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Sammanfattning
Under de senaste decennierna har företag blivit allt mer multinationella, medan konceptet
empowerment har blivit en av de största management-trenderna inom företagsvärlden.
Managers behöver vara mer flexibla när de arbetar med en multikulturell arbetsstyrka, samt ha
en förståelse för att olika arbetstekniker kan upplevas annorlunda beroende på nationell
bakgrund och position i företaget. Idag har relativt lite forskning gjorts inom området
empowerment från ett multikulturellt perspektiv. Därför är syftet med detta examensarbete att
undersöka hur empowerment upplevs i ett multikulturellt företag, genom att analysera
uppfattningarna från anställda med olika bakgrunder och positioner. Dessutom strävar detta
arbete efter att undersöka hur empowerment kan förstärkas för att överkomma kulturella och
organisatoriska skillnader. För att studera detta har en fallstudie gjorts på ett företag inom
snabbrörliga konsumtionsvaror (FMCG) i Sverige. Semi-strukturerade intervjuer genomfördes
för att nå en fördjupad förståelse, medan en enkät designades för att stödja resultaten från
intervjuerna och för att få en generell bild av företaget.
För analysen delades respondenterna upp i olika kategorier, baserat på nationalitet och
organisatorisk nivå. Resultaten på fallstudieföretaget indikerade att de anställda hade en
övergripande positiv syn på empowerment och att det finns ett förhållande mellan upplevelsen
av empowerment och nationell bakgrund. Vidare föreslog resultaten att synen av empowerment
tenderar att skilja sig mellan olika nivåer på ett multikulturellt företag, då underanställda och
managers på lägre och högre uppsatta positioner upplever situationer olika. Dessutom visade
resultaten att den organisatoriska kulturen på ett företag kan utnyttjas för att överkomma
kulturella och organisatoriska skillnader, genom att identifiera och lösa de största problemen
som kan påverka uppfattningen av empowerment. Det är speciellt möjligt att stärka den
organisatoriska kulturen genom att upprätthålla en bra kommunikation, vilket är vitalt inom
empowerment. Vidare kan känslan av empowerment förstärkas genom den organisatoriska
kulturen genom att uppmuntra de gemensamma värderingar som påverkar konceptet.
Nyckelord: Empowerment, nationell kultur, organisatorisk
organisationer, värderingar, arbetstekniker, management
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Abstract
During the last decades, corporations have become more multinational, and the concept of
employee empowerment has become one of the largest management trends within
organizations. Managers need to be flexible when working with multicultural employees and
understand that practices are perceived differently depending on the national culture and
organizational level. Today relatively little research has focused on empowerment from a
multicultural perspective. Thus, the purpose of this thesis is to examine how empowerment is
perceived in a multicultural company, by analyzing the perceptions of the employees with
different backgrounds and positions in a single firm setting. In addition, this thesis strives to
study how empowerment can be reinforced in order to overcome cultural and organizational
differences. This was examined through a case study at a fast-moving consumer goods (FMCG)
organization in Sweden. Semi-structured interviews were held to obtain an in-depth
understanding, while a survey was designed to support the interviews and to get a general
picture of the organization.
For the analysis, the respondents were divided into different categories, based on nationality
and organizational level. The results indicated that the employees had an overall positive
attitude towards empowerment in the case company, and that there is a relationship between
the perception of empowerment and nationality. It also suggested that the perception of
empowerment diverges between the levels of a multicultural organization, where subordinates,
lower managers and top managers experience situations differently. In addition, the results
indicated that the organizational culture should be utilized in order to overcome the cultural and
organizational differences in a multicultural organization, through recognizing and solving the
main problems that could affect the perception of empowerment. Particularly through
maintaining good communication, which is vital in terms of empowerment, it is possible to
strengthen the organizational culture. This in turn could reinforce the employee empowerment,
as aspects that positively affect this concept could be encouraged through the organizational
culture.
Key words: Empowerment, national culture, organizational culture, multicultural organizations,
values, practices, management
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1. INTRODUCTION
This passage presents the background of the master’s thesis and the case company,
followed by the problem formulation, purpose and research questions relevant to the study.
Finalizing the chapter, delimitations are stated and a report structure described.

1.1 BACKGROUND
Theodore Roosevelt once said "The best executive is the one who has sense enough to pick
good men to do what he wants done, and self-restraint enough to keep from meddling with
them while they do it”. Autonomy is one of the key components of the concept employee
empowerment. It is an ambiguous concept, which varies in meaning from person to
person (Spreitzer, 1996). In short, employee empowerment could commonly be
described as a “process whereby an individual’s belief in his or her self-efficacy is
enhanced” (Conger & Kanungo, 1988, p 474). From here and on, “employee
empowerment” will be denoted as “empowerment”.
Over the past thirty years, the concept of empowerment has become widely used among
both management researchers and business practitioners. Leadership studies suggest a
positive relationship between the use of empowerment and organizational effectiveness
(Conger & Kanungo, 1988). Due to its benefits, there is a great demand for practicing
empowerment today. It is especially common in Scandinavia, where many organizations
believe that they will benefit from less hierarchical management practices. There is a
great focus on employee inclusion in decision-making in such organizations. Sweden, for
example, has formalized policies for employee participation that affect their
employment conditions, which in turn symbolize a strong movement towards greater
employee inclusion and empowerment (Wise, 2002). However, there is no universal
solution for implementing a successful empowerment strategy, which many
organizations fail to realize. All employees have different sets of capabilities and
backgrounds, which require a lot of individual adjustments when determining which
employees need empowering and to what extent (Chen & Ro, 2011).
This thesis will use a Swedish office (here after called the “case company”) of a global
FMCG (Fast-moving consumer goods) organization as a case study for examining how
empowerment strategies are best implemented and perceived by employees in a
diversified company. To protect the identity of the participants involved in the study,
the company will not be described in further detail. Even though the case company has
expanded swiftly over the last few years, the company management is still somewhat
struggling to realize the new challenges that this entails. The average manager at the
case company is quite young and inexperienced with managerial practices, which has
led to a confusion regarding performing management techniques. Adding to the fact that
different values, resulting from culture discrepancies, may cause many
misunderstandings and communication errors, this is an area that they now wish to
address. To cope with the changes, the case company has recently started to
reconstruct their leadership management, where the long-term goal is increased
effectiveness and communication between different levels of the company.
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However, the concept of empowerment is not a pronounced management practice at the
case company. Even though empowerment usually is associated with positive results in
existing literature, everyone may not appreciate it. Due to the rapid growth and cultural
differences at the case company, it is important to study the current perceptions of
empowerment among employees at different levels and backgrounds. This is important
before determining whether or not empowerment should be introduced properly in the
organization. To explore this possibility, we initiated this master’s thesis within
Industrial Engineering and Management, KTH.

1.2 PROBLEM FORMULATION
With the increasing globalization of corporations and interdependencies between
countries, more and more organizations worldwide are experiencing greater complexity
in their companies. It is not uncommon for a single organization to have a multitude of
cultures under the same roof. It may offer many opportunities, but it also causes many
challenges. It is important to acknowledge different cultural values and practices in
order to have an effective organization. Managers need to be flexible when working with
employees from different backgrounds, and recognize the fact that managerial practices
are perceived differently depending on the individual, and that leadership is contingent.
I.e., the value of leadership varies across cultures. (House et al., 2004)
In the year of 2001 more than 70% of organizations had adopted some sort of
empowerment initiative in their workforce (Lawler et al., 2001). However, there are still
many organizations that have implemented so called empowerment programs but
failed, because they did not understand what a successful implementation actually
requires. There are several reasons that could explain why organizations tend to fail
with empowerment. For example, many organizations can be tentative when it comes to
trusting their employees to make their own decisions. This becomes evident when
managers reinforce control systems and strict operating procedures in the company,
which restrict the possibilities for employees to take initiatives. Other reasons for failure
are bureaucracy and time pressure, which both make it difficult for employees to feel
empowered at work. However, one of the biggest problems is that organizations often
misunderstand the core concept of empowerment. Many managers believe that
empowerment is achieved by telling people that they are empowered. Instead,
organizations should work on creating the right work conditions, e.g. by releasing
power. Employees are more likely to choose to empower themselves in open
environments like these (Spreitzer & Quinn, 2001).
Reasons like these make it even more necessary for organizations to have a flexible
management regimen. It is important for companies to realize that leadership and
managerial practices can be seen as contingent, caused by cultural differences. This also
means that concepts such as empowerment can be valued differently within an
organization. Empowerment is achieved when individuals feel empowered, but what
happens if an employee does not want to be empowered? In global organizations it is
common to have a diversity of nationalities in the workforce. With this come different
perceptions of empowerment, which managers need to realize. For example, it is
possible that within a single work team, one employee may wish to have greater
flexibility and control over his or her own work, while another may prefer strict
2

procedures. Furthermore, it is important to acknowledge that employees at different
levels of an organization also might have diverged opinions of empowerment. Even
though many managers intend to create empowering working conditions, their
subordinates may perceive it as something completely different.
There have been several studies researching the cultural differences, in terms of values
and beliefs, between nationalities. However, there has been very little research focusing
specifically on employee empowerment from a multicultural perspective, in a single
firm setting. Due to its perceived benefits, empowerment has become very popular
within organizations. However, it might be much more difficult to practice
empowerment when the workforce is highly diversified in terms of nationalities, as they
probably value empowerment differently. Furthermore, the concept of empowerment
may also be perceived differently depending on the employee’s level in an organization.
This study will therefore investigate the potential existence of any relationship between
national culture and empowerment perception, as well as identifying different
perceptions in regard to employees’ formal organizational position.

1.3 PURPOSE
The purpose of this thesis is to examine how employee empowerment is perceived in a
multicultural company, by analyzing the perceptions of the employees from diverse
nationalities, and at different levels, in a single firm setting.

1.4 RESEARCH QUESTIONS
To approach the identified research problem and purpose of the study, the following
research questions have been designed:
RQ1:

How is the relationship between the perception of empowerment and
different national cultures?

RQ2:

How does the perception of empowerment diverge between the levels of a
multicultural organization?

RQ3:

How should employee empowerment be reinforced, in order to overcome
cultural and organizational differences between levels?

1.5 DELIMITATIONS
This thesis will use a single case company as a focus in order to investigate the
perceptions of empowerment in a multicultural environment. However, the study will
only include one of the Swedish offices of a global FMCG organization, as it would not be
scalable to take on the whole organization. This means that the analysis will be focused
on the identified problems at this specific office, and not the other subsidiaries of the
company. Furthermore, since this study is performed in a single firm setting, within a
restricted industry, the generalizability of the results is limited.
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1.6 REPORT STRUCTURE
The remaining of this report will be structured as follows:
Chapter 2: Theoretical framework
Chapter 2 addresses existing theory used as groundwork for the methodology and
analysis of this study. The chapter is divided in two main sections, namely
empowerment and culture. The first section describes the psychological and structural
perspectives of empowerment, while the second concept is divided into organizational
culture and national culture.
Chapter 3: Methodology
This chapter starts with a description of the scientific paradigm in which this research
has taken place. Thereafter the chosen methodology for the study is explained, along
with a description of the methods used for collecting data. The chapter is then finished
with a discussion of limitations of the research design and ethical principles.
Chapter 4: Results and analysis of interviews
Chapter 4 combines the empiric results and analysis of the interviews, conducted during
the research process. The chapter is divided into four identified problem areas, namely
perception of management, organizational structure, management and organizational
practices.
Chapter 5: Results and analysis of survey
Similarly to the previous passage, chapter 5 combines the empiric results and analysis of
the survey that was sent out to case company. This section is significantly shorter than
chapter 4, with the purpose of confirming the results obtained during the interview
analysis.
Chapter 6: Discussion and conclusion
This chapter starts with a summary of the results obtained in chapter 4 and 5. The
results are then compared and contrasted to the initial research questions, which were
specified in the introduction. The chapter finalizes with a discussion of limitations of this
study and recommendations for future research.
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2. THEORETICAL FRAMEWORK
Empowerment and culture are the two main concepts lying as base to this study. This
passage discusses the theoretical framework of empowerment and culture. Definitions
have been adapted and personalized to correspond to the main purpose and expectations
of the case company, but in accordance with relevant theory. At the end of each theoretical
concept, comes a critical evaluation of the existing knowledge.

2.1 EMPOWERMENT
Empowerment could be defined as the process of enhancing self-efficacy among
organizational members, through two main aspects. The first is by the use of managerial
and structural practices, such as delegation of power. The second aspect is concerned
with the psychological mindset, with a focus on motivational practices. The
psychological aspect can be further explained by four main factors that affect
individuals: meaning, competence, self-determination, and impact. The concept affects
individuals differently depending on the conditions of the surrounding environment.
The direct translation of empowerment is to give “power to” someone. Decentralization
and delegation of power are aspects normally discussed in the literature about the
empowerment notion. There are studies on management skills and leadership that state
that managerial and organizational effectiveness is a result of empowering subordinates
among other factors. Empowerment is presented as a concept that both improves
performance and work attitude. (Conger & Kanungo, 1988; Spreitzer, 1995b)
The concept of empowerment has been discussed in relation to its effects on workers
(Velthouse & Thomas, 1990). Empowerment can be viewed as motivational processes
for workers, where power and control are used as motivational belief states that are
internal to the individual. Power in this context refers to the need of self-determination,
where motivation is promoted by leaders who support autonomy, or personal selfefficacy (Conger & Kanungo, 1988).
A common misconception of the term has been that empowerment is something that a
manager does to his or her subordinates. Instead of solely depending on the manager,
empowerment should be defined in terms of fundamental beliefs and personal
orientations (Spreitzer, 1997). When an individual has a positive orientation towards
his or her own work role, it augments empowerment as a task motivation (Spreitzer,
1995b).
Even if people are comfortable with the notions of empowerment such as initiative, risk,
personal growth, and trust, some find it uncomfortable when thinking about these exact
aspects when managing others. This is due to the uncertainty of how much autonomy
subordinates can handle. In this manner, empowerment is discouraged by organizations
through organizational structures, and firm control systems that unintentionally or
intentionally send out a message of mistrust towards employees. According to Spreitzer
and Quinn (1997), there are three major barriers to empowerment that have been
identified in their research. These are a bureaucratic culture, multi-level conflict, and
personal time constrains. (Spreitzer & Quinn, 1997)
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A bureaucratic culture refers to the multiple layers of hierarchy that limit change. It is a
status quo that is kept due to strong tradition of top-down directives, lack of future
vision, short-term thinking, and poor support for change. This form of culture is often
supported by a reward system that reinforces the status quo. As to the multi-level
conflict, it refers to the conflicts between different areas (e.g. marketing, R&D, finance,
etc.) due to organizational structures that create strong divisions. Conflicts arise due to
the performance management system that turns people against each other for
promotions and raises. In this case employees are more worried in protecting
themselves than performing for the organization. (Spreitzer & Quinn, 1997)
Personal time constrains refers to the fact that some people are doing the job meant for
two or three people, creating means for an unbalance between time spent at work and
dedicated to family life. In such conditions, employees are not motivated to take new
initiatives at work. These barriers mentioned should be lowered by the managers in
order to empower people even if routinization and status quo is common in
organizations. (Spreitzer & Quinn, 1997)
According to Spreitzer and Quinn (1997), there is a top-down perspective, i.e. a more
structural and mechanistic view, and a bottom-up perspective, i.e. an organized and
psychological approach, to achieve empowerment. The integration of both approaches is
believed to be necessary for a successful implementation of empowerment. The topdown perspective, also known as structural empowerment, of an organization is about
delegation and accountability. It starts at the top where senior management develops a
clear vision, mission, and values. In addition, tasks, roles and rewards for employees are
clearly specified, responsibility delegated, and people held accountable for results.
(Spreitzer & Quinn, 1997)
The bottom-up perspective, also known as psychosocial empowerment, is when
managers believe in risk taking, personal growth, and change. Here empowerment is
seen as trusting people and tolerating their imperfections, preferring employees to ask
for forgiveness rather than permission. This approach emphasizes the importance of
allowing resolving differences to create a synergy. The bottom-up strategy for
empowerment is starting at the bottom by first understanding employee needs, model
empowered behavior, build teams for cooperative behavior, encouraging risk taking,
and trusting people to perform. (Spreitzer & Quinn, 1997)
Spreitzer and Quinn (1997) suggest four levels that can assist in the integration of topdown and bottom-up empowerment. These include having, firstly, a clear vision and
challenge, where highly empowered people understand the top management vision,
allowing them to work more autonomously toward the right direction. Secondly,
openness and teamwork, promoting a corporate culture that emphasizes the human
assets, allowing people to solve problems together and feeling that their ideas are
valued and taken seriously. Thirdly, discipline and control, where the organization
provides clear goals and lines of authority, allowing employees to know what they are
responsible for achieving, disabling uncertainty. Finally, support and a sense of security,
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which emphasizes that the system really wants to empower its employees through
social support from bosses, colleagues, and subordinates.
As there is many different aspects to consider related to empowerment, these are
represented individually under the psychological and structural perspectives that
compromise the whole concept.

