Information 

includes facts or data related to the organization. To share the information means the 

data, information, facts. financial reports, organ ization policies and programs are 

infonned to employees through newsletter, brochures, bullet in board, policy statement 

and other methods, forma ll y or informall y. 

1.7.5 Knowledge and Skills 

The Little Oxford English Dictionary (2002) defines knowledge as information and 

awareness acquired through experience or education, whi le skill is defined as the ability 

to do something well. A knowledgeable employee is in the state of knowing all about the 
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organization, ranging from the organizational policies to financial reports to projects 

implemented. A skilled employee is able to perfonn efTectively and take action and deal 

with customers based on the skill s possessed. 

1.7.6 Top Management 

They arc the employees who are respons ible for the overall management of the 

organization and establ ish operating policies. 

1.7.7 Manageria l Employees 

Manageria l employees include supervisors and managers who work in the organizations. 

1.7.7.1 Supervisors 

Mi lkovich and Newman (2002) define supervisors as the individuals who are caught 

between the demands of upper management in tenns of product ion and the needs of 

employees in terms of rewards, reinforcements and general counseling. Supervisors have 

direct con tact with the subordinates and link the managers with the employees at the 

lowest level. They have the responsibility to guide and lead the front·line employees 

under their superv ision. They are also responsib le for the day~to-day activities of the area 
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in whi ch he works and making sure the work ge ts done according to the plans provided 

by the managers . 

1.7.7.2 Managers 

According to Desimone, Werner, and Harri s (2002), managers are ultimate ly responsible 

for making the decision to change their organizations' strategies and structures, and 

ensuring that these new approaches are implemented, modified , and executed in a way 

that achieves the organizations' goa ls. Managers have to plan , organize and lead the 

activities of the superv isors and other front-line cmployees under their departments. 

Besides they coordinate the activities of the departments. They have little authority to 

make small decisions regarding the importance of the organization. However, their power 

and authority are limited, as they still have to refer to thc top management for further 

order and action . 

1.8 Limitat ions of the Study 

One of the limitations of the study is the sample. This study only takes the sample of 

managerial employees and is lim ited to a certain organization only. Besides the samples 

is not big enough to obtain a more signi fica nt result . Therefore, the results obtained are 

not appli cab le to all the other organizations in the business world. 
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Another limitation of thi s study is variables such as teamwork, organizational culture, 

structure of the organization, competency and sclf.efficacy are nm included. Simply 

stated, this study docs not cover every aspect o f employee empowerment , and thus the 

results obtained cannot 100% be applicab le for organizations that implement 

empowerment. 

This study uses a four·po int likcrt sca le for the purpose of analyzing the data. As the 

consequence, the respondents cannot give their own opinions regarding the questions in 

the questionnaire due to the heavy workload of the respondents dail y. Besides, methods 

such as interviews were not used to co llect qualitative data, which could reveal the real 

situation regarding the study. The qualitati ve analysi s wou ld be able to fill in the missing 

information not c.ollected using the questionnaire. 

The journa l referred to (Melhem, 2003) defined the dimensions of empowerment as 

control, responsiveness, and discretion . However, the relationship between these 

dimensions of empowerment was not stated clearly in the questionnai re and there was no 

measurement provided for the dimensions of empowerment. Therefore, these elements 

were removed from the study. 
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C HAPTER 2 


REVIEW OF RELATED LITERATURE 


2.0 Introduction 

To su pport this study. a literature review was conducted to investigate employee 

empowennent. It starts ofT with the different definitions of empowerment, related 

theories of empowerment, reasons for empowering employees, effects of empowerment, 

barriers to empowerment and factors, which influence empowerment. The focus then 

shins to related studies and specific studies on empowerment. 

2.1 Empowerment 

Most definitions agree that empowerment is concerned with giving employees the 

authority and discretion to make deci sions and take action in their task and contex.t 

related issues (Melhem, 2003). According to Blanchard, Carlos and Randolph (2001), 

"empowerment is defined as a cutting-edge "technology" that provides both the strategic 

advantage companies are seeking and the opportunity people are seeking". This means 

that empowerment should be simultaneously customer driven , cost effective. fast and 
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nexible, and continuously improving. Another definition of empowerment is "engaging 

employees in the th inking processes of an organi zation in ways that matter. II means 

having input that is heard and serious ly considered" (Goetsch & Davis. 2003). 

