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ABSTRACT

This study synthesises Spreitzer’s work on psychological empowerment, the job
characteristics model (Hackman and Oldham, 1980) and Porter’s attitudinal
organisational commitment, and is linked to the philosophy that work empowerment
is a organic procedure, energising people at work. Empowerment is conceptualised
as a self-developing capacity generalised from interactive motivation reinforcing
elements within and between the following sets of variables — motivating job
characteristics, constructive contextual conditions, commitment, and internal work

motivation. Data from 468 employees at 16 Taiwanese hotels were examined.

The concept of empowerment was factor analysed into a multidimensional construct
— the perceived control, efficacy, and meaningfulness. Results of the hypotheses
proposed indicate that: (1) empowerment is an on-going process, interwoven with
interdependent variables, individuals and situations; (2) knowledge enlargement is
more empowering than task enlargement and job rotation; and (3) there are additive
effects of variety, autonomy and feedback upon empowerment, commitment, and
internal motivation of employees. The concept of task interdependence within the
groups and organisations is also a central issue in different aspects of this study. It is
argued that empowerment in service organisations should recognise the importance

of cross-functional collaboration in attempts to improve group effectiveness and

maintain the quality cycle.

In addition, this study investigates the interactions between the multidimensional
constructs of perceived empowerment and commitment and illuminates that
commitment is a synergistic outcome at the individual and organisational levels,
deriving from motivating job design, constructive structural conditions, and the
service workers’ three aspects of empowerment. Such outcomes lead to newly
enhanced outcomes at the very core of all organisational functions. This outcome is
the interaction of individuals and work experience in an ongoing process in which

people’s work attitudes, values and beliefs are shaped.
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CHAPTER 1
INTRODUCTION

1.1 Background to the thesis

In a competitive environment, efforts to foster empowerment among service workers
have become commonplace in the hospitality industry. Much hospitality literature
has concluded that empowering employees will ultimately lead to increased
employee job satisfaction, work motivation, better service, lower turnover intention
and corporate profitability. Similarly, antecedents such as supportive organisational
climate, job enrichment and commitment are seen to affect employees’ perceptions
of being empowered (Bowen and Lawler, 1995; Lashley, 1996; Corsun and Enz,
1999). However, relatively little research has assessed the factors and impact of
empowerment in an interdisciplinary approach. Hence, research on both the

interactions between those antecedents and outcomes is clearly warranted.

Questions that guide this research are:

* How do we distinguish what we call “empowerment” and traditional enrichment
and involvement research?

* How should one assess hospitality workers’ perception of being empowered?

*  Which strategies could management turn to so as to foster greater workers’
feelings of empowerment that would directly enhance the intended beneficial
outcomes?

* How should one go about establishing theoretical empowerment research studies
that hinge on the interdisciplinary paradigms of well-established commitment and
work motivation theories?

« Do job characteristics and contextual conditions really affect the hospitality
employee’s feelings of empowerment in a positive manner, and how can
empowerment be related to organisational commitment, internal work
motivation, and other work attitudes and behaviours?

» Isthere a shared vision in the hospitality workplace, and how can it be elicited?



In service industries, the simultaneous production and consumption of the product
takes place at the premises of the supplier. What satisfies the customer is not only the
physical product, but also the delivery of quality service. It is the employees who
have a tremendous impact on the customers’ perceptions of the quality of both the
product and the service. Therefore, in essence, the employee is the key ingredient to
improve organisational competitiveness. In addition to the constant encounters with
guests, one attribute that characterises hospitably (especially hotel) work is its
intensive task interdependence, and this remains one of the main themes throughout
this study. It is also the rationale upon which this thesis proposes a modified
multidimensional empowerment construct in relation to other facets of the
framework — motivating job characteristics, contextual conditions, organisational

commitment, and work motivation.

Empowerment research has proposed several intuitive propositions, claiming along
the way that job enrichment, involvement, shared values and task enlargement should
be the key instrument set needed to empower employees. The literature would have it
that hospitality front-line workers really appreciate enriched tasks, and enjoy taking
responsibility for work autonomy (Lashley, 1995; Cacioppe, 1998). At the same
time, there is an assumption amongst some critics of empowerment that in virtue of
acquiring empowerment, hospitality employees would become more marketable and
are increasingly likely to leave the organisation for better job prospects (i.e., easily
poached employees, high turnover culture, etc.). However, there is little theoretical
evidence that empowered hospitality employees are any more likely to seek better
job alternatives than to remain within their organisations. In fact, many researchers
have discussed the elements that link job involvement and organisational
commitment but have failed to provide clear-cut operational definitions specific to
empowerment, job enrichment, involvement, and commitment. The potential
outcomes of empowerment thus become rather intuitive or even self-contradictory.
This research places an emphasis on the fundamental conceptualisation of the
perceptions of empowerment and their antecedents and consequences. Psychological
empowerment is the pivot that links to other components. Results from an empirical

study of 16 deluxe hotels in Taiwan are presented. The relative strength of each



variable pertinent to empowerment is rigorously examined. Thus, the results are not
only essential to the understanding of empowerment in hospitality research, but also
the first empirical investigation of this topic with regard to Taiwanese hotel

employees.

1.2 Conceptualisation underlying this study

There are four main themes constituting this empowerment study — psychological
empowerment, motivating job characteristics, constructive work environment, and
organisational commitment. Each of them consists of several interactive elements,
and has cyclical feedback loops that would contribute to synergistic outcomes at
individual and organisational levels, and will proceed to newly enhanced outcomes at
the very core of all organisational functioning. It is the interactions of individuals in
an ongoing organisational process in which people’s work attitudes and values are
shaped and intrinsic work motivation are elicited. This study scrutinises their
intricate interweavings in hotel organisations, and integrates them into a holistic view

of hospitality employee empowerment procedures.

At the early stage of empowerment research, the term was loosely defined and used.
Despite increasing attention on the topic of empowerment, our understanding of this
construct and its underlying meanings remained confined in the already established
work motivation paradigms (i.e., enrichment, involvement, leadership, commitment,
etc.). It is only recently that cognitive research (Conger and Kanungo, 1988; Thomas
and Velthouse, 1990; Spreitzer, 1995) integrated motivation theories and practices
and provided an alternative view of this terminology. Conger and Konungo’s work
draws heavily upon Bandura’s (1986) self-efficacy research, and they resort to the
five-stage of efficacy-enhancing model. Thomas and Velthouse (1990) expand
Conger and Konungo’s work and include the job characteristic model’s three critical
psychological states (meaningfulness, knowledge, and responsibility for the
performance) and Deci’s (Deci and Ryan, 1985, Deci et al, 1989) self-determination
theory into their conceptual work on empowerment dimension— the cognitions of

impact, competence, meaningfulness, and choice. Also they conceptualise these four



dimensions as a result of the employee’s task assessment (a set of cognitions shaped
by a work environment) which would thereafter lead to workers’ intrinsic work
motivation. Thomas and Velthouse’s task assessment can be thought of as the
internal mechanisms involved in the processing of information, decision-making and
control, and the properties of a jobholder’s mind. Building upon Thomas and
Velthouse’s work, Spreitzer (1992, 1995) validates a multidimensional
empowerment measure and give the four dimensions a clear-cut operational
definition. In a study of private club service workers, Fulford and Enz (1995)
combine Spreitzer’s self-determination and impact into a dimension — perceived
influence. The rationale of this revision allows for an exploration of the nature of
work in small private club: less bureaucratic organisational level and constant

encounter with consumers.