2.1.1 PSYCHOLOGICAL EMPOWERMENT
Psychological empowerment corresponds to the bottom-up approach of empowerment.
In this perspective focus lies on the individual’s perception. Conger and Kanungo (1988)
were among the first researchers to describe empowerment as a motivational concept
of self-efficacy. Thomas and Velthouse (1990) decided to expand the concept, by
identifying four areas of task assessments for motivation as the basis for worker
empowerment. The four areas were refined by Spreitzer (1995a) as meaning,
competence, self-determination, and impact.
Meaning includes a match between the requirements of one’s work role and one’s own
believes, value and behaviors. It is the personal value dedicated towards one’s
professional work goal or purpose, based on an individual’s own ideas and standards
(Thomas & Velthouse, 1990). Competence is based on the belief that a human has
towards one’s own capability to perform a task. This has an effect on behaviors such as
the effort that is put into a task, persistence, interest and the level of difficulty of a goal
chosen for performance.
Self-determination is when an individual has the sense of choosing to initiate or regulate
actions. Self-determination considers the autonomy prevalent in the initiation and other
work behaviors. This could include autonomy like making decision about work methods,
work pace and effort dedicated. Impact is the extent to which a person can influence
outcomes of strategic, administrative, or operating activities at work. (Spreitzer, 1995a)
The four cognitions of psychological empowerment reflect an active orientation towards
one’s work role. Active orientation refers to the persons wishes to shape his or her work
role and context. Further, there are some assumptions made in the definition of
psychological empowerment. First, empowerment it a set of cognitions formed by the
work environment, and not a personality trait that can be used in various situations
(Thomas and Velthouse, 1990). Empowerment represents the continuous flow of
individuals’ perceptions about themselves in their work environment. Second, a person
can be more or less empowered, without necessarily being empowered or not. Third,
empowerment is specific to the domain of work being studied, and not a universal
construct intended for different situations and roles (Spreitzer, 1995a).

There are many studies made in motivational research, which could be connected to
psychological empowerment. One of the most influential names in business
management is Frederick Herzberg, who developed the “two factor theory”. He
argued that there is one set of factors that causes job satisfaction, i.e. motivation
factors, and one set of factors that could create job dissatisfaction if they are not
fulfilled, i.e. hygiene factors. The motivation factors include recognition,
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achievement and responsibility etc., while the hygiene factors involves e.g. salary,
work conditions and peer relations. Further, Herzberg believed that organizations
should motivate employees by improving the nature of the job through certain
methods. These included job enrichment, where the employees should be given a
wider range of challenging tasks in order to get a greater sense of achievement.
Moreover, he encouraged that employees should make their own decisions, i.e.
delegating power downward in the organization through empowerment. In other
words, Herzberg’s theories coincide well with the core of both psychological
empowerment, through the identification of motivation factors, and structural
empowerment, by cascading power (Herzberg et al., 1993). Structural
empowerment is discussed further in the next section.

2.1.2 STRUCTURAL EMPOWERMENT
The structural perspective of empowerment, previously mentioned as the top-down or
mechanistic perspective, focuses on the work practices and high performance work
systems (Spreitzer, 2008). The socio-structural perspective of empowerment is
integrated in the values and ideas of democracy. Power is believed to reside among the
citizens, within different people at different hierarchical levels of organizations,
including lower levels of the hierarchy (Prasad, 2001).
The term power within the structural perspective of empowerment reflects the formal
authority or control over the resources of an organization, and the ability to decide upon
factors relevant to an individual’s job or role. Empowered subordinates have the power
to influence decisions in their work domain. Workers at lower levels of an organization
hierarchy can be empowered when provided with an adequate environment where
opportunities, information, support and resources are offered. (Spreitzer, 2008)
Organizations stop short in acting like a real democracy where each person has an
equivalent vote within a system, and majority rules (Eylon, 1998). The idea of sharing
power among managers and their subordinates is the essence of the structural
perspective of empowerment, where the purpose is to cascade relevant decisionmaking power down to the lower levels of the hierarchy through delegation of
responsibility. An organization can shift away from a top-down control system by
changing policies, processes, practices, and structures. Further, it can also shift by
supporting involvement practices of employees where information, power, knowledge
and rewards are shared throughout the whole hierarchy. For instance, management can
adapt practices in order to enable subordinates to make their own decisions concerning
a service problem, and thus allowing them to shine and positively surprise customers
without having to wait for the managers’ approval. (Spreitzer, 2008)
There are some practices that indicate high involvement or a self-managing system. One
practice is participative decision-making, where teams and employees have input and
influence over strategic decisions of a higher level, and can decide upon routine day-today decisions involving their own job. Having a skill/knowledge based pay is another
practice that indicates high involvement, as employees share the success of the
organization and are rewarded for improvement of their own skills and knowledge. A
third practice is open flow of information, where goals, responsibilities, strategic
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direction, competitive intelligence, financial performance in cost, productivity, and
quality are communicated downwards in the organization. This also includes the
communication upwards concerning the employee attitudes, and improvement ideas.
The aim is to foster transparency for alignment of employee performance and the way it
affects the firm’s performance. Information enables subordinated to work smarter and
make improved decisions. (Spreitzer, 2008)
Flat organizational structures are usually empowered environments, as they are more
decentralized and there is a wider span of control, with more employees per manager
(Spreitzer, 1996). In this way it becomes harder to micro-manage when there are many
people to manage (Spreitzer, 1997). Further, training is an educational effort that allows
employees to build knowledge and skills, on not only the personal level concerning one’s
role, but the whole organization (i.e. skills and economics). It is the interaction and
reinforcement of these practices together that have a significant impact on
empowerment, and not individual practices (MacDuffie, 1995; Spreitzer, 2008).
Having access to the right tools and having the ability to act quickly makes it possible to
achieve more, and to pass on more information to one’s subordinates. When a manager
is seen as influential upwards and downwards by his or her employees, these
subordinates have a higher morale and become less critical or negative towards their
boss. Managers who are more powerful are more probable to delegate responsibility
since they are busy and do not have time to do it themselves. Further, they are also more
likely to reward talent, and build teams by placing subordinates in significant positions.
Upper management gets more free time for strategic and innovational thinking when
sharing the decision making power with subordinates. (Spreitzer, 2008; Kanter, 1979)
Analyses of organizational power and control have showed that organizational
effectiveness increases with superiors sharing of power and control with subordinates
(Conger & Kanungo, 1988). Reversely, organizations that treat empowerment as a static
concept that can be settled in a short training program will not achieve a sustainable
process of empowerment. Moreover, companies that do not offer a full and fair
interaction among employees are not empowering. (Eylon, 1998)
Empowerment research has mostly been conducted on the unit and firm level
(MacDuffie, 1995). Studies show that practices where high involvement is encouraged,
such as sharing power and communication, usually have positive organizational results.
In an environment of high involvement practices, the quality of employee work life is
improved along with the quality of goods produced, productivity and services, and
reduction of turnover. Similar results have also been shown from studies of work
systems that enforce employee involvement, job security on a long-term basis, and
flexibility of work hours (Spreitzer, 2008).
Innovative human resource practices in an organization are prone to meliorate
economic performance when three conditions are met. First, when employees possess
knowledge and skills that managers lack. Second, when employees have this knowledge
and are motivated to use their skills through effort. And third, when the firm’s business
or production strategy can be accomplished when employees do their effort. (MacDuffie,
1995)
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In all, the structural perspective of empowerment focuses on the organizational
perspective, not considering the nature experienced by the employees. Hence, both the
psychological and structural perspectives are needed to understand empowerment as a
whole. (Quinn & Spreitzer, 1997; Spreitzer, 2008)

2.1.3 LEADERSHIP AND EMPOWERMENT
Leadership is a topic that has been researched in relation to empowerment, as the
structural perspective of empowerment includes the entire organizational structure
integrating communication and delegation of power. Some leadership characteristics
seem to more or less favor empowerment. Existing literature within empowerment is
often connected to transformational leadership. This is a phenomenon influencing
changes in attitudes, assumptions of employees in a company, and establishing a
common commitment considering the organization’s mission, vision, values, goals, and
strategies. (Yukl, 1989)
Shared leadership responsibility and subordinate empowerment is more effective, but it
unlikely to happen if subordinates expect full command from their managers. Effective
managers are characterized by their degree of empowerment of subordinates (Yukl,
1989). Further, transformational leaders create more social identification within their
teams, empowering their subordinates (Spreitzer, 1995).
Transformational leaders are said to transform their followers’ aspirations, identities,
and values, in order for them to reach their full potential. Inspiring their followers to be
committed to the organization, as well as building a team spirit through enthusiasm,
challenges and integrity, often characterizes transformational leaders. Empowerment is
used as a central mechanism for transformational leadership (Avolio et al, 2004).
Furthermore, transformational leadership is often seen in culture literature as well.
Transformational leaders work by first understanding the organizational culture, and
thereafter modifying it with new visions, in order to move the organization toward a
desirable direction (Bass & Avolio, 1993).

2.1.4 CRITICISM OF EMPOWERMENT
Even though empowerment usually is being portrayed as a very positive phenomenon in
research, it is sometimes criticized from different perspectives. One negative aspect of
empowerment practices is that it presents a moral hazard for managers, where the role
of the individual manager is reduced. Moreover, the quality of the work done by the
manager is seen as inferior to the work accomplished under hierarchical control. This is
due to the fact that control of the manager is lost when power is shared to empower
employees (Pfeffer et al., 1998). However, this could be avoided through setting clear
boundaries, building trusting relationships that discourages operation upon solely selfinterest, and measuring and rewarding key performance targets to make sure that
personal and company goals are aligned. (Spreitzer, 2008; Spreitzer & Mishra, 1997)
There is a risk with giving employees greater work autonomy, and responsibility of his
or her job. Overconfidence in one’s work role might cause misjudgments from the
subordinates’ side (Conger & Kanungo, 1988). Being creative and innovative bears a risk
with it. The risk is increased when workers lack the adequate expertise or become
arrogant, making delegation of tasks difficult for the manager, if employees do not
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report of their progress or are not open to feedback (Management Studyguide, 2013).
Empowerment can also be regarded as negative depending on the culture it is
introduced in. Spreitzer (1997) informs that cultural values can affect how people
perceive empowerment. Culture is discussed further in the following section.

2.2 CULTURE
Culture can be defined as the common set of values and customs that distinguish one
group from another. Culture is learned from one’s social environment and is not innate.
Hofstede (2005) argues that culture should be separated from the human nature and
individual personality. Human nature reflects the feelings all human beings have in
common and is inherited within ones genes. These traits are common in our
psychological functioning, where humans can feel fear, anger, love, sadness, shame,
associations, etc. How one activates these feelings is however modified by culture. The
individual personality is the unique mind setting an individual has based on traits that
are partly inherited from genes and partly learned. The boundaries between culture,
human nature and personality depend on the culture in question (Hofstede, 2005).
Figure 1 illustrates Hofstede’s model of the three levels of uniqueness in human culture.

Specific to
individual

Specific to group
or category

Universal

Individual
personality

Culture

Human nature

Inherited and
learned

Learned

Inherited

Figure 1: Three levels of uniqueness in human culture
(Hofstede, 2005)

Every person brings with her a set of values that make up the culture. However, it is
very common for people to belong to several groups or categories, which means that
they are part of different levels of culture. Two of the key levels of culture are the
national level and the organizational level (Hofstede, 2005), both of which have been
defined in numerous different ways. Schein (2010) defined organizational culture as a
system of shared values that distinguish organizations from each other (Schein 2010;
Jung et al., 2008). National culture on the other hand, is usually synonymous with what
we term “culture” in every-day language. In other word, cultural differences are
typically interpreted as national differences, and include distinctions in e.g. language,
climate and religion. However, differences in norms and values between countries are
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what truly distinguish one nation from another (Jung et al., 2008). Following sections
will describe organizational and national culture in more detail.

2.2.1 ORGANIZATIONAL CULTURE
In short, organizational culture is described as the commonly used language and
terminology, as well as shared values and history, in an organization (House et al.,
2004). Edgar Schein is extensively recognized for his research within organizational
culture. He is best known for his model with three levels of culture within an
organization, which encompasses artifacts, espoused values and basic assumptions.
According to Schein, culture can be analyzed along these three levels, and each level has
a different degree of visibility for the observer (Schein, 2010). Figure 2 illustrates
Schein’s organizational culture model.

Artifacts
Espoused
values
Basic
assumptions

Figure 2: Schein’s levels of organizational culture

Artifacts refer to the phenomena that an individual can see, hear and feel. It includes
symbols, logos, clothing, language, observable rituals, myths and stories told about the
organization etc. Espoused values are the shared values and beliefs in an organization,
which includes e.g. strategies, goals and policies of the company. The espoused values
can be described as the rule set which determine how members represent the
organization. The basic assumptions on the other hand are the underlying and usually
unconscious values, which determine behaviors, perceptions, thoughts and feelings. The
basic assumptions have typically evolved for such a long period of time that they are
now taken for granted. (Schein, 2010)

2.2.2 NATIONAL CULTURE
The phenomenon “nation” is a relatively new concept in human history. Nations could
be described as political entities, created by mankind, into which all people in the world
are divided. Passports are used for identification of a person’s nationality. Nations
should not be confused with societies, which are organically developed social
organizations. Nations have created a strong sense of culture, as they have a dedicated
national language, political systems, certain types of businesses and industries in which
they excel. Even though globalization has led to less homogeneity within nations,
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citizens belonging to the same country are still quite uniform in terms of values.
(Hofstede, 2005)
2.2.2.1 H OFSTEDE ’ S CULTURAL DIMENSIONS
Geert Hofstede is one of the pioneers within cultural research, especially within national
culture. He conducted one of the most comprehensive studies ever, regarding how
employees’ values at work are influenced by culture. Between 1963 and 1973, Hofstede
collected data from IBM employees, covering more than 70 countries. Analyzing the
results, Hofstede found four clusters of values into which the countries could be
categorized and distinguished. These four clusters became Hofstede’s dimensions of
national culture, and encompassed Power Distance (PDI), Individualism versus
Collectivism (IDV), Masculinity versus Femininity (MAS) and Uncertainty Avoidance
(UAI). A fifth dimension was added almost 20 years later, after research by Michael
Minkov, which was labeled Long-Term Orientation (LTO) (Hofstede, 2013). However,
these dimensions will not be described in further detail in this thesis, as they are not as
relevant as more recent studies. Instead they will serve as historical background for the
cultural dimensions mentioned in section 2.2.2.2 below.
Hofstede’s work is one of the most widely used studies among researchers and
practitioners in modern time. At his time he was revolutionary within the cultural
research, which made many scholars turn their attention towards cross-cultural
management (Søndergaard, 1994; Jones 2007). However, many researchers have also
criticized Hofstede over the years. One of the biggest arguments against Hofstede’s work
is the fact that he used a single company, i.e. IBM, to explore the cultural dimensions.
The antagonists claim that it is impossible to apply the results from one company to
entire countries. Another argument against Hofstede is that his findings are outdated,
especially in today’s changing environment and globalization (Jones, 2007).
Other critique towards Hofstede’s research concerns the scales and cultural dimensions
used. During his study, Hofstede did not distinguish between cultural practices and
cultural values. Practices refer to how things actually are, whereas values indicate how
things should be according to the person under study. Hofstede argues that values are
the invisible part of culture, and is exhibited through cultural practices, by the use of
symbols, heroes and rituals. In other words, he believes that values drive practices. In
Hofstede’s research, it is assumed that knowing the values in a culture will reveal what
actually happens in the culture. However, this assumption has been criticized by more
recent researchers, which argue that culture consists of more than just values (Javidan
et al., 2006). And this is part of the reason of why the GLOBE study was initiated.
2.2.2.2 G LOBE ’ S DIMENSIONS OF CULTURE
The GLOBE (Global Leadership and Organizational Behavior Effectiveness) study is a
long-term research program conducted by 170 scholars between 1994 and 2004, with
the purpose of increasing the knowledge relevant to cross-cultural science and to study
the effects of cultural variables on leadership in 62 different countries. They researched
more than 17,000 middle managers in three different industries, as opposed to
Hofstede’s single-firm study at IBM. However, GLOBE used the research of Hofstede as a
basis for their own study, in order to create six out of nine cultural dimensions. Similar
to Hofstede, the cultural dimensions are used as measurement units for differentiating
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attributes of societal and organizational cultures (House et al., 2004). Following
subsections summarizes the nine GLOBE dimensions.
Power Distance