Nickels, McHugh and McHugh (2002) , and Drennan and Pennington (1999) define 

empowerment as giving cmployees the au thority (the right to make a decision without 

consulting the manager) and responsibili ty (the req uirement to accept the consequences 

of one 's act ions) to rcspond qu ickly to customer requests. At the workplace, 

empowerment frequent ly brings the meaning of giving employees more authority to 

determine work methods (S ibson, 1994, p.96). It refers to the ' delegation of authority by 

managers to each work, mostly with respect to work practices and methods' (Sibson, 

1994; Daft, 1998). Employees are granted freedom to take actions on their own to do 

their jobs. 

Goetz (200 1) describes empowermen t as enl arging the scope of jobs and giving 

employees the responsibi lity and "authority to make decisions about their work without 

supervisory approval" besides creating value for the ultimate customers as stated by 

Boone & Kurtz (1988) (cited in Goetz, 2001). In thi s COnlext, the employer is expected lO 

share their power whi le employees should be ab le to do the jobs as needed. However, it 

neither means the hierarchy, di rect ion or personal accoun tabi lit y is elim inated, nor grants 

freedom and discret ion to employees to do their jobs. Berry ( J995) defines empowerment 

as a state of mind. As written in his book: 
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An employee with an empowered state of mind experiences feelings of (1) control 

over how the job shaH be performed ; (2) awareness of the context in which the 

work is performed and where it fits in the "big picture"; (3) accountability for 

personal work output; (4) shared responsibility for unit and organi zational 

pcrformance; and (5) equity in the distribution of rcwards based on individual and 

co ll ective performance. 

Other defin ition of empowerment is distribution of power within the organization to a 

broader range of employees at more levels of the hierarchy (Shehon, 2002; Dubrin, 

1996). Empowered employees can therefore make decisions that typicall y were under the 

authority ofa supervisor. TIle control hierarchy is reduced and decision.making is pushed 

down to lower leve l employees in the organization. Close supervision is no longer 

requi red. Rather, employees are given the resources and authority needed to make the 

empowerment concept rea l. 

Starr, the consultant of Evans Associates defines empowerment as ;an act of building, 

developing, and increasing power through cooperating, sharing, and working together' 

(Rothstein, 1995). To Caudron (1995), an empowered workplace is a workplace where 

employees are brie fed on the goa ls, given informati on, feedback, trai ning and not 

forgetting - positi ve reinforcement. 

There are many diJTerent definitions of empowerment. According to McEwan and 

Sacken (1997), empowerment can be viewed from th ree aspects, as pschological 
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empowerment, organizational empowermenl and technological empowerment. Hence, 

different people will have different interpretation of empowerment. 

2.2 Related Theories of Empowerment 

The following are some of the theories Ihat are related to empowerment and are referred 

to in thi s study. 

2.2.1 Expectancy Theory 

Victor Vroom's expectancy theory states that an individual tends to act in a certain way 

based on the expectation that the act will be fo llowed by a given outcome and on the 

attract ive ness of Ihat outcome to the individual. This theory sees motivation as the 

product of three perceptions: expectancy, instrumentality, and va lence (CPRE, 2000). 

Expectancy or cffort-performance linkage is 'the probability perceived by the individual 

that exerting a given amount of effort ' (Robbins & Coulter, 2002) that will lead to a 

certain level of performance. Simply, expectancy is employees' assessment of their 

ability to perform required job tasks. Instrumentality or performance-reward linkage is 

the degree to which the individual believes that performing at a particular level is 

instrumental in attaining the desired outcome, or in other terms, the employees' beliefs 

that requisite job performance will be awarded by the organization. Valence or 

attractiveness of reward - another word for "value" (CPRE, 2000), is the importance that 
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Top management is also recommended to study the policy of empowerment . It is 

important for the top management to localize thi s policy as the organizati on is operating 

in Sarawak, Malaysia with local human resources. Top management has to consider the 

local culture and th e application of empowerment process in the local culture. Changes 

may be needed for the organization to adopt the empowerment policy to the local culture. 

Consequently, top manage ment has to identify the changes that are needed for the 

empowerment policy to be successful. 

The top management must be commined to empowerment as an ongoing process to 

enhance the competit iveness of the organization, because successful im plementation of 

empowerm ent can become a competitive advantage to the organ ization to outperform its 

rivals. It is important for the top management to act as the role models in the 

empowerment process because as the leader does so, the followers will fol low. 

Although the findings of this study show that there are no significant re lationships 

between the four antecedents (trust, incentives, communication and information shari ng, 

and know ledge and skills) and empowerment, the top management is encouraged to 

nurture the culture of tru st and create a win -win manager-employee situation whereby 

both the management and employees trust each other for thei r abilities and decisions. 