Considering the intensive “sequential” and “pooled” task interdependence in hotel
work, this thesis believes the hotel employee’s perceived empowerment should better
be referred to as feelings of control, efficacy, and meaningfulness. In a large quality
hotel, one’s task activities must closely fit into the upstream and downstream of
service delivery. Delivering service is to provide a consuming experience in the
premises, and there is rarely a service that can be done individually. Thus, an
individual’s efficacy involves some elements of Spreitzer’s impact in that a hotel
worker’s perceived competence must be influenced by the collective outcomes and
collective efficacy, and his or her perceived discretion and initiative should
immediately affect other members’ work procedures and outcomes at team or
organisation level. This proposition was supported by factor analysis and further
used in the subsequent quantitative analyses in relation to other themes of this study.

The second theme is the core job characteristics in the job characteristics model
(Hackman and Oldham, 1975, 1980) — skill variety, task identity, task significant,
autonomy, internally and externally generated feedback, and dealing with others.
This set of motivating job scope is believed to be enriching and would contribute to
improved cognitive empowerment and internal work motivation (Hackman and

Oldham, 1980; Thomas and Velthouse, 1990; Gangé, Senécal, and Koestner 1997).



Although Hackman and Oldham propose the interdependence of job characteristics,
the interactive effects of the core job characteristics on the outcomes were not
seriously investigated in the series of JCM development. Based on job characteristics
research, Dodd and Ganster (1996) took a further step. In their intensive review of
job dimension research, three job characteristics — variety, autonomy and feedback -
emerge as the most robust predictors of the intended outcomes. They hypothesise and
quantitatively justify the two-way interactions between skill variety and autonomy,
and autonomy and feedback in their experimental study of university students. The
results indicated that any of the three job characteristics in isolation is less likely or
unable to increase the degree of job satisfaction and job performance. Inspired by
Dodd and Ganster’s experimental study, the current study attempts to test their
findings by taking their experiment out of the laboratory and into the field. The two
sets of two-way additive effects were tested on perceived empowerment, internal

motivation, and organisational commitment in hotel work environment.

Job characteristics research was taken forward as a result of Campion and
McClelland’s (1993) task enlargement and knowledge enlargement 2-year follow-up
study of the clerical tasks in a financial services company. In their study, a
distinction is made between task enlargement (adding requirements to the job for
doing other tasks on the same product) and knowledge enlargement (adding
requirements to the job for understanding procedures or rules relating to different
products), with the former shown to reduce satisfaction and the latter to increase it.
Their idea was combined with the concept of hotel job rotation, and a research design
was devised and tested in the current study. In addition, some fundamental theories
and studies concerning job design, job enrichment, and job enlargement are linked to
the hospitality literature. Many studies on motivation/empowerment and the
literature on the phenomena of hospitality work, events, environment, and

demographic factors are critically reviewed and put into the interpretations of this

study’s findings.

The third theme is the interplay between cognitive empowerment and commitment.

Given the amount of research that has been devoted to organisational commitment,



no direct investigation on the causal relationships between these two constructs has
been employed. In order to conceptualise this link, this thesis views it as an acting
and reacting process, in which the service workers are empowered by intrinsic and
extrinsic rewards, and personal values and organisational interests could then
possibly be shared. It is proposed that service workers’ organisational commitment is
initiated by a rationalisation process through which individuals make sense of their
current situation that shapes their perceived meaningfulness, impact, choice and
efficacy in their ongoing task assessment process. Further, people are more
empowered because of the internalised values, personal and team member’s
collective efforts (extra role behaviour), and intention to remain with the
organisation. In this sense, perceived empowerment is both the antecedent and
correlate of organisation commitment through an ongoing reciprocal chain. In
support of this proposition, literature on work values, two types (intrinsic and
extrinsic) of rewards, collective efficacy, and the concepts of task interdependence

and group cohesiveness are analysed.

The fourth theme is the constructive work environment (supervision, peer
relationships, pay and job security). In their job characteristics model (JCM),
Hackman and Oldham propose that individuals who are satisfied with co-workers,
supervisors, pay and job security will respond more positively to enriched and
challenging jobs and higher level of internal work motivation would thereafter be
expected. Virtually, all compensation studies note that pay is intended to attract and
retain employees as well as motivate greater individual performance (Boal and
cummings, 1981; Lawler, 1987, 1992). Satisfaction with pay was found to be an
important ingredient to motivate hotel workers in two motivation studies conducted
in Hong Kong and North America respectively (Simon and Enz, 1995; Siu er al,
1997). Job security can be seen as a sort of organisation dependability (Fuchana,
1974; Steers, 1977; Grenny, 1993). Dependable organisation could encourage
employees to take initiative and give them a good reason to exert effort (Quinn and
Spreitzer, 1997). Besides, two contextual conditions in the JCM are focused on the
quality of supervisors’ sﬁpport, guidance, and fairness and the features of co-
workers’ affiliation and helping behaviour on the jobs. Taking the classical JCM as a



starting point and building on a course of research set out by psychological
empowerment, this study extends Hackman and Oldham’s work by specifying and
scrutinising this constructive work environment into the work empowerment research
in the highly task-interdependent hospitality setting. Four contextual conditions —
supervision, co-workers, pay and job security were borrowed from the JCM in this
cognitive empowerment study. In order to bridge the gap between the JCM and
cognitive empowerment research, work climate and organisational culture were
specifically conceptualised in the service work domain. Notions such as citizenship
behaviour (peer helping behaviour) and leader-member exchange (power is an
expandable pie) are utilised in strengthening this study’s conceptual framework of

constructive work environment.

Fundamentally, this is an interdisciplinary study, which draws on a wide variety of
theories and research models. However, through the extensive critical review and
analyses of the origin of those theories, a holistic and organic empowerment research
framework was developed. This framework stresses the internal procedure evolved
from motivating job content and work environment and leading to commitment and
internal work motivation. It refers to the self-developing capacity (perceived control
and efficacy) and meaning (perceived meaningfulness) generated from service
workers’ interpretations of their work rather than the equivalence of any antecedents
that are delegated to or designed for the employee. To quantitatively examine these
propositions, instruments developed in the JCM and Spreitzer’s psychological
empowerment, as well as Porter’s organisational commitment models were adopted
in the methodological and data analytical chapters. Several demographic factors were

also analysed.

1.3 Hypotheses
Following the line of the reasoning discussed above, eight hypotheses (from hl to

h8) pivoting on perceived empowerment and additional five hypotheses (from h9 to

h13), focused on the antecedents of organisational commitment were proposed:



Hypothesis 1: In a deluxe hotel, the motivating job characteristics (variety, identity,
significance, autonomy, feedback from the jobs and agents, and dealing with others)

could differently predict the employee’s feelings of empowerment.

Hypothesis 2: Hotel employees’ perceptions of empowerment will account for a
significant proportion of the variance in their reported levels of perceived internal

work motivation and general job satisfaction, and growth needs satisfaction.

Hypothesis 3: Four contextual characteristics (job security, pay satisfaction,
constructive supervision and supportive peers) in a hotel moderate the proposed
causal relationships between motivating job characteristics and the employee’s

experienced empowerment as well as their internal work motivation.

Hypothesis 4: Hotel employees’ perceived empowerment can significantly predict
the level of attitudinal commitment in a positive manner. Further, these two

constructs are reciprocal, so they are significantly correlated.

Hypothesis 5: In a hotel setting, adding varied tasks to those who have opportunities
to rotate or get trained in different work units leads to better motivation outcomes
than those who do not have. The outcomes are tested in terms of overall

organisational commitment, overall perceived empowerment, and internal work

motivation.

Hypothesis 6: For the hotel employee, there is two-way interaction between support
for autonomy and feedback; thus, the presence of autonomy support can influence
(and partly explain) the relationships of feedback to internal motivation, perceived
empowerment, and organisational commitment. Likewise, the presence of feedback
can influence (and partly explain) the relationships of autonomy to internal

motivation, perceived empowerment, and organisational commitment.

Hypothesis 7: For the hotel employee, the degree of job variety will influence (and

partly explain) the links of autonomy to internal motivation, empowerment, and



commitment. Likewise, the relationships between skill variety and the three outcome

variables are influenced by the presence of autonomy support.