The power distance is directly derived from Hofstede’s PDI dimension, and refers to the
degree to which members of a society or an organization expect and accept that unequal
distributed power (House et al., 2004). Low power distance nations are characterized by
the belief of independency, and the conviction that all members are equal. High power
distance nations, on the other hand, tolerate inequality better and relies more on
guidance from superiors (Hofstede, 2005; Jung, 2008).
Collectivism I: Institutional Collectivism

Institutional collectivism reflects the extent to which individuals of a society or an
organization encourage and reward collective distribution of recourse and collective
action, as opposed to acting individually. High scores suggest a high interdependence
between the members of the organization and loyalty is encouraged. Low scores on the
other hand imply independent members and encourage individual goals. This dimension
reflects Hofstede’s IDV measurement, together with Collectivism II, which is discussed
below. (House et al. 2004)
Collectivism II: In-Group Collectivism

Together with institutional collectivism, in-group collectivism reflects the IDV
dimension originally created by Hofstede. In-group collectivism refers to the degree to
which members of a society or an organization express pride, loyalty and cohesiveness
in their organizations or families. High score cultures generally value duties and
obligations, whereas personal needs are valued in low score cultures. (House et al.
2004)
Gender Egalitarianism

Similar to the collectivism dimensions, GLOBE divided Hofstede’s MAS measurement
into two sub-dimensions, namely gender egalitarianism and assertiveness (see below).
Gender egalitarianism is the degree to which a society minimizes differences in gender.
Low scores generally indicate unequal favoring for men. (House et al. 2004)
Assertiveness

Assertiveness is the second dimension derived from Hofstede’s measurement for
masculinity and is the extent to which individuals of a society or an organization are
assertive, confrontational and aggressive in social relationship. High scores usually
denote competition and control, whereas low scores value harmony and cooperation.
(House et al. 2004)
Uncertainty Avoidance

Uncertainty avoidance originated from Hofstede’s UAI dimension and refers to the
extent, to which members of a society or an organization strive to avoid uncertainty by
relying on established social norms and practices (House et al. 2004). Low uncertainty
avoidance nations are characterized by a higher tolerance for diversity, encouragement
of innovation, ambiguity in structure and less standardization. Members of high
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uncertainty avoidance cultures on the other hand, tend to follow routines and maintain
more rigid codes of behaviors (Hofstede, 2005; Jung, 2008).
Future Orientation

Despite the name, future orientation is not connected to the long-term orientation
dimension by Hofstede. Future orientation is the degree to which individuals of a society
or an organization engage future-oriented behaviors, such as planning, investigating and
delaying gratification. Low scores generally mean that individuals are spontaneous and
have shorter strategic orientation, whereas highly future oriented members emphasize
long-term success and tend to have more flexible organizations. (House et al. 2004)
Performance Orientation

Performance orientation refers to the degree to which members of a society or an
organization encourages and reward group members for performance improvement,
innovation and excellence. High scores generally value results more than people, as well
as competition and development. Low scores on the other hand value relationships,
loyalty and harmony. (House et al. 2004)
Humane Orientation

Human orientation is the degree to which a society or an organization rewards its
members for being fair, caring and generous to others. Low scores usually indicate that
members prioritize one’s own self-interest, whereas high score value other people’s
interests. (House et al., 2004)
2.2.2.3 C ULTURAL PRACTICES AND VALUES
One of the main criticisms against Hofstede was that he did not differentiate between
cultural values and practices, as mentioned earlier. This critique was addressed in the
GLOBE study, in the sense that they used two cultural scales for every dimension to
measure both values (labeled “should be”) and practices (labeled “as is”). After assessing
Hofstede’s research, GLOBE states that Hofstede’s PDI dimension corresponds to their
cultural practices scales on power distance. Similarly, the UAI dimension from Hofstede
matches the cultural values scales of uncertainty avoidance from GLOBE. As for
Hofstede’s IDV scale, it is negatively correlated to the cultural values score of the
institutional collectivism dimension by GLOBE, as well as negatively correlated to the
practices measure of in-group collectivism. Finally, Hofstede’s MAS dimension served at
the basis for the creating of GLOBE’s measures on assertiveness and gender
egalitarianism, but is only somewhat correlated to the GLOBE’s assertiveness cultural
practices. (House et al., 2004)
GLOBE’s distinction between cultural values and practices was incorporated in order to
address Schein’s (2010) organizational culture concepts of artifacts and espoused
values. Artifacts reflect GLOBE’s cultural practices, i.e. the “as is” in the culture, whereas
espoused values corresponds to the cultural values, which is the “should be” score.
Distinguishing between practices and values is considered to be one of the main
strengths of the GLOBE research, apart from being more recent than the Hofstede study
(Terlutter et al., 2006; Shi and Wang, 2010). Furthermore, the reliability and validity of
the GLOBE study is strengthened by the use of multi-method approaches, significantly
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more items in their questionnaires, as well as extensively describing the methodology,
as opposed to Hofstede (Javidan et al., 2006; Terlutter et al., 2006). However, one of the
bigger weaknesses of the GLOBE study is its relatively small samples, with an average of
only 250 subjects per culture (Terlutter et al., 2006).

2.2.3 ORGANIZATIONAL CULTURE NESTED INTO NATIONAL CULTURE
Evidently, culture is a very ambiguous term with many different interpretations.
Organizational culture and national culture are just a few dimensions. However, they are
not independent from one another. In fact, many researchers have shown that
organizational culture is heavily influenced by national culture (House et al., 2004; Jung
et al., 2008; Naor et al., 2010). There are several explanations for this. One of the more
straightforward reasons is the fact that most people spend the majority of their life in
one single culture, i.e. the individual’s native country. Therefore there is a high
probability that the norms and behavioral expectations of that culture will influence the
organizations functioning there (House et al., 2004). In other words, organizational
culture is nested into national culture. Furthermore, the founders or the corporate office
of an organization generally have a strong influence on the managerial practices and
policies. This should go for organizational culture as well. However, if the founders or
corporate office originates from another culture than the society in which the
organization operates, the national culture may influence the organizational culture
more. This factor may be very important for multinational companies to realize, when
decentralizing their operations in different international settings (Jung et al., 2008;
House et al., 2004).
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3. METHODOLOGY
This passage includes descriptions of the chosen scientific paradigm, methodology and
methods, along with identified limitations, for this study. The chapter is then concluded
with a discussion about ethical aspects that could arise during a scientific research.

3.1 SCIENTIFIC PARADIGM
The research questions for this master’s degree study were examined trough gaining
understanding of how the employees perceive empowerment, both from a cultural and a
organizational level perspective. This study therefore leant towards the interpretative
side of the continuum of scientific paradigms. The aim with interpretivism is to describe,
translate and understand social phenomena. This kind of paradigm is based on the belief
that reality is subjective; i.e. cannot be separated from the perception of the researcher.
Results from an interpretative research thus reflect the researcher’s interpretation of
what has been studied. However, the study left space for positivistic reasoning in this
research as well, in order to apply the in-depth knowledge to a wider scale. Positivistic
research, as opposed to interpretivism, sees the reality as independent from
researcher’s view and the goal is to discover theories based on empirical research.
Through assuming that reality is objective and singular, the research object is being
separated from the researcher and free from bias values. (Collis & Hussey, 2009)
The methodology, i.e. the overall approach, for this master thesis was to deploy a case
study, which is commonly associated with the interpretive paradigm. Further, a series of
interviews and a survey were used as the main methods for collection of data.
Interviews are often related to interpretivism as they are used to gather qualitative data,
while surveys are mostly connected to the positivistic paradigm, as they are usually
used for collecting quantitative data. Surveys can however be used in interpretive
studies as well, in order to get better insights. Furthermore, secondary data in terms of
scientific journals etc. was also important when creating interview and survey
questions. Using multiple research methods or sources of data, i.e. triangulation, allows
examination of a phenomenon from different perspectives (Gable, 1994).
Further, the combining of quantitative and qualitative evidence may be synergistic
during research. Quantitative results can show relationships and keep researchers from
having to interpret vivid, but false impressions in qualitative data. Using quantitative
data may also strengthen and confirm findings of qualitative results. Qualitative data is
relevant when understanding the logic underlying relationships, and may suggest
theory that can be enforced by quantitative aid. In addition, the use of multiple
investigators builds confidence in the findings and increases the probability of
surprising findings (Eisenhardt, 1989).
The following sections will explain the methodology and research methods used in this
study in more detail.

3.2 CASE STUDY
As mentioned, the methodology for this master’s thesis was a case study. A case study is
an empirical inquiry that examines a current phenomenon within its real-life setting,
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particularly when the boundaries between the phenomenon and its context are not
clearly evident. Case studies are often used to obtain in-depth knowledge through a
variety of methods (Collis & Hussey, 2009). As previously mentioned, the preliminary
methods used to research the case company were a series of interviews and a survey,
which will be further discussed in subsequent sections.
As mentioned earlier, the case company of this study is an office of a fast growing
medium sized FMCG company located in Sweden. The company has approximately 500
employees with over 30 different nationalities. The many nationalities prevalent in the
organization made the company an adequate case study for this thesis, as it made it
possible to explore the multicultural perspective of empowerment. Case studies suit
research that pose “how” and “why” questions. A case study was a logical choice for this
thesis, as the research questions concerned how the interpretation of empowerment is
perceived from a multicultural and organizational level perspective, and to find out why
in order to come up with an appropriate strategy for overcoming any differences. (Yin,
2003)
The case study strived to generalize results to a broader theory. This was achieved
through a so-called single-case embedded study. A single-case study means that there is
only one experiment under observation. As for this study, it is observing the employees’
perceptions at a single company. Yin (2003) argues that there are five rationales in
which a single-case study can be applied, namely critical, unique, typical, revelatory or
longitudinal. This thesis was applied in a typical, or representative case environment,
which aims to capture the circumstances and conditions of an everyday or
commonplace situation. Further, this study is an embedded case, which is a case that
includes several units of analysis. As this case study researched empowerment from a
multicultural perspective, it was necessary to examine aspects such as managerial
practices, organizational structures, and the individual employee. In other words, the
organization as a whole and its individuals were the subunits that constituted the
embedded single-case study. (Yin, 2003)

3.3 INTERVIEWS
To reach an in-depth understanding, a series of semi-structured interviews were
conducted at the case company. Semi-structured interviews include questions that are
prepared in advance, along with the possibility for adding follow-up questions during
the interview. These sorts of interviews are mostly used to obtain a deeper
understanding (Collis & Hussey, 2009). Being flexible during the interviews was
necessary in this study, since different individuals at the case company could have
various understandings or opinions regarding the concept of empowerment, which
would steer the interviews towards different directions. On the other hand, it was
necessary to have some structure in the interviews as well. Using pre-prepared
questions made it possible to find patterns among the data generated from the
interviews, and thus made it easier to draw conclusions at the end.
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3.3.1 SAMPLING AND CATEGORIES
As the time frame for this study was limited, it was unrealistic to believe that all 500
employees at the case company could be interviewed during the research process. It
was also unlikely that all employees would be willing, or have the time, to go through an
interview. Instead, a sample of 21 employees were asked to participate in the process, as
this would correspond to approximately one interview per day during the planned
interview period. The sample was collected by creating different categories, from which
the interviewees were picked. As the purpose of this thesis was to examine the
employees’ perceptions of empowerment based on both national culture and
organizational level, it was important to have a both aspects in each category for the
sampling. Therefore multistage sampling was used, which means that the population is
first divided into different clusters based on some characteristics, after which the
clusters are split a second time based on another feature (Collis & Hussey, 2009). In this
case, the first division was based on nationality and the second on organizational level in
the company.
Knowing approximately how many individuals that would be interviewed, four
categories of nationalities were chosen, which would be able to encompass further
division in the second stage of the sampling. As discussed in the literature review, there
are many dimensions of national culture. However, one cannot assume that adjacent
nations have the same social and organizational values and practices, which is evident
when comparing different country scores in Hofstede’s research or in the GLOBE
studies. The countries belonging to a category were therefore not based on geographic
closeness, but rather on their scores in different dimensions of national culture. As
GLOBE is the more recent study, compared to e.g. Hofstede, their scores served as a base
when constructing the categories. Taking the purpose and research questions of this
thesis into consideration, some of the culture dimensions suggested by GLOBE were not
deemed relevant for the scope of this study. Thus, six out of nine dimensions were
chosen to serve as a foundation for the categories; Power Distance, Institutional
Collectivism, Uncertainty Avoidance, Assertiveness, Future Orientation and Performance
Orientation. Table 1 includes the definitions of each dimension, as well as the reason for
its inclusion in this study.
Cultural Dimension
Power Distance

Definition

Relevance to this study

“The extent to which a
community accepts and
endorses authority, power
differences, and status
privileges.” (p. 513)

Institutional Collectivism

“The degree to which

Closely connected to authority
and power, which is important
when investigating the
structural perspective of
empowerment, in terms of
delegation etc.
Investigates the relationship
between independence and
collectivism, which could
suggest the degree to which
an individual wishes to be
empowered.

Uncertainty Avoidance

organizational and societal
institutional practices
encourage and reward
collective distribution of
resources and collective
action.” (p. 30)
“The extent to which a society,
organization, or group relies
on social norms, rules, and

High values in uncertainty
avoidance suggest greater
reliance on rules. This could
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procedures to alleviate the
unpredictability of future
events.” (p. 30)

Assertiveness

Future Orientation

Performance Orientation

“The degree to which
individuals are assertive,
confrontational, and
aggressive in their
relationships with others.” (p.
30)
“The degree to which a
collectivity encourages and
rewards future-oriented
behaviors such as planning
and delaying gratification.” (p.
282)

“The extent to which a

community encourages and
rewards innovation, high
standards, excellence, and
performance improvement.”
(p. 30)

mean greater faith in
bureaucracy and less favoring
for flexibility and
independence in one’s work
role, which are all important
factors of structural
empowerment.
The relationship between
employees and/or managers
has a significant influence on
empowerment; negative
bonds could mean discomfort
at work etc.
Strongly connected to
psychological health, where
high scores in future
orientation tends to have
more motivated employees
and more flexible managers.
Wellness, motivation and
flexibility are all important
parts of empowerment.
Low scores on performance
orientations suggest that
managers reward their
employees to a lesser degree,
which could have a negative
impact on the motivation and
sense of empowerment. It is
also related to training and
development of people.

Table 1: Cultural dimensions
- The cultural dimensions serving as foundation for the interviewee categories. All definitions are
derived from the GLOBE Study of 62 Societies (House et. al, 2004).

As discussed in the literature review, the GLOBE study had two sets of scores for each
country, namely practices (“as is”) and values (“should be”). For this thesis, only the
practices scores were used when creating categories, as these scores portray the actual
situation in each country. Since the interviewees’ backgrounds were very important for
this study, the practices were more relevant, as these are the circumstances where
individuals actually grow up and work in. Practices scores from a total of 28 countries
were used as input for creating categories for this study, as they were the only nations
that the GLOBE study had measured, compared with the existing nationalities at the case
company. Since six dimensions were used as input, a function called clusterdata in the
MATLAB program was used to calculate categories. The purpose with the function is to
agglomerate clusters based on a given matrix with data. Clusterdata creates clusters by
calculating distances between the data items, by using e.g. Euclidean distance or
correlation (MathWorks, 2013).
For the purposes of this study, Euclidean distance was used to calculate the categories. It
is the geometric distance in a multidimensional space. Furthermore, the advantage of
Euclidean distance is that distances between existing items are not affected by adding
new objects to the data set (Hill & Lewicki, 2006). Table 2 displays the outcome of the
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clusterdata function, using Euclidean distance. However, due to a limited amount of
employees in the category 2, Ukraine was added to the group as well. This was due to its
many behavioral similarities with Russia, which was recommended by a consultant at
the case company, who had a main focus on culture studies. Ukraine was not part of the
GLOBE study, nor the research of Hofstede.
Category 1
Spain
Iran
Thailand
Turkey
Colombia
France
Poland
Brazil
Slovenia
Mexico

Category 2
Hungary
Italy
Greece
Venezuela
Russia
Ukraine

Category 3
Ireland
UK
Australia
USA
South Africa
South Korea
Hong Kong
India
China

Category 4
Sweden
Switzerland
Germany
Netherlands

Table 2: Stage 1 of multistage sampling for interviews
- Four nationality categories, calculated with clusterdata (MATLAB).

The second part of the multistage sampling meant dividing the four nationality
categories further. Since approximately 20 to 25 interviews were planned, each category
was divided into three parts, which created twelve subgroups. These subgroups
reflected the organizational level, as this was also part of the research questions of this
thesis. Table 3 shows the main organizational levels of the case company, divided into
three categories: Top management, Lower management and Subordinates. The two first
categories aggregated several levels of manager positions, while the latter encompassed
subordinates only. The basic requirement for the manager categories was responsibility
of staff. If a manager did not have people responsibility, he or she would be placed in the
subordinate category, no matter the title.
Top management
CEO
Executive Vice President
Senior Vice President
Vice President

Lower Management
Senior Director
Director
Senior Manager
Manager

Subordinates

Table 3: Stage 2 of multistage sampling for interviews
- Three categories for organizational levels.