Besides, top management should review the incentives system, the flow of 

communication and information sharing used, and also the level of knowledge and skills 

of employees. This will lead to a better implementation of empowerment because these 

clements have their own influence in the concept as shown in past research. 
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5.3.2 Managerial Employees (Supervisors and Managers) 

The study found out that there are no significant relationships between managerial 

employees' empowerment and the four antecedents (trust, incentives, communication and 

information sharing, and knowledge and skill s). Therefore. it is encouraged that 

managerial employees should communicate openly to top management regarding their 

opinion of the empowerment policy used. They should be truthful about their views and 

voice their problems faced . This will encourage the lOp management to put efforts to 

li sten to their problems and find solutions for the problems. Moreover, manager ial 

employees should give suggestions to improve the process of empowerment because they 

are involved in the process, therefore they have a better understanding of the types of 

problems exist. 

Apart from that, managerial employees should be committed and dedicated to the process 

of empowerment. They should be participative in the process. Simply, they need to 

change their viewpoint and attitudes psychologically. It will give them a sense of 

o\-vnership of the policy and the organization, thus enhance the feeling of courageous to 

be empowered. They should possess confidence to make the appropriate decisions 

regarding organizational operations as the top management has every confidence in their 

abilities. Besides, one who enjoys the process of empowerment will put efforts to make 

empowerment a success. Consequently, it is important for managerial employees to enjoy 

the process of being empowered. 
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Another aspect that managerial employees should be aware of is their readiness to be 

empowered. Are they ready to shoulder more responsibility requiring major decision­

making processes? Are they ready to make decisions? It is essential for managerial 

employees to be ready and prepared for empowerment. In order to do this, they should 

increase their level of knowledge and skills regarding their jobs and take on the authority 

or power given to them stead ily and fearlessly. They have to be self-motivated and grab 

any opportunities or put on efforts to help themselves to adapt to empowerment. For 

example, they COLl ld attend training programs or further their knowledge through higber 

education studies. 

5.3.3 Future Research 

The following recommendations are made for future research. 

A study could be conducted to determine the relationship of four antecedents (trust, 

incentives, communication and information sharing, and knowledge and skills) towards 

empowerment in local organizat ions in different industries, for example the hotel 

industries and banking industries in Malaysia. A larger sample of respondents is 

recommended. 

A comparative study could be conducted among employees of different positions (for 

example, managerial employees, customer-contact employees and top management), in 
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either the same or different industr ies. to determine the ir perception towards 

empowerment and how the four antecedents play their roles in the implementation of 

empowerment. 

A qua litati ve study cou ld be carried out to determine the perception of employees and 

employers towards empowerment. Interv iews and on-site observation could be used to 

collect qualitative data . 

Research could be conducted to explore the percepti on of employees toward 

empowerment based on demographic characteristi cs , such as working experience, 

department worked, and positions hold. 

Research could also be carried out to explore the relat ionship between empowerment and 

other factors such as teamwork, organizati onal culture and structure, competency, self­

efficacy, leadership, job sati sfaction, and clIstomer satisfaction. 

Further research could be done to investigate the influence of the types of incentives and 

the amOllnt of incentives towards empowerment. The leve l of motivation results from 

different types of incentives could be studied. 
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The statcments describe the s ituations, which may or may not occur in your organ ization. Please 
answer all the questions. State your opinion by marking (\/) the numbers (1 ,2.3 or 4) against each 
statement below. The numbers on the right-hand side of each item have the following meanings: 

4 Strongly Agree 
J Agree 
2 - Disagree 
I Strongl,v DisaS!'ee 

Sectioll A: Empowermellt 

I [am all owed to do anything in order to do a high quality job. I 2 J 4 

2 I have the authority to correct problems when they occur. I 2 J 4 

3 I am all owed to be creative when I deal with problems at work. I 2 J 4 

4 [ go through a 101 of red tape and rigid rules to change things. I 2 3 4 

5 r have a lot of control over how r do my job. I 2 3 4 

6 I do not need to get top management approval before I handle 
I problems. 

I 2 3 4 

7 I have a lot ofrespon ~i bilily in my job. I 2 3 4 

8 I am not encouraged to handle job-related problems by mysel!: I 2 3 4 

9 I can make changes on my job whenever 1 \vant. I 2 3 4 

10 
II 

I cannot take charge of problems that require immediate attention. 
I can.not feci free to meet my customers' and subordinates' needs 
under the organization's regulations. 