Hypothesis 8: When empowering practices are implemented, some personal factors
are related to perceived empowerment in the hotel setting; in other words, some
demographic characteristics have significant effects on empowerment, beyond that

accounted for by motivating job and structural characteristics.

In addition to the direct assessment of the relationships between multidimensional
perceived empowerment and organisational commitment constructs, five hypotheses
specific to how job characteristics, contextual conditions, and personal factors would

be associated with commitment were also structured in a separate chapter.

Hypothesis 9: Job characteristics in JCM are one set of work attributes that might
significantly affect the hotel employee’s identification toward the organisation, In
other words, the hotel employees’ job characteristics will account for a significant

proportion of the variance in their reported levels of organisational commitment.

Hypothesis 10: Hotel employees’ four elements of working experience, job security,
pay satisfaction, peer relationship, and leadership, are significantly but differentially

associated with organisational commitment.

Hypothesis 11: Job enrichment is related to hotel employees’ organisational

commitment, but moderated by growth needs strength.

Hypothesis 12: Hotel employees’ organisational commitment is inversely related to
intention to leave (ITL) the company. In addition, high growth-needs-strength (GNS)
employees tend to search for better alternative employment opportunities; thus the
employee’s GNS is related to ITL.

Hypothesis 13: Motivating job and contextual characteristics have positive effects

on organisational commitment; in addition, some demographic characteristics have



additive effects on commitment, beyond that accounted for by job and contextual

characteristics.

In addition to analysing the hypotheses proposed, Chapter 9 presents a table (Table
9.1) that profile the variables studied on the basis of the full sample and the five
departments — restaurant, kitchen, front office, housekeeping, and administration.
Focused on work empowerment procedure, this table includes the core job
characteristics, contextual conditions, affective motivation outcomes in Hackman
and Oldham’s (1980) Job Diagnosis Survey (JDS), Spreitzer’s psychological
empowerment scale, and Porter’s commitment scales. It profiles the current
conditions of each score in the Taiwanese hotel industry. Since the hotels studied are
all international tourist hotel standard (which is officially evaluated as high quality
hotels), this table is not only useful for description but could also serve as primary
data source for comparison and diagnosis. The means of the sub-groups on each
variable reflect areas of work empowerment “strength” and “weakness” in the five
departments. However, it could be argued that: (1) some hotel jobs might tend to be
more empowering; (2) some other jobs may have been deliberately rationalised to
meet hotel staffing needs, and thus are less empowered; and (3) workers in certain
departments (e.g., chambermaids) may not want their jobs as enriched as those in
other departments (e.g., front office staff). Yet, it is extremely rare to find a work
situation in which nothing can be changed or improved (Lee-Ross, 1998).

1.4 Methodology

Sampling

The survey was conducted from November 1998 through to mid-February 1999.
Data was collected from a sample of full-time workers including operational
employees, supervisors, and middle-level managers. 16 international tourist hotels
(as rated by the Taiwanese Tourism Bureau) participated in this survey. Stratified
random sampling in five departments were conducted. A total of 468 valid responses
from fulltime employees was returned. Of this sample, restaurant employees

accounted for 182, or 38.9%; kitchen staff amounted to 34, or 7.3%; front office staff



numbered 66, or 14.1%; housekeeping members numbered 103, or 22%;
administration staff accounted for 83, or 17.7%. It is reasonably in proportion to the

international tourist hotel population in Taiwanese hotel industry.

Procedure

After discussions with the supervisory team at the Scottish Hotel School, the
questionnaire was brought to Taiwan for a pilot study. During the translation of the
questionnaire into Chinese, a number of teaching staff with PhD or MSc in business
and hospitality management at Jin-Wen Institute of Technology were asked to
diagnose the translated items that might seem unusual to local hotel workers. To
ascertain that the questionnaire was formed effectively, without bias and avoiding
leading questions, in-depth interviews were also conducted with two middle
managers to seek constructive suggestions. A pilot test was then conducted. The
results of the pilot test provided useable information for the questionnaire design,

wording and measurement scales.

25 hospitality students and several fulltime hotel employees voluntarily acted as
contact persons. They were trained before the administration of questionnaires. After
management approval, personal visits were made to each hotel. Face-to-face
interviews were conducted with personnel managers and line mangers to explain the
purpose of the study, inform them of the importance and objectives of each section in
the questionnaire and the subsequent procedure of the survey. Contact persons were
empowered to explain the response method to respondents, answered questions, and
administer and collect the survey at the studied hotels.

Eight in-depth unstructured interviews were conducted in order to enhance the
interpretation of the findings from this study’s quantitative analyses. The interviews
were focused on questions in relation to the proposed hypotheses. Interviewees
included one deputy general manager, two front-desk managers, one house keeping
manager, one F&B manager, one chef, and two HR managers. They provided

precious management concerns and what things were really going on in their



departments and hotels. Their managerial considerations are addressed in the data

analysis and discussion chapters (e.g., job rotation, monetary rewards, etc.).

1.5 Contributions

Contributions to academia

This study contributes to the literature in a number of ways. First, it integrates the
three models ~ JCM, psychological empowerment and commitment, and makes a

new interpretation of their interplay in service workers’ empowerment procedure.

Second, this thesis scrutinises the interactions between each dimension of
empowerment and commitment. The notions and suggestions about the results in

chapter 10 are made as a result of abundant interdisciplinary considerations,
including work values research, collective motivation research (Lawler, 1982),
organisational culture research (O’Reilly, 1989), leader-member exchange research
(Keller and Dansereau, 1995), etc. Its purpose is to articulate some points that

researchers and practitioners have so far ignored.

Third, this study goes beyond Campion and McClelland’s knowledge and task
enlargement research of clerical tasks by drawing on the concept of job rotation in a
hospitality study, and links these three concepts (knowledge/task enlargement and
job rotation) to empowerment, internal work motivation, and commitment. This is an

important attempt, given that flexibility is a likely trend in future hospitality
management.

Fourth, this study exemplifies Quinn and Spreitzer’s (1997) “organic empowerment”
by designing four contextual considerations as a set of moderating variables in the

relationships of motivating job design to the constructs of empowerment and work

motivation in hospitality research.

There are many other features of this study. For example, in the literature review,

conceptualisation of research design and this chapter, the author applies various
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disciplines in illuminating concepts, creating research design, and interpreting the
findings. More importantly, this is an empirical work employed in Taiwanese hotel

industry, which adds to its originality and makes it more valuable.

Contributions to practitioners

Perhaps one of the most important lessons to learn from the data investigated here is
that if hospitality managers truly want to improve service employees’ work attitudes
and commitment, they must take an active role in understanding how the dynamic
nature of empowerment is enhanced. It is a two-way influence that integrates views,
ideas, and interests of top management and line employees without coercive
authority and deceitful gestures. It is a respect of the law of reciprocity that can be
reinforced by various value-added motivating job characteristics and
social/contextual supports. Any attempt by managers to improve hospitality
employees’ empowerment should be prefaced by examining the nature of the tasks
which employees are asked to perform. In a broader sense, managers should give
increased attention to creating supportive environments. They must be sensitive

enough to know what is empowering and what is disempowering.

Followed by the interpretations of the results of data analyses, this study provides
fourteen implications in the discussion chapter. In addition to the richness of the

academic considerations, they provide a valuable opportunity for top managers to
rethink the issues below:

Implication 1: More efforts need to be made to stretch workers’ skills and develop
their talents in the Taiwanese hotel industry if job enlargement is to lead to intended

empowerment.

