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INTRODUCTION 

 

With the continued liberalization, privatization and globalization of the economy, 

competitiveness has become an imperative for success. The substance of competitiveness lies not 

in machines but the capabilities and commitment of people. In an otherwise people abundant 

economy such as ours, the companies are finding it extremely difficult to attract and retain talent. 

Personnel turnover ratio among the qualified workforce is on the rise and various sectors of the 

economy are experiencing high attrition rates. The resultant job-hopping is said to be caused not 

as much as by the lure of more attractive pay packages (howsoever important a cause it might 

be) as by the individual’s search for more empowering and engaging jobs. In such a scenario, it 

is important to focus on the extent of empowerment at work place. The purpose of the article is 

to give a conceptual framework of employee empowerment.  

 

EMPLOYEE EMPOWERMENT 

 

Employee empowerment is a term, which many people thought that they knew well and they 

give it their own definition and meaning. If we ask "What is employee empowerment?" from a 

dozen different people, we'll get a dozen different answers to the question. If one tries to find out 

from a dozen organisational theorists one will get as many answers to the same question. Some 

writers indicate that empowerment consists of sharing power and authority. Others say that 

empowerment occurs when the organisation's structure and processes are conducive enough to 

allow it.  Primarily we keep in mind the secondary, dictionary definition, of empowerment, that 

is "to give facilities or abilities to:  enable" (Grove, 1971, p.744).  

 

An organisation's culture is a complex thing, not easily described.  Yet it is upon this foundation 

that empowerment is built.  The organisations which successfully implement employee 

empowerment will have certain values at their core from which the process of empowerment can 

flow.  Among these values are respect and appreciation for individuals and the value they bring 

to the organisation.  Values alone do not make up an organisation's culture, and respect for 

individuals is only one of the outward signs of an empowered culture. 
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Edgar Schein defines organisational culture as, a pattern of basic assumptions - invented, 

discovered, or developed by a given group as it learns to cope with its problems of external 

adaptation and internal integration - that has worked well enough to be considered valid and, 

therefore, to be taught to new members as the correct way to perceive, think, and feel in relation 

to those problems.  (Schein, 1985, p. 9) 

 

Nonetheless, the culture of the organisation must support the thrust of empowerment if there is 

any chance for success.  Researcher can resolve to discuss the "'artifacts' and 'values' that are the 

manifestations or surface levels of the culture" (Schein, 1985, p. 6-7) since that is within the 

scope of this thesis.  Other authors try to get at this essence that is organisational culture which 

must be supportive for empowerment to succeed.  By Schein's definition, they tend to focus on 

the surface manifestations, though several try to imply the greater depth. 

 

Ford and Fottler (1995) provide a model of how empowered an individual is on two scales, job 

content and job context.  The aspects of job context are manifestations of culture; they indicate, 

"Job context is much broader.  It is the reason the organisation needs that job done and includes 

both how it fits into the overall organisational mission, goals, and objectives and the 

organisational setting within which that job is done.  Organisational structure, rewards systems, 

mission, goals, objectives and so forth make up the rich tapestry of job context." (p. 22-23).  

Organisational structure and reward systems are often put into place with the unknowing and 

unquestioned basic assumptions which are part of the culture of the organisation.  Shein's 

position supports this view thusly, "If culture has developed in this sense, it will affect most of 

the aspects of an organisation—its strategy, its structure, its processes, its reward and control 

systems, and its daily routines." (Schein, 1985, p. 244) 

 

 

 If a manager does not perceive her or his role is to help those she or he supervises to grow, then 

any empowerment implementation effort will not be successful.  A change in role perception is 

called for in this instance when implementing employee empowerment.  The supervisor must see 

potential in the employee and work to bring that potential out.  The process is best described as 

mentoring or coaching and it entails: 
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 determining the skill level of the employee 

 sharing information about the goal to be achieved and why it is important to the 

organisation as a whole 

 providing for employee training as needed 

 depending upon the employee's skill level, providing appropriate supervisory support 

 a directing style for those tasks for which the employee has a low skill level 

 coaching for those tasks with which the employee has some skills but is lacking 

experience or motivation 

 a supporting style for those tasks where the employee knows what to do but is still 

lacking confidence in their abilities 

 a delegating style for those tasks where the employee is motivated and fully capable. 

(Blanchard, Zigarmi & Zigarmi,1985) 

 ensuring that the employee is consistently growing in skill by providing new 

responsibilities for which a higher level of supervision is needed 

 mentoring the employee such that they absorb both the organisational culture and the 

value of empowerment 

 removing barriers to empowerment present in the organisational structure 

 ensuring that appropriate resources are available for the employee, or ensuring that the 

employee has the appropriate skills to obtain needed resources 

 providing support for the continued empowerment of the employee and  

 sharing information about the employee's and the organisation's effectiveness. 

 

It has been seen in the above discussion that the concept of employee empowerment has fairly 

evolved in respect of its meaning, determinants and effects. The latter concept seems more 

ambiguous and bears resemblance to the existing concepts of job involvement, organizational 

commitment, etc.  Whether such a state is exogenously induced e.g. through employee 

empowerment or autonomously attained is a matter not of dichotomy but of holistic nature of 

man’s striving for existence and excellence.  
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