I 2 3 4 
I 2 3 4 

12 The workload reduces the service I provide to my customers and 
subordinates. 

I 2 
,, 4 

Sectiun B: TfII!;/ 

I [ fee l respected by my su perior. I 2 3 4 

2 I feel encouraged to take risk. I 2 3 4 

3 I am not encouraged to solve customer and employee problems on 
rnyown. 

I 2 J 4 

4 I have good relationships with my superior. I 2 3 4 

5 Job decisions about employees in general, or me in panicular, are 
made by my agency/department in an unbiased manner. 

I 2 J 4 

6 Concerning decisions made about my job, my superior d iscusses the 
implications of the decisions with me. 

I 2 3 4 

7 When decisions are made, my superior deals with me in a truthful 
manner. 

I 2 3 4 

8 Top management makes sure that all employees concerned are heard 
before job decisions are made. 

I 2 3 4 

9 My superior trusts me in carrying out duties, I 2 3 4 

10 All j ob decisions by top management are applied consistently across 
all affected employees. 

I 2 3 4 
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The statements descri be the si tuations, \vhich may or may not occur in your organi zation. Please 
answer all the questions. State your opinion by marking (\1) the numbers (1,2,3 or 4) against each 
statement below. The numbers on the right-hand side o f each item have the followi ng meanings: 

4 Strongly Agree 
3 - Agree 
2 - Disagree 
I Strongly Di sagree 

Section C: Jn cemives 

I My superior recogn izes me fo r my cOnlributions. I 2 ) 4 

2 My superior expects the best from mc. 

Top management does not recognize or reward my effort and 
contribution in serving the customer and olher employees. 

I 2 ) 4 

) I 2 ) 4 

4 Top management members do not reward Ihe supervisors or 
mana Jers for their abi li ty and efficienc y. 

1 2 ) 4 

5 Supervisors or managers are given recognition if they take risks for 
the organization's benefit. 

1 2 ) 4 

6 Appreciation from my superior helps to enhance my enthusiasm 
towards work. 

1 2 ) 4 

7 I am not rewarded for doing exira work. 1 2 ) 4 

8 Incentive is given to supervisors or managers who perfonn 
excellently. 

1 2 ) 4 

9 The incentives gi ven by the top management take into consideration 
the needs of the su~rvisors or managers. 

1 2 ) 4 

Sec/jun D: Commllnication and 'n/ ormalioll SharblC 

1 Supervisors or managers talk openly about ideas of how to serve (he 
customer and deal with the operations of the organization. 

1 2 ) 4 

2 Supervisors or managers actively listen to each other. 1 2 3 4 

) Top managem ent employees listen actively to supervisors and 
managers. 

1 2 3 4 

4 I do not regularly communicate with my superior. 1 2 ) 4 

5 Conmcts and problems are con fronled quickly and solved. 1 2 3 4 

6 I do not get all the necessary informat ion to do my job in serving the 
customer and other employees. 

1 2 3 4 

7 Individuals are kept informed of what is going on in the unit or 
organization. 

1 2 J 4 

8 I know how to gel needed information (e.g. whenever the customer 
or employee needs help). 

1 2 ) 4 

9 My superior encourages me to speak out. 1 2 ) 4 

10 The computer communicat ion systems in the organization improve 
my ability to serve customers and other employees. 

1 2 3 4 
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The statements describe the situat ions, which mayor may not occur in your organization. Please 
answer all the questions. State your opinion by marki ng ("\1) the numbers ( 1,2.3 or 4) against each 
statement below. The numbers on the right-hand side of each item have the foll ow in g meanings: 

4 Strongl ' Agree 
3 - Agree 
2 = Disagree 
I Strongly Disaoree 

Section E : Knowledge and Skill 

I 

2 

3 

4 

5 

6 

7 

8 

9 

I recei ved needed resources on time. 

I have all the necessary skills to besl customers and other employees. 

Top management support (in terms of knowledge and ski ll s) is not 
always available when needed. 
I have full support fo r taking init iati ve in serving customers and other 
cmployees. 
My superior docs not encourage initi at ive in serving customers and 
other em ployees. 
I am given opportunity to solve problems with all the knowledge I 
have . 
Top managemcnt does not recogni ze the knowledge and skills 

I possessed by supervisors and managers to solve problem s. 
J am trained to be ski ll ful in dealing with a wide range of ells to mer 

I problems. 
The knowledge and skill s I have help me to solve organizational 

I problems well. 

I 

I 

I 

I 

I 

I 

I 

I 

I 

2 

2 

2 

2 

2 

2 

2 

2 

2 

) 

3 

) 

3 

3 

3 

3 

3 

3 

4 

4 

4 

4 

4 

4 

4 

4 

4 
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YOUR COOPERATION IS TRULY BEING APPRECIATED 
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