Implication 2: It is suggested that actions to change feedback orientation towards a
more informative, specific, reliable, positive, evaluative, and appreciative manner

might be appropriate in the Taiwanese hotel industry. The deliberate and
nondeliberated feedback source will contain:



* more reliable and consistent messages that employees can trust and accept
(relating feedback to efficacy);
* more expressions of high appreciation, encouragement, and support (relating

feedback to efficacy); and
* more specific information which would become an important reference to the
employees for initiating and regulating actions, and influencing process or

operating outcomes at work (relating feedback to perceived control).

Implication 3: Since autonomy, variety and feedback are proved to influence one
another, the considerations suggested in implications 1 and 2 will directly affect
autonomous job design. The emergence and effectiveness of autonomy support will

be facilitated to the extent to which:
* there is an opportunity for substantial two-way communication to enhance the

mechanisms of feedback-autonomy interactions;
= the organisational culture values participation, open discussion, and a creative

problem solving process;
 there is an opportunity for knowledge and skills development to enhance the

mechanisms of variety-autonomy interactions; and
* human resource management emphasises flexibility and decentralisation.

Implication 4: In hotel work, perceived efficacy may not have the expected effects
on growth need satisfaction, unless the jobs are challenging and can stretch
employees’ skills and talents.

Implication 5: Perceived control should not simply be “delegated” or “conferred”. It
needs informative guidance and appropriate rewards in order to facilitate hotel

employees’ internal work motivation.

Implication 6: In order for a compensation system to be an effective motivator, hotel

compensation systems must consider:
* the behaviour and results desired (why);
» the rewards that motivate employees (what); and
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* the conditions necessary to facilitate this relationship (how and when).

Implication 7: Teams have become a popular way for hotels to organise business

because they enable management to be responsive to the ever-changing business

arena. One way to support and reinforce this team concept is through the

compensation system at the team level. Specifically, the ideal team compensation

system must:

* assure perceived equity and justice;

* support cohesive and coactive teams;

* compliment and reward organisational citizenship behaviour which reinforces
synergistic energy; and

» foster teamwork and organisational goals.

Implication 8: Although job-hopping is common in the hospitality industry, it by no
means implies that hotel employees do not care about organisational dependability.
Without corporate loyalty to employees, we cannot expect increased commitment

from them.

Implication 9: Service organisations must not overlook the important role of
constructive peer relationships. To improve the chances of success in structuring
empowerment efforts and attaining high organisational commitment, supportive and
helping relationships should be developed. As these values come to be shared and
lived, the quality of work and service provided is likely to increase in work groups.

Implication 10: A supportive manager should be a proactive coach who builds
employees’ capacity prior to sharing authority; empowering procedure is an
“enabling” procedure. To ask the question — “how far could an empowered employee
go to make decisions?” Before answering this question, management may well ask
themselves — “what training have they undertaken?”

Implication 11: The more the hotel workers perceive that their jobs are meaningful,

the more the hotel employees will demonstrate their organisational commitment.
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However, organisational values and goals installed by top management should be
congruent with the existing values and identities held by line employees, and the
messages from top management should contain more reference to values and moral
justification in order to promote the intended work climate. One pragmatic way to

identify employees’ concerns and beliefs is to create a participative climate.

Implication 12: Actions to relate shared values to employees’ efficacy should be
taken for the Taiwanese hotel industry in order to go beyond the limitations of

Lawler’s (1982) calculative collective motivation model and obtain higher group

morale as well as group potency.

Implication 13: Manager should not think of job rotation as a primary move;
instead, they should treat rotation as the “grease” that allows the wheels of job

enlargement design to turn smoothly.

Implication 14: Job enrichment is a critical mechanism in developing organisational
commitment for all hotel employees, whether the individual’s growth needs strength
is high or low. In order to be effective, the presence of certain external situational
characteristics, such as pay and supervision support may be contingent with the
adoption of enrichment interventions especially for low-growth-needs hotel workers.

1.6 Organisation of the thesis

Since much of the foregoing discussion has generally illustrated the structure of the
thesis, this section will only sketch out the objectives of each chapter. The first
chapter provides the general background of the study, outlines of the various
hypotheses, methodology, and implications of the findings.

The second chapter consists of the conceptual analysis of cognitive (psychological)
empowerment and its dimensionality. Relevant empowerment studies on the service
sector and specifically the hospitality industry are analysed from the cognitive



empowerment standpoint. This chapter provides the basis upon which the following

chapters are built.

The third chapter analyses the motivating job characteristics model (JCM), the
additive effects between three core job characteristics, and the innovative
knowledge/task enlargement research. In closing this chapter, a theoretical
comparison between job enrichment (JCM) and psychological empowerment are
discussed. Each section draws on the fundamental hospitality studies relevant to the

above-mentioned research.

The fourth chapter seeks to create a new research avenue linking traditional
organisational commitment research to the newly developed psychological
empowerment model. In support of the study’s proposition, several studies are
analysed, including intrinsic/extrinsic work values and rewards (e.g., motivating job
characteristics, job security, monetary rewards, etc.). This includes some research

critical to the objectives of the current study.

The fifth chapter focuses two contextual issues discussed in JCM — supervision and
co-workers and its relation to psychological empowerment. In order to illuminate
these two constructs in a hospitality empowerment study, research on organisational

culture, citizenship behaviour and leader-member exchange are analysed.

The sixth chapter explains the research design, hypotheses proposed in this thesis,
sampling techniques, questionnaire development, administration of fieldwork, and
two factor analyses used in the subsequent data analytical chapters (dimensionality of

perceived empowerment and organisational commitment).

Chapters 7 to 9 present the data analysis procedure and results. Chapter 7 pivots on
perceived empowerment. The antecedents, demographic factors and consequences of
empowerment are examined. Chapter 8 focuses on the construct of organisational
commitment. The predictive power of job characteristics, contextual factors, and

demographic factors are analysed. Chapter 9 is a supplementary data analysis



chapter. It profiles the variables studied on the basis of the full sample and the five

departments — restaurant, kitchen, front office, housekeeping, and administration.

Chapter 10 generalises the findings derived from the data analytical chapters. The
implications (suggestions) for academic and practitioner consideration are proposed.
The wider implications of this research are discussed in Chapter 11. It seeks to draw
some conclusions and assess the prospects for empowerment in organisations. This

chapter also considers methodological limitations and directions for future research.

In sum, this thesis is primarily concerned with hospitality workers’ empowerment
procedure. It exemplifies an organic, self-developing, reasoning, and enabling work
empowerment cycle. It addresses some topics (e.g., interactions between the
dimensions of commitment and empowerment; interplay between perceived
empowerment and knowledge/task enlargement, commitment and international
motivation; and many others) which the literature has not looked at before. This
thesis, making a new interpretation of JCM, empowerment model and organisational

commitment, seeks to chart a course for further empirical work.
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CHAPTER 2
LITERATURE REVIEW

2.1 Introduction

This chapter starts with a general discussion of the terminology, empowerment and
the cognitive empowerment research stream. It then turns to a detailed review of the
dimensionality of psychological empowerment proposed by Spreitzer (1995). This
approach attempts to identify the fundamental theoretical background of cognitive
empowerment, which serves as a foundation for the development of this study. This
chapter concludes with a proposed empowerment dimensionality specific to

hospitality and hotel empowerment research.

2.2 Empowerment in work motivation paradigm

Empowerment is a widely used term within the literature of organisational science.
At the early stage of its usage, empowerment had no agreed-upon definition, and its
terminology has been used loosely to capture a family of somewhat related meanings
(Thomas and Velthouse, 1990; Lashley, 1996). Much of this literature referred to it
as structural, programmatic managerial efforts, such as participative management,
involvement, job enlargement, and enrichment (Lashley, 1995a; 1999). These
practices conform to what Quinn and Spreitzer (1997) term the mechanistic model of
empowerment. Psychological empowerment researchers (Quinn and Spreitzer, 1997,
Corsun and Enz, 1999) argue that viewing empowerment as something managers do
to their people is an incomplete assumption. They stress that whether an individual
perceives her- or himself as empowered is the function of perceptions, and
empowerment should be a psychological state existing as a result of factors in the
work domain. The exact nature of the feeling that underlies the experience of
empowerment has been open to debate. However, in the nineties, research has come

to a general consensus — empowerment reflects feeling effective, feeling in control,

and feeling influential.