In the end, all four of the nationality categories encompassed three organizational levels.
After deciding on the sampling categories, the interviewees were invited through
assistance from the Human Resources (HR) department at the case company. It was not
possible to do a completely random selection of interview objects, as the scope of some
of the subcategories was very limited. However, the interviewees were objectively
chosen from a list of all employees at the case company, with no individual favoring by
HR. Since twelve subgroups were designed and it was already decided that 20 to 25
interviews would be scheduled, it was suitable to have two individuals from each
subcategory. This meant that a total of 24 interviews would have been conducted.
However, due to the limited amount of top managers in the company, it was not possible
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to interview two top managers from each category. Only category four had two possible
top managers, which meant that there were a total of 21 potential interviewees in the
end. The interviewees were categorized based on country of birth, which also
corresponded to the country they had lived in the longest period of time in their life. The
potential interview objects were all invited via email, where the purpose of the
interview was explained. All of the 21 interviewees accepted the invite, after which they
received a copy of the predesigned questions, in order to prepare for the interview. A
list of the interviewees, divided into categories, can be found in table A3 in Appendix A.

3.3.2 INTERVIEW QUESTIONS
The questions for the interviews were mostly based on relevant theory from similar
studies within empowerment and cultural research, which was reviewed in the
theoretical framework of this study. Questions regarding the psychological aspect of
empowerment, e.g. meaning, competence, self-determination and impact were derived
from items constructed by Spreitzer (1995a). Spreitzer (1995b) was the source of
inspiration for questions regarding the structural perspective, which included
information flows and support from the management, as well as visibility of the top
management. Furthermore, questions regarding the organizational structure and goals
were inspired by the work of Quinn and Spreitzer (1997).
It was also important to take the multicultural aspect into consideration, in order to
answer the research question regarding national culture of this study. As culture is
learned from one’s social environment and not inherited, it was necessary to use
different aspects when investigating the backgrounds of the interviewees. Thus, each
interviewee got to answer questions regarding their birth country, main place of
upbringing and current citizenships, as there are people who have a multicultural
background, having lived in different countries. In this manner it was possible to see if
there existed any patterns depending on the social environment where the individual
has been brought up or experienced for a greater period of time.
Additionally, there were some differences in the set of questions intended for the
subordinates and the managers, in order to investigate if there were any differences
between the subordinates’ perceptions of empowerment, as opposed to the managers’
values and managerial practices of empowerment. This was necessary in order to
answer the second research question of this thesis, regarding possible differences
between perceptions of empowerment depending on the employee’s level in the case
company. By separating subordinates and managers, it was possible to explore the
influences of leadership on empowerment seen from two perspectives, as well as
examining the structural empowerment angle through questions concerning e.g. work
delegation. However, the managers who were interviewed in this study were also
treated as subordinates, as they also have a superior in the organization that they report
to. This meant that managers got the same set of questions as the subordinates, but with
a couple of added questions regarding their own leadership style and empowerment
efforts in their teams. The complete set of questions for the interviews can be found in
Appendix B.
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3.3.3 APPROACH
The interviews were conducted face-to-face, with one interviewee and two interviewers.
Having two interviewers was helpful as one interviewer could handle the questions and
interaction with the respondent, while the other interviewer took notes of e.g. nuances,
interruptions and gestures (Collis & Hussey, 2009). All interviews, apart from one, was
recorded after granted permission from the interviewee, and transcribed afterwards.
This decreased the risk of misunderstandings and corruption of the material, compared
to only taking notes during an interview. A copy of the transcription was also sent to the
respondent after completion, to see if he or she wished to change something. This
increased the validity of the data. To decrease the risk for the answers being biased,
every interview was anonymous, which allowed the interviewees to feel more
comfortable to give honest answers.

3.3.4 ANALYZING THE RESULTS
The results from the interviews were analyzed by identifying patterns. The results were
first divided into different problem areas, which were found especially important during
the interviews. These areas concerned perception of empowerment, organizational
structure, management and organizational practices. In order to find patterns, the
problem areas were analyzed from each one of the four culture categories that were
defined in the beginning. The GLOBE dimensions mentioned in section 3.3.1 were used
to make connections between certain beliefs and national culture of the respondent.
This approach made it possible to answer the first research questions of this thesis. That
is, identify similarities and differences of empowerment perception between national
cultures. As for the second research question, i.e. the differences in perceptions between
organizational levels, the respondents’ positions were taken into account when
comparing and contrasting their beliefs and values.
Furthermore, every problem area was explored in order to find the current situation
and to provide suggestions for improvement. This meant that the results were first
probed as to find the employees’ perceptions of the current situation, i.e. the cultural
(“as is”) practices at the case company. The interview material was then analyzed in
order to identify the cultural (“should be”) values at the case company, i.e. what changes
the employees wished for to happen along with any suggestions for improvements they
might have had. This made it possible to answer the final research question of the study
considering how employee empowerment can be reinforced to overcome cultural and
organizational differences between levels. Figure 3, below, illustrates the approach for
the analysis.
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Figure 3: Approach for analysis of interview results

3.4 SURVEY
The purpose of this thesis was to collect and analyze data in a multicultural work
environment, which could indicate if employees at different positions, from different
cultural backgrounds, had diverse perceptions of empowerment. While the interviews
were used to acquire an in-depth, qualitative, understanding of the perceptions of
selected individuals, the survey was conducted to reach a more general understanding,
by collecting quantitative data. Interviewing just one manager from category four, for
example, may not have represented the opinions of the rest of the managers from the
same category. That is why a survey was important; as it could better represent the
opinion of the whole population. Further, the survey was also used to confirm or reject
the results obtained during the interviews. This in turn would add to a generalization of
results. Moreover, using a survey makes it easier for future researchers to repeat this
study, with the provision of the survey questionnaire. Using multiple methods like this
shows that results are not dependent on a specific method (Gable, 1994).

3.4.1 SURVEY QUESTIONS
The empowerment questions for the surveys were, like the interviews, based mostly on
relevant literature and were then agreed upon in cooperation with the supervisors at
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the case company. Questions concerning nationality and upbringing were also of
interest, to address the multicultural aspect. Many of the questions were designed based
on areas of interest discovered during the semi-structured interviews, which were
conducted before the survey was finalized. The questionnaire was similar to the
interview questions, in order to facilitate interpretation and comparison of the results,
and to find patterns easier. The survey questions related to culture were similar, or
sometimes identical, to the questions included in the GLOBE study (House et al., 2004),
where the questions were separated into practices (“as is”), i.e. when respondents
answered based on reality, and values (“should be”), which reflected what employees
would like it to be like. Also, Hofstede’s (2005) national culture theory questions, as well
as a confidential engagement study previously done at the case company, were used to
set some of the remaining culture questions.
Inspiration for the survey questions was also obtained from the items used by Spreitzer
(1995a) to measure empowerment in the areas meaning, competence, selfdetermination, and impact. In addition, Spreitzer’s work (1995b) has been used to
develop questions where the social structural items were included in the survey to
collect data from employees about sociopolitical support, access to strategic
information, access to resources, and unit culture. Questions regarding management
were derived from the Empowering Leadership Questionnaire (ELQ) items from Arnold
et al. (2000). The ELQ contributed with questions regarding managers’ leadership skills
and behaviors. The questions that focused on aspects that motivate an individual were
created using Herzberg’s motivation factors (Herzberg et al., 1993). The complete
questionnaire used for the survey in this study can be found in Appendix C.
The survey was characterized by an exploratory nature, as there has been very little
research done on empowerment in multicultural settings. Exploratory surveys aim to
discover relationships between different variables, such as the relationship between a
specific culture and perception on empowerment and management. The questions in the
survey were mostly closed-ended to limit the alternatives for the respondents, apart
from the two last questions, which were open for comments and suggestions. The openended questions were included in the study to provide the researchers with meaningful
answers rich in details for potential improvements (Forza, 2002). A seven-point scale,
ranging from e.g. “strongly agree” to “strongly disagree”, was most commonly used to
rate the questions. This is called a Likert scale, and is beneficial as it is easy to perform
statistical analyzes from the numerical responses (Jackson, 2011). The Likert scale was
an appropriate tool for this study, when attempting to answer the research questions
regarding employees’ perception on empowerment, as it measured the respondents’
attitudes. For questions requiring more definite answers, the “yes/no” alternative was
available, together with rating alternatives based on priorities and values.

3.4.2 APPROACH
The responses from the survey were collected and statistically tested with the help of an
internal statistics program, called QuestBack, at the case company, which could
automatically collocate the results. The survey link was then sent out via e-mail to all the
employees at the case company. The benefits of using a mail survey include cost savings,
convenience and reduced risk for interviewer bias due to anonymity. However, there is
a greater risk for non-response bias, which could mean that the collected responses may
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not represent the opinions of the whole population. A subsequent follow-up program
was therefore applied to reduce the risk for this. Two weeks after the first email,
another e-mail was sent out to everyone to serve as a “thank you” and a reminder for
those who had not yet answered. Preferably there should be two or three reminders
sent out in the end (Forza, 2002). However, due to limitations from the case company,
only one reminder was sent out.

3.4.3 ANALYZING THE RESULTS
As mentioned earlier, the survey was used to confirm (or reject) the results from the
interviews, as well as to obtain a more general picture of the case company. Therefore
the survey results were analyzed mainly based on the problem areas identified during
the interviews, i.e. perception of empowerment, organizational structure, management
and organizational practices. Further, the results were analyzed from the national
culture categories and the organizational level categories, as well as from the
perspective of the organization as whole. The last perspective meant to reflect on the
organizational culture of the company, i.e. the values and beliefs shared by all
employees. Similarly to the interview analysis, the results were analyzed to compare the
perceptions of the current practices (“as is”) at the case company and the respondents’
values (“should be”).
In order to analyze the results, QuestBack was used once again. The system offers its
users a set of statistical tools, which were exploited to compare, draw figures, and
aggregate results based on category during the analysis. This was advantageous when
finding patterns and comparing these with the results from the analysis of the
interviews, in addition to presenting the results for the case company. However, as this
study is of an interpretative nature, it was mainly the mean values that were used from
the survey results, in order to obtain the “average” opinion from different categories.
Thus there was very little emphasis on other statistical measures, such as standard
deviations.

3.5 LIMITATIONS OF THE RESEARCH DESIGN
Interpretive studies typically have a high level of validity, but low reliability. Validity is
the issue of whether or not research findings actually reflect the phenomena being
studied, while reliability refers to the fact that a repeated study should produce the same
results as the first. It may be difficult to obtain high levels of reliability in interpretive
studies, as there are many variables that can change if the study is repeated. Using semistructured interviews, the results become subjective, depending on the person being
interviewed. This means that it could be difficult to obtain the same results in a repeated
study, as the results would vary if other subjects were interviewed (Collis & Hussey,
2009). However, sending the interview subjects the transcription afterwards
strengthened the validity of the research, since the respondents got the possibility to
change statements in case of misunderstandings, thus making the results more accurate.
Using an interpretive approach may introduce other issues as well. By being involved
with the company and its employees, subjectivity is unavoidable. This means that the
researchers’ own perceptions may influence the outcome of the study. Just by choosing
the questions and through picking out relevant information from the interview results,
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subjective reasoning is used, which affects the results of the study. Nevertheless, the
interpretive paradigm was still preferable, as it lead to more in-depth results, which was
vital in order to answer the research questions of this study. However, by combining an
interpretive design with some positivistic practices, the level of reliability of the study
was slightly increased. Using a survey with closed questions would be likely to produce
similar results, if the study was repeated at the case company. On the other hand, as the
identity of the case company is classified, it is difficult to replicate this exact study. If the
survey questionnaire, or the interviews, were repeated in another organization, the
results will most likely vary due to subjectivity of the respondents and the
organizational culture prevailing in that company. Thus, the results from this study
cannot truly be used to generalize the opinions of all multicultural companies. Rather,
the results will mostly serve as an inspiration for future research within this area.
Credibility is another important criteria to factor in when evaluating qualitative
research. Credibility is concerned with the trustworthiness with a research and can be
strengthened through different approaches. One way is via the use of different methods
through the research process, i.e. triangulation. That was done in this study by using a
combination of qualitative interviews and a quantitative survey. Moreover, triangulation
is beneficial as it reduces bias. Credibility can be further increased through peer
reviewing on a continuous basis, in order to ensure that the research is carried out in an
appropriate manner (Collis and Hussey, 2009). Throughout the research process of this
study there have been a series of scheduled seminars with other KTH students that had
similar research topics, and with teachers that had expertise in the area. During every
seminar there was a peer review of everyone’s work, which allowed the participants to
share knowledge with each other, as well as making sure that the theses were going
towards the right direction.

3.6 ABOUT ETHICS
In order to collect qualitative and valid data in an interpretative study, it is important to
achieve a high level of involvement from the participants. However, it is necessary to
identify and consider different ethical aspects that could arise during the study, when
conducting a scientific research. Among the most important principles to consider are
voluntary participation, anonymity, informed consent, confidentiality and risk of harm
(Collis & Hussey, 2009; Hermerén et al., 2011).
Voluntary participation refers to the fact that no participant should be forced to
participate in a study against one’s will. In this study, all interviewees were asked
beforehand to participate with the right to decline. The mail survey was also optional for
participants. Further, anonymity means that it should not be possible to identify
participants through their responses or involvement in the study (Collis & Hussey,
2009). In this case anonymity was ensured through excluding names, and not specifying
any participant’s country of origin. Moreover, countries used from the national
categories during the interviews, which were constructed in section 3.3.1, were not
specified in order to minimize the risk of identification. However, the respondents’ titles
were revealed in an aggregated version where a person could either be a subordinate,
lower manager or top manager, depending on actual position, as this held great
importance for the analysis of differences between organizational levels.
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Informed consent refers to the fact that the participants need to be fully informed about
the purpose and potential risks of the research before agreeing to participate. This could
present potential issues, as the respondents may change their behavior once they are
aware of the focus areas that are going to be observed. This could then affect the validity
of the responses (Collis & Hussey, 2009). In this study, the purpose of the study was kept
sincere before the interviews. The individuals were told that the aim of the research was
to help the organization grasp the current situation, to reveal problem areas, and a
chance for them to give suggestions for improvement. They were convinced that
honesty would only be beneficial. In addition, respondents were promised that the case
company would not take part of the individual data collected through the interviews and
survey, thus protecting the respondents’ confidentiality (Hermerén, 2011).
During the interviews, the respondents were informed that the transcriptions were kept
for our own analysis. Further, the results were going to be presented in aggregated
versions and in the form of short samples, where the organizational level and national
culture category was revealed, still keeping the data confidential. After being fully
informed about the purpose and intended usage of data, the interviewees were allowed
to give their consent, or choose not to participate. As for the survey, it was mainly
conducted to get a general picture of the case company, and to confirm, contribute or
reject the interview results. To avoid internal conflicts in the case company, as well as to
increase the credibility of anonymity, a message was sent from the researchers’
personal KTH e-mails to all employees. The message contained a brief introduction of
the researchers, the purpose of the master’s degree thesis, and an electronic link to the
actual survey on QuestBack. The survey respondents were promised full anonymity and
confidentiality of data, as personal data was not shared with the case company.
Finally, psychological and physical risk of harm of participants was avoided through not
publishing quotations, from the interviews and survey responses, which could be
experienced as offensive.
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4. RESULTS AND ANALYZES OF INTERVIEWS
This chapter includes the empirical results and analysis of the interviews. Four problem
areas were evaluated; the interviewees’ perception of empowerment, organizational
structure, management and organizational practices. Every section is concluded with a
summary of the key results obtained in each area. The list of interviewees can be found in
table A3, appendix A. To be reminded of the national categories see table A1, appendix A.

4.1 PERCEPTION OF EMPOWERMENT
This section includes the data collected through the interviews covering employees’
perception of empowerment in relation to their organizational level and national
culture. Factors such as responsibility, the team, meaning, freedom, and influence are
presented and analyzed. These are related to empowerment practices which encourage
empowered individuals; namely meaning, competence, self-determination, and impact
(Spreitzer, 1995a).