Conger and Kanungo (1988) took an important step toward clarifying empowerment,
and discuss it in terms of motivational processes. They use it to describe a variety of
specific factors, as well as the presumed effects on jobholders. More specifically,
empowerment is the increased effort-performance expectancies (Conger and
Kanungo, 1988), or using Bandura’s (1986) term, the feelings of self-efficacy. In this
sense, empowerment enables workers to feel that they can perform their work
competently, and it, in turn, would increase both initiation and persistence of

subordinates’ work behaviour.

To empower means to give power. However, the meanings of power are diverse.
Thomas and Velthouse (1990) term power as, authority, capacity, and energy.

Therefore:

* In the sense of control: power means authority, influence, or the right possessed
by or given to a person or group. Empowerment can thus mean to give

authorisation.

» Following self-efficacy theory (Conger and Kanungo, 1988, Spreitzer, 1995):
power is used to describe capacity to do or act. In addition,

= Rooted in self-efficacy and self-expectancy theory (Conger and Kanungo, 1988),
power also means energy that can be harnessed and used to do work; thus, to

empower is to energise.

These three meanings converge with motivation theories, and best capture the
present usage of the term in this research.

Thomas and Velthouse (1990) note that why the word empowerment has become so
popular is because it provides a label for a non-traditional paradigm of motivation.
Some empowerment literature emphasises the importance of making work
meaningful (Block, 1987; Thomas and Velthouse, 1990), identifying with the task
(Bennis and Nanus, 1985), intrinsic motivation (Gagné et al 1997), and supportive
relationships (Corsun and Enz, 1999). Research also involves identification with
organisational goals and values (Lashley, 1995a). In fact, the available evidence in

20



work motivation and commitment literature has long indicated many popularly
discussed empowerment issues, such as the sense of control, the opportunity to learn,
participative decision-making, supportive relationships, shared values, creativity,
productivity, job satisfaction, and intrinsic motivation (Herzberg, 1968; Herzberg,
1974; Hackman and Lawler, 1971; Shamir, House and Arthur, 1993).

2.2.1 Empowerment: a conceptual analysis — service sector in general and
hospitality industry in particular

Empowerment is fundamentally a motivational process of an individual’s experience
of enabling feeling (Corsun and Enz, 1999). Conger and Kanungo (1988)
conceptualised empowerment in terms of Bandura’s (1986) model that empowerment
refers to a process whereby an individual’s belief in his or her self-efficacy is
enhanced. They assume that everyone has an internal need for self-determination and
a need to control and cope with environmental demands. Thus, they follow the
process theory approach to empowerment as a motivational phenomena by relating it
to expectancy (Lawler, 1973) and self-efficacy theories (Bandura, 1986). This
approach has since become the origin of this decade’s psychological empowerment
research in industrial, service sector, and hospitality industry workers (Sparrow,
1994; Fulford and Enz, 1995; Spreizer, 1992, 1995, 1996; Gagné, Sené and
Koestner, 1997).

On the basis of expectancy theory, an individual’s motivation to increase his or her

effort in a given task will depend on two types of expectations:

«  Their effort will result in a desired level of performance, and
* Their performance will become an instrument leading to desired outcomes.

Bandura (1986) referred to the former as the self-efficacy expectation and the latter
as outcome expectation. Self-efficacy, hence, is the sense power that sustains and
generates capacity to do or act (Conger and Kanungo, 1988; Thomas and Velthouse,
1990). On the other hand, it is also a “process of enhancing feelings of self-efficacy
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among organisational members through the identification of conditions that foster
powerlessness and through their removal both by formal organisational practices and
informal techniques of providing self-efficacy information” (Conger and Kanungo,
1988: 474). The process constructed by Conger and Kanungo is called a five-stage

model of empowerment:

» Stage one is the diagnosis of organisational conditions that are responsible for
feelings of powerlessness among subordinates.

* In stage two, managers use practices including participative management, goal
setting, job enrichment, feedback system, modelling, and competence based
rewards to remove some of the conditions leading to powerlessness.

* In stage three, subordinates are provided with self-efficacy information from four
sources, which are enactive attainment, vicarious experience, verbal persuasion
and emotional arousal.

* Asaresult of receiving such information, subordinates feel empowered. The state
of personal efficacy could help to strengthen effort and stretch performance
expectancy.

* Finally, the empowered individual demonstrates positive attitudes towards task
objectives with initiation and persistence.

Since Conger and Kanungo’s (1988) work, voluminous research has concerned the
construct of self-efficacy and found that self-efficacy directly influences both
performance efficiency and obtaining difficult goals (Locke and Latham, 1990;
Earley and Lituchy, 1991; Gellatly & Meyer, 1992; Mento, Locke, and Klein, 1992).
Sparrowe (1994) applied it to assess the antecedents of organisational culture and
leader-member relationships and the consequential intent to turnover in his
hospitality research. Corsun and Enz (1999) examined the support-based job climax
in private clubs and found that self-efficacy is a significant predictor of work attitude
of loyality. On the other hand, the relationship between self-efficacy and goal
commitment has also been hypothesised and supported (Locke, Fredrick, Lee, and
Bobko, 1984; Earley, 1986). Self-efficacy could also induce an individual’s

convictions (or confidence) about his or her abilities to mobilise motivation,
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cognitive resources, and courses of action needed to successfully execute a specific
task within a given organisational context (Stajkovic and Luthans, 1998). Before
employees select their choices and initiate their effort, employees tend to weigh,
evaluate, and integrate information about their perceived capabilities. Hence,
expectations of personal efficacy determine whether an employee’s coping behaviour
will be initiated, how much task-related effort will be expended, and how long that
effort will be sustained despite undesired or even adverse evidences. If employees
perceive themselves as highly efficacious, they will activate sufficient effort and
thereafter produce successful outcomes. On the contrary, those who perceive low
self-efficacy are less likely to strive for success, and low self-efficacy is often

detrimental to work effectiveness.

Self-efficacy only grows in a support-based environment. When the workforce feel
powerless, it is critical to empower them. However employees need help to find out
the reasons why there is this sense of powerlessness. Once these conditions are
detected, empowerment strategies and tactics can be used to resolve them. Thus, this
state can only succeed if superiors or co-workers directly provide employees the
information of personal efficacy (Appelbaum and Honeggar, 1998). Self-efficacy
theory has much to offer with respect to understanding the impact of such changes on
employees and specific actions to take in terms of training as well as retaining
communication programmes, feedback systems, participative decision making and
goal-setting activities. Rafig and Ahmed (1998), for instance, support the argument
that increasing self-efficacy and autonomy allows employees to choose the best way
to perform a given task, which leads to employees becoming more adaptive, and

more responsive.

To briefly summarise, self-efficacy empowerment is a process whereby an
individual’s belief in his or her self-efficacy is enbanced. How to empower
employees is the issue of strengthening faith in one’s abilities as well as weakening

the belief of powerlessness. Their work creates an avenue for Thomas and

Velthouse’s cognitive empowerment research.
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2.2.2 Cognitive empowerment

Thomas and Velthouse (1990) built on Conger and Kanungo’s work with their
cognitive model of empowerment. They adopt Deci and Ryan’s (1985) seif-
determination theory and identify four types of cognition — sense of impact,
competence, meaningfulness and choice, which they assert to be the basis of

perception of empowerment. The four types of sense can be summarised.

* “Impact” is the degree to which behaviour is seen as making a difference
regarding the accomplishment of the task purpose; namely, producing the
intended effects in one” working context. The general notion of perceived impact
has also been studied under the labels of locus of control (Rotter, 1966) and
learned helplessness (Abramson, Seligman and Teasdale, 1978). It is the belief
with which an individual produces intended effects and has control over desired
outcomes through behaviour. Within the Hackman and Oldham (1975, 1980) job
characteristics model, “impact is analogous to knowledge of results” (Thomas
and Velthouse, 1990: 672). Lashley’s restaurant delayering study (1995b) can be
perceived as an approach concerned with increasing one’s control over a wider
scope of knowledge enlargement (which will be discussed in the section of job
variety later), and the individual’s impact could be more likely to be seen in a
flattened restaurant structure. Fulford and Enz’s (1995) research on private club
staff also claimed those service workers in a participative and supportive
environment would have an improved satisfaction of personal influence.
Faulkner and Patiar (1997) investigated work stress among hotel workers and
found that front-desk clerks often see controlling their job as unlikely and the

feeling of helplessness consequently incurs.

» “Competence” refers to the extent to which a person can manage task activities
skilfully when he or she tries. In Thomas and Velthouse’s work, the definition of
the term “competence” is a synonym for self-efficacy discussed above. It is the
belief in one’s ability to perform a job successfully. A unique approach to skill
development implemented in the hotel industry is discussed by John Beckert and
his associate in their research (Beckert and Walsh, 1991). Rejecting conventional
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performance review, Harvey Hotel came up with a new form, called the Personal
Development Plan (PDP). Through the two-way communication, the PDP has the
managers and employees preparing goals based on technical skills, interpersonal
skills, and supervisory or self-management skills. PDP is a performance-review

cycle consisting of five steps, as follows:

Step 1: The managers list the technical goals required of a new employee as soon
as he or she is hired.

Step 2: Shortly after a new employee is hired, the manager outlines how he or
she will be trained to achieve the goals outlined in step 1.

Step 3: After a set period of time (90 days in Harvey Hotel) from the hire date,
the manager evaluates the employee’s performance against the goals from step 1
as either “meets standards” or “needs improvement”.

Step 4: At the same time, the employee records his or her comments on the form,
some of which will be the result of the review meeting with the manager.

Step 5: During the half interview, a new PDP performance cycle is prepared.
Goals marked as “needs improvement” are carried forward. New objects are

added as well. The cycle will be repeated for each performance-review period.

The results of the on-going review indicated that managers indeed had improved
the performance of their departments. Those employees enjoyed having goals to
achieve instead of just falling into a daily routine or passively learning new skills
required from management level. They could really see the payoff and felt they
had a great deal more control over their own success (Beckert and Walsh, 1991),

In addition, the use of interviews instead of written instructions in the personal
development plans can also contribute to employees’ identification with
organisational value. Through personal contact in the performance review,
employees are more likely to behave in ways desired by the corporation. They
adapt more quickly to the values and beliefs of the organisation, and thus become
more committed to their organisation (the in-depth conceptualisation between

commitment and empowerment is discussed latter).
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“Meaningfulness” is consistent with Hackman and Oldham’s (1980) definition of
this term. It “concerns the value of the task, goal or purpose, judged in relation to
the individual’s own ideals or standards” (Thomas and Velthouse, 1990: 672).
While at work, it refers to the perceived value of one’s job in relation to one’s
personal belief, attitudes and values. Research on job enrichment has supported
the view that the individual’s perception of task meaningfulness is an important
dynamics to work motivation and job satisfaction (Herzberg, 1968, 1974;
Hackman and Oldham, 1980). Lee-Ross (1998) looked at seasonal hotel workers
in the UK, and the results were in agreement with prevalent enrichment research.
In commitment literature, researchers have stressed the interplay between
personal meanings of the tasks and affective commitment, identification with
organisational values, and the values as well as goals internalisation. The general
conclusion shows that the feeling of meaningfulness is positively associated with
intrinsic motivation, less intention to leave, and extra-role behaviour (Porter,
Steers, Mowday and Boulian, 1974; Steers, 1977; Staw, 1984; O’Reilly and
Chatman, 1986; Putti, Aryee and Liang, 1989).

“Choice” is an individual’s assessment involving causal responsibility for his or
her actions. Its definition is rooted in locus of causality (deCharms, 1968) and
self-determination (Deci and Ryan 1989). Deci and Ryan (1985) distinguished
locus of causality from locus of control and noted that locus of control involved
outcome contingencies, whereas locus of causality involved the issue of whether
a person’s behaviour is perceived as self-determined. It is a sense of freedom on
making choices about how to do one’s work, and the result of feclings of
personal responsibility for these choices. In a series of Deci and his associates’
self-determination research, the perception of oneself as the locus of causality for
one’s behaviour along with competence is the fundamental requirement for
intrinsic motivation (Deci, 1971; Deci, Nezlek and Cheinman, 1981; Deci,
Schwartz, Sheinman, and Ryan. 1981; Deci, and Ryan, 1987; Deci, Connell, and
Ryan, 1989). This notion echoes Hackman and Oldham’s job characteristics
model (1975, 1980) in which the “autonomy support” would be more likely to
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give rise to the experienced job responsibility, proximal to internal work

motivation.

The cognitive empowerment model stresses an individual’s needs for feeling in
control, the sense of personal freedom to use power, the importance of personal
efficacy and self-determination (Conger, 1989, Alpander, 1991; Appelbaum and
Hare, 1996). These four aspects of empowerment are fundamental to understanding
the concept of empowerment and its application in organisations. Thomas and
Velthouse improved upon Conger and Kanungo's self-efficacy model by more
precisely describing the concept of empowerment as motivation and by identifying
the type of motivation. These four aspects of empowerment are conceptualised by
Thomas and Velthouse as cognitive components that are proximal to intrinsic task
motivation. An empowered person views the goals and objects associated with his or
her work activities as consequential. Each of the four aspects is the critical ingredient

of intrinsic work motivation.

2.2.3 Psychological empowerment

Spreitzer (1992, 1995, 1996) built her psychological empowerment model on the
work of Conger and Kanungo (1988) and Thomas and Velthouse (1990). She
developed and validated a multidimensional empowerment measure from her survey
of the employees from a Fortune 50 industrial organisation (Spreitzer, 1995, 1996).
In accordance with cognitive empowerment, psychological empowerment is defined
as “intrinsic motivation manifested in four cognitions reflecting an individual’s
orientation to his or her work role” (Spreitzer, 1996: 484). These four cognitions
identified in her work are meaning, competence, self-determination, and impact
which is termed choice by Thomas and Velthouse. Since then, these four dimensions
of empowerment have been rigorously examined and validated in both
manufacturing and service sectors (Spretizer, 1995; Fulford and Enz, 1995; Gagné,
Senécal, and Koestner, 1997). It is suggested that empowerment should be
conceptualised as a person’s changes in relation to cognitive variables (also called
task assessments) and is “a gestalt of four types of feelings that are related, yet



somewhat independent of one another” (Gagné, Senécal, and Koestner, 1997: 1223).

Spreitzer (1996: 484) gave each dimension a clear-cut definition:

* Meaning involves a fit between the requirements of a work role and a
person’s beliefs, values, and behaviour (Hackman and Oldham 1980
Brief and Nord, 1990).

» Competence refers to self-efficacy specific to work — a belief in one’s
capability to perform work activities with skill (Gist, 1987) — and is
analogous to agency beliefs, personal mastery, or effort-performance
expectancy (Bandura, 1989).

* Self-determination is a sense of choice in initiating and regulating
actions (Deci, Connell, & Ryan, 1989). Self-determination reflects
autonomy over the initiation and continuation of work behaviour and
processes; making decisions about work methods, pace, and effort are
examples (Bell & Staw, 1989).

»Impact is the degree to which a person can influence strategic,
administrative, or operating outcomes at work (Ashforth, 1989). The
notion of impact has been studied implicitly in research on learned
helplessness (Martinko and Gardner, 1982); definitions of learned
helplessness emphasise a lack of perceived influence over workplace

forces built upon a history of past experiences.