4.1.1 RESPONSIBILITY TO EMPOWER
As mentioned earlier, empowerment is a concept that both improves performance and
work attitude (Conger & Kanungo, 1988; Spreitzer, 1995). By using the cultural
dimensions of the GLOBE study it is possible to connect the detected patterns found in
the interviews and their category of nationality. It is therefore of interest to understand
how empowerment is perceived by the employees at the case company.
As of today employees form all four categories perceive the concept similarly as
most employees believe that it is their responsibility to have the attitude and
willingness to act, while the manager is expected to provide the subordinate with tools
and means to progress and feel empowered. Common terms used to describe the
concept where; freedom, career path, autonomy, taking decisions, clear frameworks,
flexibility, responsibility, trust, envision, enable, feedback, independency, goals,
challenges, expectations, confidence, information, and promoting. These words all fall
under the structural and psychological perspectives mentioned earlier in this study,
where delegation of power and motivational practices are focal aspects of
empowerment.
All interviewees perceived empowerment as positive in the workplace and most of them
tended to believe that their manager passively or unconsciously works with
empowerment. There was no particular category that felt less empowered than the
other. Approximately one out of five interviewees felt disempowered, i.e. one individual
in every category. All respondents, apart from category two, believed that it is both the
employees’ and managers’ responsibility to enable empowerment. Subordinate 1a
stated: “It’s my responsibility to make things happen. But it’s also the responsibility of my
manager to let me do it and to listen to me, and make sure he is open”.
Category two had the most drastic opinions towards the two extremes; with three out of
five considering that it is either solely the manager’s responsibility to empower
individuals or the employee’s own responsibility to empower oneself. This is
understandable when looking at the scores for power distance, in terms of cultural
practices, from the GLOBE study. The interviewees’ countries in category two were
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represented with high values, meaning that the respondents are used to more structure
and hierarchy in their country of origin, and therefore tolerate inequality better and rely
on guidance from superiors to a greater extent. This could be connected to the fact that
the majority of employees in category two either consider empowerment to be only the
manager’s responsibility or only their own responsibly (and not both). The high scores
in the power distance dimension might mean that individuals from category two are
used to working in organizations where social hierarchical mobility upwards is limited
and information centralized. This explains why respondents in category two do not find
both the manager and employee together responsible for empowerment, and are prone
to feel comfortable in hierarchical organizations. The interviewees countries’ in
categories one, three, and four had lower power distance practice scores, which verifies
that these employees are used to working in organizations where information is shared
to a greater extent, and social mobility upwards is more common. (House et al., 2004)
Furthermore, it is also evident when looking at the GLOBE cultural institutional
collectivism practices scores, that the respondents’ countries in category two have low
scores. Focus is placed on the individual who takes the decisions. Employees from
category two are used to individualism, and do not favor interdependencies between e.g.
the manager and the employee. (House et al., 2004)
From the above analysis and empirical data, one can interpret that empowerment is
perceived positively by employees in the case company and defined similarly. This
means that the employees from different nationalities and formal positions share
similar values, illustrating the existence of an organizational culture where individual
empowerment is seen as important. Category two expects more initiative or takes more
distance from the manager and is more individualistic. The case company should
develop a common definition for empowerment to be distributed.

4.1.2 THE TEAM
As previously mentioned, the institutional collectivism dimension reflects the degree to
which employees in an organization encourage and reward collective action over acting
individually (House et al., 2004). To study the interdependence and loyalty among
individuals, the interviewees where asked about the importance that the team has on
empowerment. The thoughts concerning what degree of importance that the team has in
empowering individuals differed among the categories. In contrast to the other
categories, the interviewees in category one did not believe that the team has an
important role or responsibility in the empowerment of individuals. Subordinate 1b
claimed that: “I think they should have this culture in the team, but I don’t think it is the
team’s responsibility. It’s more my responsibility, the company’s, the managers’”.
The average scores for institutional collectivism based on practices for the interviewees’
nationalities in category one fell below the median value of all of GLOBE’s measured
countries and other categories of this study. This suggests that category one in practice
is prone to prioritize individualism above collectivism at work to feel empowered.
According to GLOBE, members of the interviewees’ nationalities in category one tend to
be independent and encourage the individual goals in organizations. The other
categories two, three, and four had more positive attitudes towards the importance of
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the team, as they found their impact and relation important when empowering
individuals. This suggests that they encourage group loyalty. (House et al., 2004)

4.1.3 MEANING
Meaning is the match between one’s work, beliefs, values and behaviors (Thomas &
Velthouse, 1990). Most interviewees found their job meaningful, proving that all
categories find their values coinciding with what the organization offers them, in terms
of meaning. The only respondents that did not find their job meaningful were some of
the subordinates from different categories. They did not perceive their jobs as
meaningful because their work did not contribute beneficially to the world.
I think there is a good touch of that [meaning] at my work. But I don’t get in
touch with it. […] I think if you get more exposure to that we’ll feel more
motivated, because we are doing something for people and society. The CSR
related projects are also very foggy. I don’t know where they are happening and
how much. (Subordinate 1b)

According to the subordinates in the case company, meaning is related to the
contribution one makes to the world, making it a better place, and improving the living
standards of people. Getting employees closer to the case company’s CSR (Corporate
Social Responsibility) related impact in the world seems to be an important factor when
empowering individuals, as the interviewees found it important. As meaning is one of
the four areas of motivational factors for worker empowerment, it is important to
understand what employees find meaningful. Empowerment can be increased at the
case company with more communication of world impact. Today employees do not see
that their work has an impact, as there is no clear communication of the company’s CSR
projects. To satisfy all employees, CSR values should be reinforced and integrated in the
organizational culture.
4.1.4 FREEDOM AND INFLUENCE
I do feel that I have some empowerment but I also feel that we are missing
synchronization and support from above. (Subordinate 1b)

As analyzed by Spreitzer (2008), open flow of information is one of the practices that
indicates high involvement. The aim with open flow communication is to foster
transparency for alignment and employee performance, as this has an impact on the
overall case company performance. The majority of the interviewees felt that they have
freedom at work. However, some of the lower managers and subordinates had in
common that they believed that they had freedom, but without grasping the big picture
or alignment between departments. They felt that the divisions have conflicting
objectives, not knowing their expectations, and felt that there is currently bad
communication between functions. This was revealed by Subordinate 4a, who stated: “I
feel that I have the freedom, I feel empowered to shape the role that I’m working in. But I’m
not sure if I‘m going the right way”. Further, Subordinate 1b mentioned: “That’s the gap
I’m missing a little bit just now; to have that 100% alignment”. Meanwhile, the top
management seemed to believe that employees have freedom, and that they themselves
are clear in their communication. Even if they did not believe this is the case for the
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whole top management in the organization. Top Manager 3 stated: “I would like to think
that I don’t do that [not communicate] personally. I try to explain things to get people on
board”.
Although no particular differentiation in the perception of freedom was observed among
the categories, the influence employees felt they had at work differed. In contrast to the
other categories, a majority of the subordinates and lower managers from category one
experienced their ability to influence as much less than desirable. Looking back at the
institutional collectivism scores for cultural practices, category one had the lowest
scores among all the categories. Low scores suggest that individuals are highly
individualistic based on common practices in the country of origin, and therefore feel
that they have a greater influence when they are independent and can have an impact to
a greater extent (House et al, 2004). Subordinate 1b expressed:
To be honest I have an impact on the results, but I don’t feel I can influence
where we are going. Within my category, which is what I manage, I have a good
say. But if it comes outside of that, to the purchasing, falling outside of
operations, then I have less or nearly nothing to say as far as I can see just now.
(Subordinate 1b)

Subordinate 1b claimed that there is a need for alignment between top management,
middle management, and employees. Subordinate 1b believed that subordinates should
be asked of their expectations, and that there is room for improvement to let the
employees feel that they have greater influence. This would require that managers
“…listen, ask more, and are open for more opportunities”. Further, Subordinate 1b
believed that it should be up to the managers to create the opportunities for
communication. As the interviewees’ countries in category one all have relatively high
power distance practices scores, it is understandable that these employees expect
structure, respect hierarchy, and therefore expect managers to take action when it
comes to giving employees a chance to influence.
Despite the fact that most employees expressed that they felt freedom at work, some
subordinates and lower managers felt unsure about the alignment between the
departments, considering that there are conflicting objectives, and uncertainty
regarding their expectations. Category one subordinates and lower managers
experienced that they had less influence that, when compared to related institutional
collectivism scores, indicated that they are highly individualistic and feel more
comfortable when having a greater impact. The results suggest that an open flow of
information is needed to fulfill the expectations of employees’, by providing alignment
between departments through mediating objectives. The case company should be aware
of category one’s cultural background, taking more active initiative when involving
them, and telling them what is expected from them.

4.2 STRUCTURE
Understanding the organizational hierarchy is fundamental when examining the
perception of empowerment. Furthermore, it is necessary to understand the decision
paths, as hierarchy and decision-making practices are both central parts of the
structural empowerment concept. This notion was discussed in the theoretical
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framework, and is concerned with delegation of power in an organization. The first part
of this chapter is therefore devoted to understanding the organizational structure and
decision paths of the company. Thereafter, the internal communication and progression
path of the organization is discussed. These concepts relate to both the structural and
physiological aspects of empowerment, as these are connected to the fundamental
structure of the organization, as well as the motivational factors of the employees.

4.2.1 ORGANIZATIONAL STRUCTURE
One of the main focus areas in the interviews was the formal structure, i.e. the
organizational layers, at the case company. As discussed in chapter two, Spreitzer
(1996) argues that flat organizations allow for more empowerment, as the employees
get more freedom. She also states that flat organizations prevent micro-management, as
the managers will not have the same time to control their subordinates when having a
more decentralized company (Spreitzer, 1997). Moreover, Spreitzer and Quinn (1997)
argue that hierarchy and bureaucracy limit change, which was one of the three big
barriers for empowerment. For this reason it was important to explore the interviewees’
perceptions of the current structure at the case company, as well as their attitudes
towards it, since it has a big effect on the employee empowerment in the organization.
A majority of the interviewees agreed that the company is communicated as a very flat
organization, but that it did not reflect the true structure. Due to the company’s fast
growth, new layers have been added to the structure. For example, the senior director
position is a relatively new layer that has been implemented in most of the departments,
in between the vice president and the director level position. Top Manager 2 argues that
the reason for new layers is due to the company trying to professionalize and transform
itself from being a small-sized company. This change has created mixed emotions among
the employees, which was evident when comparing the interviewees’ responses.
There were however some of the respondents who thought of the company as quite flat
still. The majority of the interviewees in category four perceived the organization as
such. All respondents from category four were also content with the structure at the
company, except from subordinate 4b, who would have preferred more steps in the
structure. The subordinate explained that it is common with more hierarchical
organizations in his home country, which is why more structure would be preferred in
the case company. However, according to the GLOBE study, all the interviewees’
nationalities in category four score on the lower end of the cultural practices scale of the
power distance dimension. This generally means that the individuals value shared
power and equality. Also, empowerment is usually seen as a prescribed norm in lower
power distance countries (House et al., 2004).
Uncertainty avoidance is another culture dimension that could be related to perceived
hierarchy in an organization. Countries with a high uncertainty avoidance score tend to
rely on rules and policies, which indicates that they favor bureaucratic practices.
According to GLOBE, the countries in category four all score very high in the cultural
practices scale. However, in the value scale they all have a very low score, which indicate
that they would prefer less bureaucracy and formal rules in their workplace. Comparing
the power distance practices with the uncertainty avoidance value scores in the GLOBE
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study, it is reasonable that nearly all respondents in category four value a flat
organization.
As for the remaining three categories, the majority of the respondents perceived the
current structure of the case company as rather hierarchical. Especially the interviewees
in category one, who all thought that the company had a hierarchical structure, or was
on its way of becoming a hierarchical organization. Furthermore, almost all of the
respondents in category one were also satisfied with this perceived hierarchy. Top
Manager 1 motivated it as: “I believe structure is needed. Especially when you are working
with 30+ nationalities. You cannot only rely on the candid approach that everyone knows
what to do”. As opposed to the nationalities in category four, the interviewees’ country
scores in category one are all on the high end of the power distance scale, when it comes
cultural practices (House et al., 2004).
The uncertainty avoidance scores, concerning the cultural practices, for the nationalities
in category one where all intermediate. However, they all score in the higher half of
GLOBE’s cultural values spectrum, which indicate an appreciation towards formalized
structure. The practices scores in the power distance and value scores in uncertainty
avoidance should imply that the countries in category one are used to rather
hierarchical structuring, with a reliance on bureaucratic practices. This may explain the
interviewees’ preference for a hierarchical organization.
As for category two and three, almost all interviewees perceived the company as rather
hierarchical. However, as opposed to category one, only half of the respondents in
category two and three were satisfied with the company structure. Some of the
employees, who had been working for the company since before it’s restructuring,
thought that the previous structure was better than the current one. Lower Manager 3a
argued that it was unclear why the company had added new layers, and Lower Manager
2a thought that the current structure was rather chaotic and complicated. Lower
Manager 2b, on the other hand, said that the structure made sense as it allowed
employees to grow. However, common for all categories was that all top management
representatives claimed that the current structure was good, in order to e.g. create
better career paths in the company. Another apparent similarity across the categories
was that the respondents thought that the formal structure was not the biggest issue in
the organization, but rather the decision paths and the internal communication, which
will be discussed in the following two sections.
To conclude, this section has evaluated the interviewees’ perceptions of the
organizational structure at the case company. The company tends to communicate the
organization as flat, but has grown over the last couple of years, which has resulted in a
growing hierarchy. It was only the respondents from category four that mostly believed
that the company was still flat, which could be related with their low power distance
scores. Not all interviewees were happy with the structural change though, arguing that
the new one was more complicated than before. However, the top management believed
that the new structure was beneficial for the company. Finally, there was an indication
for an organizational culture in the company, with a common desire for clear
communication.
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4.2.2 DECISION PATHS
During the interviews, it became very clear that a majority of the respondents believe
that the decision processes in the case company generally are too slow today. Even
though almost all interviewees agreed that there were unnecessary delays in the
decision paths, there were different beliefs on why the decision paths were considered
slow. Some argued that it was due to too many people getting involved in the decisionmaking process, while others blamed the managers or the Swedish culture. No matter
the reason, they all argued that a change is necessary.
The most common explanation for the delays was that decisions typically are moved
upwards in the company hierarchy. Some of those who had been with the company
since before its change in growth argued that the decision-making process had become
more hierarchical, as new layers were added. It was primarily the interviewees with a
lower position in the company who thought that the decisions were taken too high up in
the organization, thus causing inefficiency, delays and misunderstandings. Some of them
said that taking decisions upwards was simply part of the new process. Lower Manager
1a maintained: “quite a few of decisions are now taken from much higher up. […] I don’t
really have the possibility to participate in the decision making policies any more”.
However, a majority of the interviewed top managers also believed that decisions were
often taken too high up. Most of the top managers argued that it was because of
uncertainty among the employees, concerning what decisions they were allowed to
make on their own, which often led to decisions rising higher up.
“I think here we are not very efficient in our decision-making processes. Things drag on.
There are too many people involved” (Top manager 4b). This was another common
reason for the perceived slow decision-making processes in the case company, which
was a belief shared by respondents from all levels in the organization. Most of the
advocators seemed to think it was because of the company culture, which encouraged
people to speak their minds and participate in the decisions. In other words, both
managers and subordinates tend to involve themselves in the decision-making, which
makes it harder to come to a consensus, according to some of the interviewees. Several
of the respondents elaborated this argument by saying that it was the “Swedish
behavior” that caused the delays. Top Manager 2 argued that the Swedish culture
typically requires that “there is a lot of consensus that needs to be found from a lot of
people” in order to make a decision happen.
Sweden has, according to the GLOBE study, the lowest possible cultural practice score
on the assertiveness scale, and the highest score in the institutional collectivism
dimension. GLOBE describes that countries with low scores on the assertiveness scale
value cooperation and warm relations, and nations with high scores on the institutional
collectivism scale usually make decisions on a group basis (House et al, 2004). Seeing
that the case company is located in Sweden with a majority of Swedish employees, these
scores would explain why the interviewees experienced the decision-making practices
as a collective process, which requires consensus from multiple people. However, as
many of the lower level employees were dissatisfied with this issue, this may suggest
that the case company is not completely characterized by the “Swedish culture”, since
the relationships between levels are not always in harmony. Adding to the problem of
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unclear limitations for what decisions employees are allowed to make by themselves,
this may be seen as an obstacle for empowerment.
Empowerment, per definition, can be described as power sharing. As discussed in the
theoretical framework, shared power has been argued to increase effectiveness and
organizational results, as well enhancing the feeling of empowerment among the
employees. Thus, to achieve an empowered work environment, power should be
delegated downwards in the organization, and all employees should be able to
participate in the decision-making processes if they are interested. This view was
shared by a majority of the interviewees, which complained that most decisions are
taken too high up in the organization. Some of the respondents argued that the
management at the case company was not used in an effective way, as the top managers
involved themselves in too small decisions instead of delegating to the subordinates.
The one thing that I’m not convinced at about concerning "the case company” is
that it should be using its management in a stronger way than it does today.
Running the business day to day is fine. But when it come to the more strategic
view, the “how do we solve bigger problems in the organization?”, we tend to
see that a few people take this on the top and try to solve everything. (Top
Manager 3)

All the interviewed top managers recognized the fact that too many decisions are taken
high up. One of the top managers in category four explained that the delays were not
caused by long decision processes, but rather that decisions tend to change once they
are settled. Lower Manager 3b agreed with this statement, arguing that some of the
decisions that have been made high up are confusing and not always aligned with the
original problem. Subordinate 1a concurred with this reasoning as well, saying that
when a decision-making process takes too long time, the original problem may not be
relevant any more. In other words, employees at all levels of the company
acknowledged that the current decision-making processes are not efficient.
Several of the interviewees, in all categories, argued that decisions should be made
lower down in the company. Top Manager 1 contented that “decisions should be taken to
the lowest competent level. If people knew their limits they would know what decisions to
make up to that”. A majority of the interviewees maintained that the limitations for
decision-making were unclear, which is why the employees often seek direction from
their managers instead. Lower Manager 3b argued that, in order to accomplish a more
efficient decision making, “you need everyone at those [lower] levels to understand the
strategy, what they strive for, roles, responsibilities and everything aligned between teams
and functions. If it is not aligned you can’t make decisions”. In other words, it is necessary
that all employees understand the organizational structure and vision, including
functions in other departments of the company, in order to make decisions on the
lowest possible level. This in turn will enhance the feeling of empowerment among the
employees.
To summarize, most interviewees admitted that the current decision paths were slow
within the company. There were clearer differences in perceptions between
organizational levels, rather than national culture, concerning the reasons for the delays.
Most interviewees from the lower levels argued that the delays were usually created as
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the decisions moved upwards in the organization, involving too many people. Some of
the respondents believed that this had to do with the “Swedish behavior”, which
requires consensus from multiple sources, while others believed that it was due to the
top management engagement in details. However, to solve the slow decision-making
processes, some of the interviewees argued that the decisions should be taken to a
lower level, which could create a more empowered work environment. But in order to
do this, the internal communication of the company needs to work efficiently.