Most empowered people have these four types of feeling in common (Quinn and
Spreitzer, 1997). Empowered people have a sense of self-determination which means
that they are free to choose how to do their work; they are not micro-managed. They
have a sense of meaning at work, and feel that their jobs are important to them.
Experiencing empowerment enables individuals to care about what they are doing,
and it is the tenet of the internal motivation in JCM (Hackman and Oldham, 1980).
Further, empowered people have a sense of competence. They are confident about
their ability to do their work well, and know they can perform. Finally, empowered
people have a sense of impact. This means they believe they can influence their work
unit, their opinion counts in the decision-making in the work group. Whatever
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management practices generate empowerment, these four mental characteristics
reflect ‘personal experiences or beliefs about their role in the organisation.
Empowerment, then, is not only something that management does to employees, but
also a mind-set that employees having about their role in the organisation. They
recognise the significance of their jobs, and see themselves as having freedom and
discretion. They have confidence in getting things done. The effort they make is
rewarding, and their job activities are meaningful to them. They feel personaily
connected to the organisation, and be confident about having an impact on the

system in which they are embedded.

2.2.4 Revision of the four-dimension psychological empowerment in hospitality
research

Given that a large personage of organisational performance outcomes are determined
by hospitality front-line workers’ behaviour, their “choice” in initiating actions may
ultimately influence customers® perception on both product and service. Using the
scale developed by Spreitzer (1992), Fulford and Enz (1995) conducted a study on
service employees from thirty private clubs in the East of the U.S.A. They
hypothesised that the self-determination and impact of psychological empowerment
would merge into one dimension. The results from their factor analysis sustained this
proposition. They argued that seif-determination and impact would indeed combine
when the organisations under study are small (compared to a large Fortune 50
manufacturing firm), management levels are fewer (less bureaucratic), and the nature
of the hospitality work requires employees’ direct contacts with customers. Given the
nature of labour-intensive service organisations together with the club environment
in particular, it is reasonable that the perceived locus of causality (self-determination)

and locus of control (impact) collapses into a single construct.

However, it could be disputed whether Fulford and Enz’s (1995) three-dimension
psychological empowerment can be generalised to service workers in large deluxe
hotels. For years, total quality management or the so-called quality cycle has become
a buzzword in the service sector. Although TQM has so far not been universally
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practised, its concept, in different forms or to different extent, has commonly been
embraced in hotel management (Breiter and Bloomquist, 1998). To assure an integral
quality cycle, Bowen and Lawler (1995) propose that service organisations establish
“service blueprinting” or a “service map” to help employees identify their role in the
overall service delivery system. These process flow diagrams depict that each
employee’s action is equally critical from initial customer contact through service
production to saying goodbye to the customer. In a large hotel, every employee is a
customer and a supplier. Every failure in a single service delivery (inadequate
competence) will be passed along to other workers in either the same or another
department (impact). Along with the labour-intensive nature of the work, one’s
initiatives (self-determination) still need to closely co-ordinate with others, and
would thereafter influence what happens in his or her work group (impact).
Employees’ abilities to influence their own behaviour may ultimately influence
organisational outcomes. Therefore, it is reasonable to suggest that the employee’s
cognition of impact may be incorporated into the dimensions of self-determination

and competence in the contextual settings of large deluxe hotel.

2.3 Conclusion

In closing this chapter, some general assumptions about the terminology of cognitive
(or psychological empowerment) should be emphasised. Cognitive empowerment
research is a set of cognition shaped by the work environment (Conger and Kanungo,
1988; Thomas and Velthouse, 1990; Spreitzer’s, 1995). It is the employee’s
perceptions of job content, and the events, conditions, people in the work group and
organisations. With this in mind, the antecedents, consequences, and the issues of

interest in this study will be critically reviewed in the chapters that follow.
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CHAPTER 3
JOB CHARACTERISTICS AND EMPOWERMENT

3.1 Introduction

The topic of job design has to do with the way that organisations assign tasks and
responsibilities to individual organisational members. The topic is an important one,
since the way in which jobs are designed can have a critical impact on the motivation
and feelings of empowerment. This chapter is focused on the reasons why some jobs
make people demoralised, and feeling powerless; while other types of job

arrangement seems to unlock the employee’s energy and drive.

This chapter begins with a brief review of Hackman and Oldham’s (1980) job
characteristics model to define several terms used in alternative approaches to the
design of work, and carries on through interdisciplinary examination of two types of
job enlargement to the conceptualisation of job enrichment. We then turn to a
detailed analysis of the job characteristics approach. It attempts to identify specific
characteristics of jobs that permit individual organisation members to occupy jobs
that they find personally meaningful, satisfying, and empowering. This section then
concludes with a discussion of why empowerment should be seen as a

multidimensional construct, which job characteristics are proximal to.

It should be pointed out that the focus in this chapter is primarily on the design of
jobs for individuals. Thus, the attention centres upon individual jobs and how jobs
can be designed to increase the motivation and empowerment of their individual
incumbents. In the following chapters this research will shift its focus from the job
content to constructively contextual factors which interact with motivating job
characteristics. The synergy, or so-called organic empowerment (Quinn and
Spreitzer, 1997) resulting from supportive work climate and motivating job design,
can than boost organisational commitment, and realise the philosophy of

psychological empowerment.
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3.2 Job Design - job characters model (JCM)

As both organisational productivity and employee alienation from work increased,
more and more work motivation theorists turned to various ways of energising the
vitality of job content and job context. In the sixties, the terms “enlargement” and
“enrichment” were used interchangeably at some times and differentially at other
times (Pierce and Dunham, 1976). Lawler (1969) stated that horizontal enlargement
increases the number and variety of operations that an individual performed on the
job, while vertical enlargement (enrichment) increased the degree to which the job
holder controls the planning and execution of the job and participates in the setting of

organisation policies.

Theoretically, research on job enlargement involvement is more concerned about
giving individuals a larger variety of different tasks to perform, but it does not stress
that individuals should be given any additional autonomy or freedom regarding how
the work is to be performed. Job enrichment goes beyond job enlargement by
providing individual workers with increased responsibility and authority, in addition
to greater variety in their work. Incorporating horizontal and vertical job design
research, “job characteristics” or so-called “work redesign” research was thus started
to integrate these two domains (Pierce and Dunham, 1976). The job characteristics
model was developed by Hackman and his associates (Hackman and Lawler, 1971;
Hackman and Oldham, 1975, 1976, 1980). From its earliest conceptual statement
(Hackman and Lawler, 1971), the model has evolved into a rather elegant
framework. Recently, Hackman and Oldham’s JCM has been widely discussed and
served as the foundation for many job enrichment studies (Griffeth, 1985; Loher er
al, 1985; Thomas and Velthouse, 1990; Fulford and Enz, 1995; Spreizter, 1995). In
light of this, this research uses “JCM” and “enrichment” interchangeably. Hopefully,
it will be helpful and more concise to scrutinise the subtle but critical distinctions

between empowerment and enrichment.

Job characteristics theory (Hackman and Oldham, 1975, 1980) provides a well-
developed systematic framework for understanding and predicting the effects of

work design on the motivation of individuals. According to their job characteristics
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model (JCM), a total of seven distinct “core” and “supplementary” job characteristics
influence three critical psychological states, which in turn have an impact upon a
variety of personal and work outcomes. In addition, the theory identifies the
conditions under which positive effects would be expected when jobs are enriched.
Hackman and Oldham also provide tools for the diagnosis of a job, the job diagnosis
survey (JDS).

Before any further theoretical discussion, the JCM (Figure 3.1) must be briefly

described. It entails five sets of constructs:

*  Core job Dimensions (CJDs);
* Critical Psychological States (CPSs);
»  Affective Outcomes (AOs); and

s Moderators

Hackman and Oldham (1975, 1980) made an explicit definition for each construct, as

follows:

Core job dimensions include five fundamental and two supplementary constructs.
The former are skill variety, task identity, task significance, autonomy, and feedback
from the job; the latter includes two constructs — feedback from agents (supervisors

and co-workers) and opportunities for dealing with others.

»  Skill variety: “The degree to which a job requires a variety of deferent activities
in carrying out the work, which involve the use of a number of diverse skills and
talents of the employee” (Hackman and Oldham, 1980: 78).

* Task identity: “The degree to which the job requires completion of a “whole” and
identifiable piece of work — That is, doing a job from beginning to end with a

visible outcome” (Hackman and Oldham, 1980: 78).
* Task significance: “The degree to which the job has a substantial impact on the

lives of other people, whether those people are in the immediate organisation or

in the work at large” (Hackman and Oldham, 1980: 79).
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Autonomy: “The degree to which a job provides substantial freedom,
independence and discretion to the individual in scheduling the work and in
determining the procedures to be used in carrying it out” (Hackman and Oldham,
1980: 79).

Feedback from the job itself: “The degree to which carrying out the work
activities required by the job results in the employee obtaining direct and clear
information about the effectiveness of his or her performance” (Hackman and
Oldham, 1980: 80).

Feedback from the agents: “The degree to which the employee receives clear
information about his or her performance from supervisors or from co-workers”
(Hackman and Oldham, 1980: 104). This dimension was not included in the
original JCM research (Hackman and Oldham, 1975). It was than included to
provide information to supplement that provided by the feedback from the job
itself dimension (Hackman and Oldham, 1980).

Dealing with others: “The degree to which the job requires the employee to work
closely with other people in carrying out the work activities including dealings

with other organisational members and with external organisational clients”

(Hackman and Oldham, 1980: 104).

Critical psychological states include experienced meaningfulness, experienced
responsibility, and knowledge of the results. They mediate between the core job

dimensions and the affective outcomes.

Experienced meaningfulness of the work: “The degree to which the employee
experiences the job as one which is generally meaningful, valuable, and
worthwhile” (Hackman and Oldham, 1975: 162).

Experienced responsibility for work outcomes: “The degree to which the
employee feels personally accountable and responsible for the results of the work
he or she does” (Hackman and Oldham, 1975: 162).

Knowledge of results: “The degree to which the employee knows and

understands, on a continuous basis, how effectively he or she is performing the

job” (Hackman and Oldham, 1975: 162).
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Affective outcomes include internal work motivation, general satisfaction and
growth satisfaction. They are affective reactions or feelings a person obtains from

performing the job.

* General satisfaction: “An overall measure of the degree to which the employee is
satisfied and happy with the job” (Hackman and Oldham, 1975: 162).

* Internal work motivation: “The degree to which the employee is self-motivated to
perform effectively on the job — that is, the employee experiences positive
internal feeling when working effectively in the job, and negative internal feeling
when doing poorly” (Hackman and Oldham, 1975: 162).

*  Growth needs satisfaction: this construct is focused on the feeling of worthwhile
accomplishment, challenge, independent thought, and personal growth and

development that one gets from doing his or her job.

Moderators cover growth needs strength, and context satisfaction including

satisfaction with job security, pay, co-workers, and supervisors.

s Growth needs strength is referred to as strong needs for personal challenge and
accomplishment, for learning, and for professional development. It is rooted in
the higher order needs in Maslow’s (1954, 1968) needs hierarchy, and motivator
factors in Herzberg’s (1966) two-factor theory.

= Satisfaction with job security indicates the degree to which the employee feels
satisfied about the current and future employment security in the organisation.

* Pay satisfaction is concerned with fair pay and fringe benefit according to what
he or she contributes to the organisation.

» Satisfaction with co-workers includes three areas — the chance to help co-
workers, to get acquainted with others and be affiliated to the work group.

« Satisfaction with supervision: it entails supervisors’ guidance and support,

respect and fair treatment, and the quality of supervision.
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Figure 3.1
Hackman and Oldham’s Job Characteristics Model (JCM)

Core Job Critical Affective
Dimensions Psychological Outcomes
states
Skill variety
Task identity Experi
L xperienced |
Task significance || meaningfulness
Internal work
motivation
Experienced
Autonomy , responsibility High general
satisfaction
——
Feedback from the High growth
job ] satisfaction
Feedback from the Knowledge of resuits
> [
agent
Dealing with
others -l
Moderators
’ Growth need strength —_T
Context satisfaction

Source: Adapted from Hackman and Oldham (1975,1980)

Theoretically and statistically speaking, all constructs in this model are interrelated

and may positively or negatively associate with one another owing to the conditions
of the moderators. The arrows between constructs in Figure 3.1 demonstrate the

expected antecedents and consequences. Critical psychological states (CPSs) of
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employees must exist for internally motivated work behaviour to develop. The
presence of core job dimensions (CJDs) can create these CPSs. “Experienced
meaningfulness” of the work is primarily enhanced by “skill variety”, “task identity”
and “task significance”. “Experienced responsibility for work outcomes” is linked to
the presence of “autonomy” on the job. “Knowledge of results” is increased when a
Job elicits a high level of “feedback from the job itself”, “feedback from the agents”
and “dealing with others”. According to the JCM, positive “affective outcomes” are
the result of all three psychological states being engendered in the job incumbent,

due to a job containing a necessary amount of CJDs.

However, individual attributes and contextual conditions will determine how
positively a worker will respond to a complex and challenging job. An individual
who has a strong desire for accomplishment and growth should respond positively,
while an incumbent with a low need for accomplishment or growth may feel
intimidated or “stretched” and consequently would not respond favourably. For this
reason, growth needs strength represents a moderator of the other theory-specified
relationship. Additionally, employees tend to respond more positively to complex,
challenging work when they are satisfied with vicarious aspects of the work context
than when they are dissatisfied with contextual factors. Specifically, employees who
are relatively satisfied with their pay and security in the organisation, the treatment
they receive from their supervisor, and their co-workers tend to perform at the

highest levels when working on jobs with high motivating potential (Oldham,
Hackman and Pierce, 1976).

JCM put forward by Hackman and Oldham (1975, 1980) is a well-articulated theory
available regarding the impact of the design of work upon the thoughts, feelings, and
actions of job incumbents. Although JCM has since attracted a large share of
criticism (Roberts and Glick, 1981; Staw, 1984; Idaszak and Drasgow, 1987; Kulik
et al, 1988; Dodd, and Ganster, 1996; Wan-Huggins, Riordan and Griffeth, 1998), it
was one of the most dominant job design theories in the seventies and eighties (Staw,
- 1984). Up to now, the model has stimulated most of the new competing work on job

attitudes to work, and taken motivation researchers one step closer to understanding
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the relationship between the nature of the job and employee performance (Steers,
Porter and Bigley, 1996; Staw, 1984). In spite of its popularity, Hackman and
Oldham’s ideas have not been tested extensively among service industry workers.
Lee-Ross (1998) applied this model among seasonal hotel workers. He tested its
reliability and rationale, and advocated it as a practical theory of motivation that

should be used in the hospitality industry.

3.3 Interdisciplinary examination of the costs and benefits of enlarged job
design

To date, evaluative research has found that many benefits, such as job satisfaction,
performance, commitment, and work motivation, could be obtained by motivational
job design. However, in response to different internal labour markets, practitioners
may not always be able to enlarge and enrich jobs to meet staffing demand. In many
situations, the sole focus on the motivational paradigm might have many costs as

well as additional benefits.

Deskilling (sometimes called “McDonaldization) and strictly designed job
descriptions have been often discussed in hospitality research (Baum, 1995; Riley,
1996; Wood, 1997). While termed in a numbers of ways, the concept o