4.2.3 INTERNAL COMMUNICATION
Internal communication is a vital factor when trying to achieve an empowering work
environment and to shift away from a top-down controlled organization. As discussed in
the theoretical framework, this means that organizational information, such as company
vision and values, should reach all parts of the organization. It also entails clearly stated
responsibility among employees, as well as an understanding of tasks and roles (Quinn
& Spreitzer, 1997). However, this is one of the issues at the case company, according to
some of the interviewees, as briefly stated in chapter 4.1.
Especially the respondents at the lower levels of the company considered the
communication within the company to be insufficient today. Lower Manager 2b argued
that the company strategy was communicated only after changes had been decided
upon, often very suddenly and without prior notice. Subordinate 1a and Lower Manager
1a also added that strategic communication had become more distanced since the new
layers were added into the organization structure. They argued that the communication
is now happening on a higher level of the company, which makes it difficult for lower
levels to follow and participate in discussions.
One big concern, expressed by several of the interviewees, was that the cross-functional
communication. This includes communication between departments at the office, but
also with functions in other regions. Subordinate 4a claimed that the communication
between teams in different departments is usually infrequent, which means that
employees rarely know about other functions’ objectives or what their work entails.
Understanding the other functions in the company is crucial according to Subordinate
1b, who said that strategic decisions in one department can affect other divisions as
well. The informal, and sometimes ambiguous, communication in the case company
could partly be explained by it being a Swedish company. According to GLOBE, countries
that have low scores in performance orientation tend to have subtle and indirect
communication (House et al., 2004). Sweden has one of the lower scores among all
measured countries in the GLOBE study.
Almost all interviewees emphasized that teamwork between regions is an important
part of the every-day operations as well, since the case company is part of a global
organization. So if the communication between different regions does not function
properly, it could cause difficulties in the internal work tasks at the Swedish office (“the
case company”) as well, which Subordinate 3b expressed as follows:
I think there are many things lost in translation. That can create tremendous
friction when you don’t understand each other; it takes another meeting that
creates the same problem. Suddenly the smallest thing snowballs out of control
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because of one thing that wasn’t understood because you can’t see this person.
(Subordinate 3b)

Several of the respondents, both subordinates and managers from different categories,
expressed their concern regarding the communication between regions. Subordinate 1b
said that there should be better definitions on how the company should work with other
regions, including clearer roles and responsibilities between the teams, in order to do a
better job. Since a few years back, the communication between regions has been limited
to electronic tools instead of flying in personally for meetings, in order to keep down the
company’s carbon footprint. This makes it more difficult to communicate, according to
both Lower Manager 2c, Subordinate 3b and Top Manager 4b. They all agree that
physical meetings would create a more effective teamwork between regions. However,
Lower Manager 2c believed it would be enough to have physical meetings once a year,
while Top Manager 4b said that these meetings should only be between managers, in
order to keep down the costs.
To sum up the results, there was a prevailing perception among the lower levels that the
internal communication is a big issue at the case company today. Since the structural
changes, communication has moved upwards in the organization, and it has become
more difficult for the lower levels to participate. Further, there is insufficient
communication between functions today, which could negatively affect the
organizational efficiency, as the employees are not aware of the overarching goals of the
company.

4.2.4 PROGRESSION
During the course of the interviews, it became evident that some of the respondents
valued a clear career path as an important factor of empowerment. Even though the
career path was not included in the pre-made questionnaire for the interviews, in came
up naturally as an important issue for several of the respondents. Subordinate 1a and
Subordinate 3b both mentioned that the career plan is an important motivational factor,
and something that strengthens empowerment. However, it was mainly the
interviewees in category three and four that discussed the career paths in the case
company, while the respondents in category one and two barely mentioned it all. It was
a mix between positive and negative responses concerning the current career plans in
the organization, among those valuing the career.
According to GLOBE, countries that have high scores in the assertiveness dimension
typically value competition and progression at work (House et al., 2004). This would
explain why the interviewees in category three discussed the career path during the
interviews, as their countries all scored on rather high on the assertiveness practices
scale. Three of the subordinates and lower managers in category three believed that the
career paths at the case company were very unclear today. Subordinate 3b emphasized
the career plan as critical. Without knowing where to go next, Subordinate 3b could
consider to leave the company. Furthermore, Subordinate 3b saw it as the managers’
responsibility, to make sure that there was an adequate career plan for the employees.
Lower Manager 3a also maintained that the company should provide clearer career
paths for the employees. On the other hand, Subordinate 3a and Top Manager 3 argued
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that it is the employee’s own responsibility to create one’s career, depending on the
individual objectives.
As for category four, there were truly mixed opinions concerning the career paths. Both
the lower managers in category four believed that the case company provided good
opportunities for progression, which had allowed many promotions recently. However,
Subordinate 4b, who believed that the career was an important empowerment factor,
thought that the progression plans were insufficient in the case company today:
“The case company” has one big problem. We have a very flat hierarchy. So if
you want to grow upwards in your career it is hard as the hierarchy is so flat,
you don’t have a lot of options. […] They [the career paths] are inexistent. It
depends if you are flexible. If you don’t have family and want to move to
another country it is very flexible. Else you have no options. And you have to dig
yourself and try to find something yourself. There are no programs or options
showed. (Subordinate 4b)

Top Manager 4b, on the other hand, argued that it might not be necessary to progress in
the company position wise, in order to feel empowered:
People are asking for promotions or different responsibilities. And if there is a
really empowered organization, then they don’t have to change jobs in order to
feel more empowered. They can have that within their own jobs. (Top Manager
4b)

The assertiveness scores for the interviewees’ countries in category four where
diversified. Some of the countries had the lowest scores on the list, while other countries
in category four were among the top ten scores. This might help explain why some of the
respondents in category four were content with the current career paths in the
organization, while the others emphasized that the company needed to create a better
progression plan for the employees.
Both the top managers in category four agreed that there are no explicit career paths at
the case company today, and that it was something that they were working on today. As
for the rest of the top managers, they believed that the new structure in the company
enabled a better career path for the employees, as opposed to before the changes. Top
Manager 3 explained it:
We have, kind of, more tiers [now]. It has a number of benefits. On a
multicultural level it allows us to have a more structural career progression to
look at. They got somewhere to go. Then they have something visible to look at.
(Top Manager 3)

To summarize, it was mainly respondents from category three and four that emphasized
career paths as important motivational factors. Individuals from category three tend to
value clear career paths, due to their high assertiveness scores. However, most of the
respondents from category three believed that the progression plans were unclear and
needed to be improved in the future. As for category four, there were both negative and
positive comments about the career paths, which could be because of diverse
assertiveness scores for the included countries. Finally, a majority of the top managers
believed that the new structure had enabled a clearer career path for the employees.
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4.3 MANAGEMENT
In order to create a more empowered organization, it is necessary to assess the current
management in the company, since managers play a crucial part when working with
empowerment. This chapter will start by examining title hierarchy at the case company,
where the employees are asked to compare titles and expected areas of responsibility,
connected to the corresponding title. Subsequently the perception of the top
management will be examined, focusing on the visibility and transparency of this level.
The last section of this chapter will then look into the perception of the “average”
manager at the case company, compared with the respondents’ views of a “perfect”
manager.

4.3.1 TITLES, RESPONSIBILITIES AND EXPECTATIONS
During the course of the interviews, several of the interviewees expressed concern
about disparities between titles and expected areas of responsibilities. Especially the
“manager” title was perceived as inconsistent throughout the company, depending on
the person and position in the company. Several of the lower managers interviewed for
this study argued that the “manager” title did not correspond to the expectations they
had before entering that specific role.
A lot of people are perceived to be managers because of their titles, but people
working personally with them would just say it is someone they work with.
(Subordinate 3b)

Nearly all respondents in category one, three and four agreed that the title “manager”
could be perceived as unclear today. There are no clear directions for what is expected
of a manager or defined plans for how to become a manager at the case company, as
discussed in chapter 4.2.4. Lower Manager 1b argued that people get promoted to
managers because of their experience in the company, rather than expressing a
particular area of responsibility. This means that a manager can have the same area of
responsibility as before the promotion, and that it is only the title that has changed.
Subordinate 3a believed that people sometimes got promoted to managers because the
organization wished to retain them in the company, instead of risking that they would
resign. This often meant that a promotion would not entail managing subordinates.
In the traditional sense of the word, a “manager” often manages people. However at the
case company, this is not always the case. Top Manager 1 said that the current situation
was quite confusing, as “the title manager will not necessarily mean people responsibility”.
Top Manager 4a also agreed that the organization could be confusing, saying that today
there are several employees with seniority titles without anyone reporting to them.
They were retained in the company due to their competence, but as a result they do not
have any clear spot in the organization, according to Top Manager 4a. Furthermore,
there are also a lot of managers in the company that only have one or two subordinates
reporting to them, according to Top Manager 4b and Lower Manager 1b. However, Top
Manager 4a argued that a manager with less than five reporting subordinates should not
considered a “people manager”, and that this is something they intend to clarify in the
future.
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Evidently, people with the title “manager” can have very different limitations and
responsibilities at the case company. A reason for this could be the lack of clear job
descriptions. Lower Manager 3b argued:
I know that not everyone has a job description. There have been a lot of
discussions about titles. It is a politically hot subject. I think the titles have lost
their relevance. (Lower Manager 3b)

Not having clearly defined roles was considered a big problem according to about half of
the respondents on a subordinate or lower management level. Lower Manager 1b
argued that this could result in a decrease in motivation in the long term. In other
words, this problem goes hand in hand with the issues in section 4.2.2, where the
unclear frameworks for decision-making were discussed. Subordinate 4b agreed to this
problem as follows:
It is not clear. It is very fluffy. When I started I had never seen a role description
of my job. I was never able to go back and see the role description of what the
company expects from me. My manager and I where more or less aligned on
what needed to be done, and had frequent exchanges. But nothing is written
down like “this is what you are meant to do and as soon as you go here you need
to turn here”. “The case company” lacks this overall. I have never seen a job
description. (Subordinate 4b)

As mentioned in 4.1.1, the respondents defined empowerment with clarity of
frameworks. It became quite obvious that clear responsibility areas and job descriptions
were important for most of the interviewees as well, as this was a reoccurring issue
when discussing both the organizational structure and the management expectations in
the company. In fact, there were not any greater distinctions between the categories
concerning this matter. The largest difference was between the organizational levels
instead. Even though most of the top managers agreed that there were some cases of
ambiguity and confusion today, most of them were quite optimistic, arguing that this is a
problem that they are actively trying to address. This is most likely due to the fact that
they have more access to the strategic information of the company, which means that
they are much more aware of the limitations and possibilities of the current structure.
To summarize, many of the respondents believed that the “manager” title is a rather
ambiguous term today, with no defined area of responsibility. Especially the lower
management expressed a discontent in this matter, arguing that there was often no
difference in responsibility when progressing from subordinate to manager. Further,
there are a lot of managers today that either has none, or very few, reporting
subordinates, which makes the organizational structure confusing at points. There was
also some criticism from the lower levels regarding the ambiguity of job descriptions.
This matter, on the other hand, did not equally concern the top managers, as they have
more insight in the company structure. This knowledge gap between the top
management and the rest of the company could indicate that corporate information is
not properly communicated throughout the levels today. This issue is discussed in more
detail in the following section.
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4.3.2 TOP MANAGEMENT
The visibility and transparency of the top management, i.e. the members of the
executive committee at the case company, was one of the largest issues discussed during
the course of the interviews. About half of the respondents thought that the top
management did not communicate changes properly throughout the company,
especially when it came to internal decisions. There was a rather even division of
positive and negative perceptions regarding the visibility of the top management across
the categories and organizational levels of the interviewees. In other words, there were
not any clear connections between the perception of top management and specific
groups during the interviews.
Top-down communication of corporate strategies and decisions is very important when
a company wishes to create an empowering work environment, as discussed in section
4.2.3. Most of the respondents admitted that the top management shared corporate
changes and strategies during the official information days, which occurred
approximately every three months. However, they did not all perceive it the same way.
For example, Lower Manager 1a, Lower Manager 3b, Lower Manager 4a and Lower
Manager 4b all thought that the information flow from the top management was
satisfactory today. On the other side of the spectrum were Subordinate 1a, Subordinate
1b, Lower Manager 1b, Lower Manager 2b, and Top Manager 3. They all believed that
the current information flow was either “inexistent most of the time” (Subordinate 1b) or
that the top management is visible mostly through their official information channels,
such as the quarterly meeting, which was not considered enough.
I think that if we have more visibility and communication, knowing what
happens in a higher level, we might have less frustration in the company.
Because people would understand what is happening. Trust me, there is a lot of
frustration in this company. And I am one of the most positive ones.
(Subordinate 1a)

All the top managers, except for Top Manager 1a, agreed that the current information
channels sometimes fail to reach all levels of the company. Top Manager 4b said that the
top management was successful when it came to communicating the sales side
externally, but was less effective when it came to communicating decisions internally in
the company. However, Top Manager 3 believed that this communication problem could
be improved if the executive committee was more open with their direct reports and let
them cascade decisions downwards in the organization:
I don’t see that we use the management structure that we have in the smartest
way. It is much easier for an executive committee to address their front line
managers, who’d address their front line managers, that address their teams.
(Top Manager 3)

On the other hand, all top managers did think that the accessibility was not an issue for
the top management. They argued that the company environment is open and that
anyone, no matter the level, could approach the top management. Moreover, they added
that the CEO of the case company has frequent “fikas” at the office, in which anyone
could participate to sit down and have an informal coffee break together with the CEO.
This initiative was recognized, and appreciated, by most of the interviewees. However,
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many of the respondents argued that it was only the CEO who did this, and that the rest
of the top management still was isolated from the rest of the company.
Having an open dialog between the top management and the lower parts of the
company was considered very important by many of the respondents. Transparency
and clear directions from the top management are all important parts of structural
empowerment, as discussed in the literature review. The top management should
provide the company with clear vision and challenges, in order for the employees to
work more autonomously, and in the same direction. The top management should also
support their employees, and try to make them feel more secure, by providing them
with clear goals and guidelines, as well as encouragement and social support. This in
turn would create a more empowered organization (Spreitzer & Quinn, 1997). However,
this is an issue at the case company. Many of the respondents believed that there is not
enough communication between higher and lower levels, and that the top management
is not transparent in their operations.
I have this feeling that our high management is too high and too far away from
other people. I understand they have a strategic view and different questions
and levels of decision. But I think it is very important to listen to people who do
their job because they know exactly what is going on. It is important to pay
attention to details. “The case company” has a big problem. Higher mangers
never dedicate enough attention to details or everyday operations. They are too
concentrated with strategy. […] Sometimes it is a little bit sad because there is
no real dialogue. (Lower Manager 2a)

Lower Manager 2a suggested that a starting point could be to let the employees send in
questions and ideas to the information days in advance, which the top management
should address during the company wide meetings. This would create cross-level
dialogs and greater involvement. Adding to this, Lower Manager 2b believed that the top
management should increase the cross-functional information as well, in order for
different divisions to understand each other better. Understanding the organization and
its goals is, as discussed previously, important both in terms of empowerment and to
increase organizational efficiency.
Thus, in order to create a more empowering work environment, it is necessary for the
top management to try to involve and communicate with the lower levels better. By
focusing on transformational leadership, which was discussed in the theoretical
framework, it could contribute to a more empowered organization. By identifying
subordinates’ aspirations and values, managers could more easily build the employees’
motivation, thus creating a sense of empowerment. It might be even more important for
managers in the top of the hierarchy to embrace this concept, as this sort of leadership
builds on the notion of transforming their followers’ aspirations in accordance to the
company’s vision and organization culture (Bass & Avolio, 1993). This would allow the
employees to reach their full potential in the company, and move the organization in the
same direction. This in turn would hopefully increase the organizational effectiveness
and create a more happy work environment.
To sum up the results, there were mixed opinions regarding the visibility and
transparency of the top management in the company today. About half of the
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respondents believed that the communication and decision-making needed to be more
open from the top level, and most of the top managers admitted that they sometimes
failed to reach all levels of the company. Further, some of the respondents argued that
there should be a more open dialog between levels. A more long-term strategy would be
to promote and embrace a transformational leadership style. This should also be
encouraged among managers on lower levels of the organization. The next section will
discuss the typical manager in the case company, compared with what a perfect
manager should be like.

4.3.3 THE “PERFECT” MANAGER VERSUS THE “AVARAGE” MANAGER
All the respondents were asked to describe an outstanding manager during the
interviews, from their individual perceptions concerning management. The most
common characteristics associated with the “perfect manager” included; trusting,
understanding, communicator, good listener, empowering and supporting. The greatest
disparities of the interviewees’ perceptions of an outstanding manager were between
organizational levels. The lower levels emphasized soft skills as outstanding features of
a manager, such as caring, listening and people developer. Subordinate 1b said: “an
outstanding manager is the one that can be open, human, and sensitive to the human
aspects. Not just the hard-core professional aspects”. Further, Subordinate 4a and
Subordinate 4b believed that the perfect manager should be able to recognize the
individuals of the team, and understand that they need different degrees of
empowerment and guidance. As for the lower management, the respondents also
emphasized coaching and communication as important manager characteristics, in
addition to the soft skills mentioned above.
For me it should first of all be an experienced person, a person who
understands the process very well, to whom I can always come and ask for
advice. My manager should be available to help me. He or she should be able to
provide me the direction and support me if I need the support. For me it is also
a person whom I can trust and who can trust me. (Lower Manager 2a)

Most of the top manager respondents, on the other hand, valued hard skills as well as
soft skills, such as technical understanding, generation of results, and prioritizing. Both
Top Manager 1 and Top Manager 4a believed that the manager should be able to take
tough decisions, and that he or she does not always need to be a friend of the team.
However, only one of the top managers mentioned “coaching” as an important
managerial characteristic, as opposed to the lower managers. This is a problem that
became apparent when analyzing the interviewees’ perceptions of the “typical”, or
“average”, manager at the case company. According to several of the interviewed
managers, a person usually gets “thrown into” the management role when getting a
promotion. In other words, there is very little coaching of new managers, which might
help explain why the lower manager respondents’ expressed the need for guidance and
instructions. This also goes hand in hand with one of the biggest problems identified at
the case company, as mentioned in previous sections; i.e. the lack of frameworks.
After describing the characteristics of an outstanding manager, all the respondents were
asked whether or not the “average” manager at the case company typically possesses
these skills. A majority of the interviewees did not believe that most managers at the
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case company possessed these characteristics, but that there could be exceptions. The
respondents from category three were especially dissatisfied with the managers at the
case company, where everyone except from Top Manager 3 agreed that the typical
manager was far less than ideal. For example, Subordinate 3a and Subordinate 3b
argued that many managers did not practice empowerment or tried to develop their
employees. According to the performance orientation measurements in the GLOBE
study, on the practices scale, all respondents’ nationalities in category three had high
scores. This generally means that individuals value excellence, superior performance
and efficiency (House et al, 2004). These high expectations might explain why the
respondents in category three were the most criticizing, in terms of the case company’s
management, compared to the rest of the interviewees. However, Lower Manager 3a
and Lower Manager 3b believed that the managers at the case company were lacking
“outstanding skills” as a result of too little time dedicated to people management, as well
as deficient training and experience.
You get thrown in. You need a role model, someone to learn from. If situations
dictate that someone, who was never been a manager, now needs to manage
two people, they are going to have a difficult time. This “sink or swim” mentality
doesn’t work for anyone. And if the manager’s role models aren’t good it’s
“monkey see, monkey do”. There is no point putting someone in a management
program if they can’t implement it. You have to do the fundamentals first.
(Lower Manager 3b)

One of the issues identified at the case company are the inexperienced managers.
Several of the respondents agreed that the organization is fairly young, where the
employees have an average age of approximately thirty years. The managers are also
typically very young, corresponding to around 25% of the total population of the case
company. The young age would explain why the managers often are perceived as
confused in their positions, as it is their first time as managers. The only training offered
to the managers at the case company today is a management programme where
participants will attend one, two or three steps depending on one’s position in the
organizational structure. However, they only attend the training step once, in the
beginning of their promotion, which Lower Manager 2a believed is too little. Lower
Manager 2a said that after several years in the same position, you would gain much
more practical experience, which would require a new set of managerial tools.
One suggestion of improvement brought up during the interviews was a mentoring
programme. However, this would require that the mentor is competent enough, and has
the resources to coach someone else. People management is not included in the day-today operations of a manager at the case company today. This means that managers often
do not have time to coach someone else, according to Top Manager 4b. Personal time
constrains was recognized as one of the three major barriers for empowerment, as
discussed in the theoretical framework. When managers do not have time dedicated in
their schedules for people management, they might be reluctant to take personal
initiative to develop others (Spreitzer & Quinn, 1997). Further, the “monkey see,
monkey do” principle, i.e. when new managers mimic their own managers, is a big
problem today, according to Lower Manager 3c. Not getting any directions on how to
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manage people could cause a downward spiral, as “bad” management behaviors would
cascade down from manager to manager.
This reinforces the need for transformational leadership, mentioned in section 4.3.2, as
a long-term solution to the management problem, in terms of the lacking confidence in
the average manager at the case company. As described, transformational manager
would be able to inspire his or her subordinates to work towards the company goals,
and bring out the best from the employees. Increasing the understanding of the
company vision would in turn create a more structured and efficient organization. If the
transformational leadership was encouraged and promoted among the managers at the
organization, the “monkey see, monkey do” concept could turn in to a positive spiral
instead. This would also contribute to a more empowered work environment.
To summarize, the “average” manager at the case company did not match the
requirements and expectations for a “perfect” manager, set by the interviewees. This
could be explained by the fact that managers today are typically inexperienced and do
not receive adequate management training. Further, managers do not really have time
allocated for people management. However, a majority of the interviewed managers
believed that their own management styles matched the skills that they had described
an outstanding manager with. Some of them said that there always would be sides that
could be improved, but that they were willing to work on it. One question that should be
posed is if the managers actually are aware of their own flaws, or if they only recognize
other managers’ shortcomings. To identify the problem, constructive feedback is needed
between different levels. Feedback, among other organizational practices, will be
described in the next section.

4.4 ORGANIZATIONAL PRACTICES
The following passage describes the organizational practices of the case company. These
include feedback, recognition, goals, team building and training. Organizational culture
is expressed in the organizational practices that are prevalent in a company. As
described in the theoretical framework of this thesis, Schein’s organizational culture
model presents artifacts, espoused values, and basic assumptions as different levels of
organizational culture. Together, they encapsulate rituals, myths, stories, conscious and
unconscious values, strategies, goals, policies, perceptions, thoughts, and feelings
(Schein, 2010). All these factors affect the organizational behavior and practices.

4.4.1 FEEDBACK AND RECOGNITION
Feedback and recognition are aspects that are highly valued throughout the whole case
company. Recognition was considered both tangible, in the form bonuses and salary,
and intangible, as positive feedback. The perception of feedback and recognition varied
among the categories and formal positions.
I do get constructive feedback but I think I don’t get it often enough from my
manager. More like once a year, or twice when scheduled. I sometimes feel
things are brought up to him, but only when he needs to ask people because he
needs to start to write the review for everyone. (Subordinate 4b)
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Both positive and negative perceptions related to the feedback practices at the case
company were observed throughout the interviews. About half of the interviewees
where not satisfied with the frequency or quality of the feedback. Lower Manager 1b
admitted that:
I think it is good if there is more feedback. Because I think that feedback like
“you did a good job with this presentation” is not really feedback. It says
probably that you did something good. But it doesn’t really tell you what was
good. Or maybe there is something that could be improved. (Lower Manager
1b)

Answering to the question, if whether the assigned manager gives feedback, Lower
Manager 3b commented:
No. I would love to get that informal feedback when it’s appropriate. I wouldn’t
want to hear it at the end of the year that I did bad. Then I could have done it so
much better if I had known earlier. (Lower Manager 3b)

The employees unsatisfied with the feedback at the case company were mostly
subordinates and lower management employees. The category that had the most
negative experiences regarding feedback was category one. This category is therefore
discussed the most in this section. In the GLOBE study, the interviewees’ countries from
category one had relatively low scores in the future orientation dimension, in terms of
cultural practices. As previously explained, future orientation is the degree to which
practices in the country of origin encourage and reward collective distribution of
resources and collective action (House et al., 2004).
Low future orientation scores suggest that people are less motivated and managers less
flexible (House et al., 2004). This might suggest that interviewees from category one
have a tendency of being less motivated. However, as they were all positive towards the
concept of empowerment, as discussed in section 4.1.1, a more empowering work
environment could increase the degree of motivation among the individuals. Wellness,
motivation and flexibility are all relevant aspects of psychological empowerment. The
four areas of psychological empowerment; meaning, competence, self-determination,
and impact are emotions and qualities that employees feel depending on values, beliefs
of their own performance and how much impact they have (Spreitzer, 1995). Feedback
in this case, is a factor that plays an important role for all categories, especially for
category one, in order to show where the person is headed in his or her job. The feeling
of competence can be achieved if the employee believes that he or she has the capability
to perform a task and has an impact, which could be improved through constructive
feedback.
Moreover, most scores of category one’s countries fell under the lower half of
uncertainty avoidance. Low scores here imply less reliance on rules, norms, and
procedures to alleviate the unpredictability of future events, in the country of origin
(House et al., 2004). This means that these individuals tend to be used to less rules and
formal structures, and therefore require more than just the formal feedback meetings
planned throughout the year. This might explain why the respondents in category one
want a more straightforward, informal, and frequent feedback system. In other words,
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they favor flexibility and independence to a greater degree. Similarly, all of the
respondents’ of this category fell in the lower half of the performance orientation
dimension, in terms of cultural practices. This could mean that these individuals are
used to organizational practices where the managers reward them to a smaller extent,
which can decrease motivation. Thus, having less feedback does not improve the work
situation of individuals that are used to this organizational practice in their country of
origin. Rather, they would require more active feedback in order to minimize the habits
and low expectations from their countries of origin.
Most managers that where interviewed believed that they could improve their role as a
manager, including constructive feedback practices. However, they were in favor of
using feedback, and claimed that they practiced it regularly within their teams. In
addition, they considered that their employees are getting recognition from them. Top
Manager 2 said “I have people that I follow up projects with. I give them feedback and
come back with problems for support”. Top Manager 1 also believed that he practiced
feedback:
I try to make it slighter softer, to adapt to the environment. But I still try to keep
it clear. It is important for a person to know what we want them to know. We
need to be clear on feedback. (Top Manager 1)

Based on the interviews, more than half of the employees felt satisfied with the feedback
to a certain extent. Some of these positive respondents did however share some
criticism with the complaints of the more negative interviewees. People from different
formal positions, ranging from subordinate to top manager positions, believed that
feedback should be less soft, more open and honest. Top Manager 1 believed feedback
should be more concrete and less soft, saying: “In general, things are maybe linked to the
Swedish culture. So the feedback is too soft”.
Another area of concern for some of the employees from different categories was
insufficient recognition. They felt that many things that they did at work were either not
noticed or recognized, and promotion proposals were not followed up. For instance,
Subordinate 4b stated that: “it is usually the process owners or directors that get the
recognition or stand in the first row”. Subordinate 4b also claimed:
As long as the company knows that we are doing everything we can to be
successful, it’s good. We don’t get direct feedback on this. The manager says
over and over again that the higher management recognizes our team and role.
Therefore I guess it is true. (Subordinate 4b)

Further, Lower Manager 1b admitted:
I was a bit confused last year because I was promised a promotion, or rather a
different role in the team. But when the management changed, this wasn’t
followed up. I don’t know what this means? Was I not performing? Or like, did
they see a decrease in my performance, and they’re not happy with it? Or that
the idea of the whole structure has changed, and there is no possibility to give
me that kind of role within the organization? It can be both. (Lower Manager
1b)

Similarly, Lower manager 2a revealed:
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It’s important to have feedback just to understand if it is what was expected. I’m
doing many things and I don’t know if things get noticed. (Lower Manager 2a)

This data again shows the demand for open flow communication mentioned in section
4.1.4. Having open communication and flow of information would enable subordinates
from all categories to work smarter, improve their work, and be aware of their progress,
which was viewed as important, as discussed in section 4.2.4.
The majority of the interviewees in the case company were positive about the
recognition practiced at the organization. Recognition was perceived similarly
depending on formal position in all categories. The top managers were very positive
towards their way of giving recognition. However, there were some lower managers and
subordinates that were displeased about the situation. They either felt that they only got
recognized from their direct manager and not by the top management, or felt as if they
did not get recognized at all. The perceptions varied equally in every category, and no
certain patterns where observed in in any specific category, limiting comparisons to
national culture GLOBE scores. Recognition is by most interviewees considered nontangible, as opposed to monetary bonuses for example, and is mostly expressed in terms
of feedback or verbal recognition. Subordinate 4a mentioned: “It’s the bonus [as
recognition]. However I think it would be nice if there would be acknowledgement or
recognition in a different way”. This statement showed that Subordinate 4a, like other
interviewees, believed that recognition, as an intangible manner, is inexistent today.
The top management believed recognition existed in the case company, while lower
level employees criticized the system. Some employees felt that the departments that
get the most recognized are those, which have members that are active in the executive
committee at the case company. Subordinate 3b said:
My manager, yes [gives recognition]. She is very good like that, to tell you if you
do a good job. For the higher levels of the company I think our department isn’t
very recognized at all. (Subordinated 3b)

Showing employees that they are doing a good job, through e.g. recognition and
feedback, usually has positive organizational results. It is therefore of interest to have
practices where high involvement is encouraged, such as sharing of power,
communication, knowledge, and rewards (Spreitzer, 2008). As mentioned in the
theoretical framework of this thesis, Spreitzer and Quinn (1997) found the integration
of the structural and psychological perspective of empowerment necessary for a
successful implementation of empowerment. Two approaches that can help integrate
the formal structure and the psychological aspects experienced by the employees are:
openness and teamwork, together with support, discipline and control. Recognition and
feedback can help improve these two approaches. Openness and teamwork are needed
between the manager and the subordinates in order to allow the employees to solve
problems, and to get the feeling that their work and ideas are valued. Discipline and
control needs to be improved in the case company by providing clear goals, line of
authority, and being clear on expectations from employees, as suggested for managers
in section 4.3.2. This would help eliminate uncertainty.
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To summarize, constructive feedback and recognition was highly evaluated by all
respondents, which indicates a strong sense of organizational culture. However, about
half of the participants, consisting of subordinates and lower managers, were unhappy
with the feedback, and many believed that it should be more open and honest. Category
one was most negative towards the feedback practiced, which was explained through
their low scores in future orientation and uncertainty avoidance, that portrayed them as
less motivated and reliable on rules and norms. Today, the top management seems to
believe that their practices concerning feedback and recognition are satisfactory,
unaware of the fact that employees expect more constructive feedback and recognition
on a personal and department basis. Thus, in order to create a more empowered work
environment at a multicultural organization such as the case company, the top
management should be informed of the critique coming from the employees regarding
feedback and recognition. When something is perceived as positive or negative, this
should be actively communicated to the person in question when relevant, and not
assumed to be understood or delivered by someone else. Constructive feedback and
direct recognition should be promoted, and promotions and promises should be
followed up to avoid misunderstandings that currently prevail. Category one should be
particularly dedicated active feedback and recognition in order to make them feel more
empowered.

4.4.2 GOALS
As mentioned earlier, the idea of sharing power is an important aspect of the notion
structural empowerment. This is achieved through cascading down decision-making
power, and shifting away from a top-down control system via changes. One of these
changes is, as mentioned earlier, open flow of information where goals, responsibilities,
and strategic direction, among other factors, are communicated through the
organization (Spreitzer, 2008). This makes goals important in the process of generating
an empowering environment with empowered individuals.
The goal-related issues that were brought up during the interviews included
measurability, clearness, and strategic planning. At the case company, about half of the
interviewees did not believe that they have measurable goals. Of these employees, half
of them found immeasurable goals adequate as their area of responsibility were more
creative and therefore not possible to measure. On the other hand, there was no greater
abundance of criticism or dissatisfaction in any category. Furthermore, conceptions
varied among formal positions, where interviewees in the same levels thought
differently. Goals were perceived as important for motivation at work for most of the
respondents.
Criticism towards lacking clearness included statements about undocumented goals for
subordinates. Employees in the lower level of the organization do not have written
goals. Top Manager 2 said:
In the lower level of the organization, sometimes they do not have objectives.
Sometimes we stop at manager level. They [lower level of organization] don’t
get written objectives. (Top Manager 2)

As already mentioned, the majority of interviewees found it important for the
employees to have clear guidelines, because that would help them work better. Some of
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the interviewees believed that their goals should be followed up more often, and that
there should be more long term strategic planning for the individual. Lower Manager 3b
commented the following:
For my team yes; we all have KPI’s [Key Performance Indicators], objectives and
we review those every 6 months. Realistically, every month we catch up on
general business and, to some degree, the KPI’s. As for my manager I could say
less so. There are objectives and we look at them once a year. I have asked for
more. […] It’s important to have measurable goals. It is important to have goals
for motivation, or you start to lose your way. You need to have e.g. a five year
goal, and break it down to little steps; “where do I want to be on the long term
and how do I get there?”. “The case company” doesn’t work like that. I have
discussed it with my team, their plans for the future. If you only are working
short term it is hard to have a path for the future. (Lower Manager 3b)

Similarly, Subordinate 4b stated:
What’s more important to me is to know where the ambition in the company is,
and where you want to go. If that’s the goal in terms of where you want to be in
three or five years, then yes. But the company can’t offer this. (Subordinate 4b)

Currently there were no common perceptions regarding goal practices today, which
made it difficult to relate these practices to the organizational culture. The one thing
respondents had in common is that they found goals important for motivation. Many
wished to have long-term goals. Together with the uncertainty that some employees felt
regarding their career path in the company, emphasized in section 4.2.4, this indicates
that formal documentation and long term oriented goals would be helpful when
empowering the employees to a greater extent than they are today.

4.4.3 TEAM BUILDING AND TRAINING
As mentioned in section 2.1.2, training is the educational attempt to build knowledge
and skills of employees on both a personal and organizational level. Training is one of
the practices considered for achieving a high involvement or a self-managing system, to
shift away from a top-down controlled system. In addition, transformational leadership,
as discussed earlier, empowers individuals by creating social identification within their
teams (Spreitzer, 1995). Such leadership behavior encourages commitment to the
organization and helps build a team spirit though enthusiasm, challenges and integrity.
The practices of team building and training at the case company were questioned among
the interviewees. The distribution of satisfied versus dissatisfied employees was evenly
spread among all the categories and formal positions, with an equal amount of negative
and positive respondents. Most respondents expressed that team building is important
for motivation, relations, productivity, and that it was up to both managers and
subordinates to take initiative in team building activities. Some thought team building
should be combined with training and others not. There was a great interest dedicated
towards multicultural training, and the wish to take part in more courses of that genre.
Team building was seen as important both within one’s direct team and across
functions. Due to the even distribution of conceptions though the categories regarding
team building, it was not possible to compare any patterns to national culture scores.
Considering the need for team building Subordinate 1a commented:
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Team building is almost not existent now. If you want to make a good job you
need happy employees. […] The manager you work with every day, of course
they see it [the need for team building]. Of course they see that when you are
not happy you don’t do as good of a job. But top management doesn’t see the
needs. Again I don’t have the whole picture of who does what. I’m extremely
curious. I would really want to understand why things are like this.
(Subordinate 1a)

Subordinate 1a also said that it is very difficult to get team building activities approved.
Most interviewees admitted uncertainty of team building budget or expressed that there
is no team building budget at all. Lower Manager 3b also added:
There is zero budget for that [team building]. If your team is not working as
well as it should, this it is very much needed. […] If you understand the person
you are working with, you are so much more helpful and forgiving. It’s a “no
brainer” to spend some time outside work. The teamwork improves
exponentially. (Lower Manager 3b)

To summarize, the employees seemed to have mutual thoughts and values concerning
team building, where they all thought it was important for motivation and productivity,
suggesting an organizational culture in this matter. Opinions regarding training
combined with team building varied, where some thought it was important for team
building to be more relaxed or involved with education. As mentioned in section 4.3.3,
management training is considered not so abundant today, but as necessary according
employees. Even top management saw communication concerning possibilities of
training an issue that could be improved. Most employees were unaware of the size or
existence of a team building or training budget, which is an issue that should be clarified
in order to let employees know their possibilities and limitations. There was no certain
pattern showing any category or formal position thinking in a certain way, and therefore
not possible to compare to national culture scores.

52

5. RESULTS AND ANALYSIS OF SURVEY
Chapter 5 includes the empirical results and analysis of the survey. The first passage
evaluates the response rate of the survey. The following sections then present the results
and analyses of the respondents’ perceptions of empowerment, management and
organizational practices at the case company.

5.1 EVALUATION OF RESPONSE RATE
The purpose of the survey was to obtain a general picture of perceptions at the case
company, as well as to confirm the results from the interviews. The survey was created
and distributed with the help of QuestBack, which was also used to collocate the results.
The survey was first sent out automatically via email to all employees at the case
company. This corresponded to almost 600 individuals. However, some of the accounts
were expired or inactive, which meant that it was approximately 500 potential
respondents, of which some were on leave or otherwise unable to participate.
The survey received 170 responses in total. This corresponded to a response rate of
roughly 35%. These numbers were satisfying, as only one reminder was allowed to be
sent out during the progress of the study. Further, the respondents corresponded well
to the actual proportions of the company. Approximately 60% of the respondents were
Swedish, which is reasonable as the company is located in Sweden. Further, it was a fair
distribution of the remaining nationalities among the responses, as compared to the
actual division at the case company. Finally, approximately 35% of the respondents
were managers, which correlates quite well with the actual 25% in the company. These
statistics could thus be interpreted as a fairly good representation of the whole
company.
Following sections illustrate the key results obtained in the survey, concerning
empowerment, management and organizational practices. Organizational structure,
which was a separate section in the interview analysis, is here integrated into the other
three problem areas due to lack of questions. All results from the survey can be found in
appendixes D-K. The figures used in the analysis refer to the diagrams in the appendixes,
where e.g. figure D3 corresponds to the third figure in Appendix D. Most figures contain
a set of sub-questions from the survey and the mean values of the respondents’ ratings.
The questions were mostly rated one a seven-point scale, ranging from “strongly
disagree” (1) to “strongly agree” (7). The complete questionnaire for the survey can be
found in Appendix C.

5.2 EMPOWERMENT
The underlying question to analyze the research questions was whether employees at
the case company felt empowered (Question 21, Appendix C). After looking at the
responses to this basic question, it was evident that 71.2% of the employees felt
empowered while 28.8% did not (Figure K11). Like the interviews, the survey showed
that the majority of the employees at the case company felt empowered. The proportion
of respondents that did not feel empowered varied among the organizational levels and
across the categories. Out of the subordinates 32,1% (Figure H10) did not feel
empowered, in contrast to the 25% (Figure I11) of the lower management, and 0%
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(Figure J11) of top management. Unlike the interview results, the survey demonstrated
that there were differences among the proportions of disempowered employees
depending on category. Disempowered respondents were 40% (Figure D11) in category
one, 46.2% (Figure E11) in category two, 21% in category three (Figure F11), and
25.5% (Figure G11) in category four. This illustrated that category one and two
proportionally had twice as many disempowered individuals as compared to category
three and four.
As mentioned in the interview analysis, category one’s countries had low scores for
future orientation. Category two’s countries shared this characteristic. A majority of the
future orientation scores of both category one and two for cultural practices were the
lowest ones compared to category three and four. When analyzing the results it was
evident that category one and two’s low future orientation scores were reflected in the
survey responses, with greater proportions of disempowered individuals in contrast to
the other categories, as low scores tend to have less motivated people and less flexible
managers in the countries of origin, as mentioned in section 4.4.
Empowerment can be seen as motivational processes, as mentioned in the theoretical
framework, and was therefore addressed in the survey though the question “I feel
motivated by...” (Question 16, Appendix C) to understand what makes employees feel
empowered based on their values. Here, the employees got to rate different qualities
based on importance. All categories and organizational levels rated one or both of the
factors “colleagues” and “multicultural environment” as among the top three highest
ratings (Figure D6, E6, F6, G6, H6, I6 and J6), showing their importance for motivation.
In section 4.1.2 most categories were presented as having positive attitudes towards the
importance of the team among coworkers. The survey result reinforced these results on
a wider scale, suggesting a common organizational culture, where the team is favored.
To summarize, the disempowered individuals, i.e. approximately 30% of all
respondents, composed only of subordinates and lower managers, which reinforces the
interview results. This showed that the formal organizational level in the organization
affects the extent of empowerment, suggesting a hierarchical structure where the
organizational level defines empowerment. Supporting the interview analysis, a
recommendation to avoid such trends in a multicultural company would be to
ameliorate communication regarding ones roles through role descriptions and
documented goals. Another finding that reinforced the interview analysis was that
category one and two had twice the proportion of disempowered individuals, reflected
in their lower scores of future orientation. In addition, the values within the
organizational culture are of a collectivistic nature where the colleagues and
multicultural environment are significant for motivation. Such social expectations
suggest that activities such as team building, cross-area meetings and the flow of
communication from a top-down and bottom-up perspective would encourage
motivation and empowerment. Communication, along with other managerial practices,
will be discussed further in the following section.
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5.3 MANAGEMENT
During the interviews, criticism was aimed towards the current management in the case
company. It involved e.g. lacking frameworks and information, poor visibility from the
higher levels and inadequate people management. All these topics were thus evaluated
in the survey, as to confirm or reject the results from the interviews.
This chapter starts with an evaluation of the managerial practices performed at the case
company today, including support, information, titles and expectations, recognition, and
feedback. The subsequent section assesses the respondents’ perceptions of the top
management, mainly in terms of transparency. Finally the most desirable manager skills
are evaluated, and contrasted with the actual management of the case company.

5.3.1 MANAGERIAL PRACTICES
In the survey the respondents were asked to answer a series of questions concerning
their reflections of the managerial practices at the case company today. They were then
asked to rate these practices based on how they believed that the practices should be,
which would reflect their values. These issues correspond mainly to question 11, 14 and
20 in the survey, appendix C. Thus, this section compares the perceptions of managerial
practices between different categories and organizational levels.
I strongly feel that this organization needs to be a lot more selective and careful
when it comes to hire managers. I have had several managers during the years,
both good and bad, and really see how they affect the work and atmosphere in
the team, and how they actually have impact on our health. My answers would
have been totally different a year ago when I had another manager. Right now
the situation is unfortunately too much management by fear, information is
withheld, decisions made without consulting the people affected and our team
often understaffed. (Survey response, Subordinate from category four)

The respondents were first asked to rate a couple of statements regarding behaviors of
one’s direct manager, which corresponded to question 11 in the survey. One of the
biggest issues found during the interviews was the lack of clear communication and
frameworks. This problem was assessed in the survey as well, when the respondents got
to answer the question “My manager provides the support I need to succeed
(communicates the goals, provides direction, monitor the process etc.)” (Question 11,
Appendix C). All categories had an intermediate average score on this question. The
largest contrast was the score of category two, with an average of 4.46 (Figure E1),
compared to the total average of 4.95 for all responses (Figure K1). Although a rather
small difference, this indicates that individuals from category two require clearer
information and framework compared to other categories. This is also evident when
looking at the rates on managerial behaviors in question 7 (Appendix C), where “clear”
and “communicative” received very high scores by category 2 (Figure E7). This
coincides with the results from the analysis of the interviews. In section 4.1.1 it was
discovered that the respondents from category two typically expect more initiatives
from the managers, such as provision of tools.
However, it was not only the lowest levels that felt that clear frameworks were missing.
During the interviews it became evident that the managers today do not receive a
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sufficient amount of training or receive any frameworks on how to manage people,
when progressing in the case company. This question was addressed in the survey as
well, when the managers were asked to rate the degree of information that they
received from the organization, in regards to people management (Question 20,
Appendix C). This issue was undeniably the question, from a manager perspective, that
received the lowest score through all categories. Category three was especially
dissatisfied, with an average of 3.00 (Figure F10), while category four had the highest
score with 3.54 (Figure G10). Even the top management seemed to recognize this
problem, seeing that they had an average score of merely 3.75 (Figure J10). When
comparing the results, from both interviews and survey, it became clear that the
management training was a big issue at the company today, which needs to be
addressed.
Another issue that was surfaced during the interviews was the problem of misleading
manager titles. A majority of the interviewees from category one, three and four
believed that their titles did not correspond to the work that they had expected when
entering the position. However, this problem was only partly confirmed by the survey
responses, when the managers got to answer the question “I believe that my area of
responsibility matches my title” (Question 20, Appendix C). As opposed to the
interviewees’ replies, category four had the highest score with 4.90 (Figure G10) in the
survey. On the other hand, category three had only an average of 2.29 (Figure F10),
which coincides with the results from the interviews. Similarly, category one also had a
low score, with a score of 3.60 (Figure D10). These dissimilarities could be connected to
the categories’ assertiveness scores, which were discussed in section 4.2.4.
Category three’s high assertiveness scores indicate that they value progression within
the company, thus valuing the importance of being a manager. Category four, on the
other hand, had mixed assertiveness scores. However, Sweden had the lowest score
possible, which might explain why category four is perceived to be less concerned with
the titles, as there is a vast majority of Swedish employees at the case company. This
may also explain the difference in results between the interviews and the survey, as it
was a smaller proportion of Swedish respondents during the interviews. However, there
was also a distinct difference between the organizational levels. The lower management
had an average score of 4.43 (Figure I10), as opposed to top management’s score of 5.75
(Figure J10), which also confirms the results from the interviews. That is, that the lower
levels were more dissatisfied with the titles, compared to their expectations.
Another issue brought up during the interviews was the importance of recognition and
constructive feedback, which was highly valued by most of the interviewees.
Recognition from one’s manager got the highest rating in all categories in the
managerial value questions in the survey (Question 14, Appendix C), with a total
average of 6.59 (Figure K4). Further, all categories seemed to be satisfied with the level
of recognition executed today by the managers. In figure K1, the question “My manager
recognizes my contributions and accomplishments” received a mean value of 5.28.
As for constructive feedback, the results from the survey did not completely confirm the
results from the interviews. During the interviews, half of the employees from the
subordinate and lower management levels were dissatisfied with the current feedback
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practices in the company. Category one was especially discontent. However, in the
survey this issue got more positive results, when comparing the responses from the
question “My manager provides me with feedback that helps me improve my performance”
(Question 11, Appendix C). In fact, the lower the level, the higher the average was
(Figure H1, I1 and J1). Further, category one had the highest score, with 5.55 in average
(Figure D1), whereas the total mean for all categories was 5.15 (Figure K1). This issue
was also positively perceived from a manager perspective. In question 20 (Appendix C),
the managers got to rate the question “I frequently give the employees in my team
constructive feedback”. This question got a total mean value of 5.58 (Figure K10), which
indicates that most managers believe that they are successful at providing feedback.
However, feedback could also be given bottom-up, in order to create a more efficient
organization:
Reward and promote based on performance in a transparent way. Evaluate
managers both from above and below (360 degrees). (Survey response,
Subordinate from category four)

In the final questions of the survey (question 22 and 23, Appendix C), the respondents
got the opportunity to give suggestions for how to improve the empowerment practices
at the case company. One of the suggestions is mentioned above, i.e. a 360-degree
evaluation of managers. This means that a manager will not only be evaluated by his or
her own manager, as it is practiced today at the company. Instead, their subordinates
would also be able to evaluate them, in order to increase their management
performance. Being able evaluate one’s manager, could create a more empowering work
environment, as the subordinates would be able to influence factors that affect their
self-efficacy. Additionally, the organization could benefit from 360-degree evaluations,
as the managers could more easily identify flaws that negatively affect their productivity
in the company.
To summarize this section, most of the interview results were confirmed by the survey
responses, concerning the perception of the management as the case company. Most
respondents, especially from category two, valued clear communication and
frameworks from the management. However, this is not always provided. The area that
received the biggest level of concern was information about people management. Most
managers agreed that there is not sufficient training when people progress today.
Further, there was also concern regarding the relevance of titles. Managers from
category one and three were especially dissatisfied, suggesting that they did not believe
that their titles corresponded to their expectations. Further, it was evident that the
lower managers were less happy with their titles, as opposed to the top management.
Finally, the issue of feedback and recognition from the management was revisited. Most
respondents valued frequent feedback and recognition, and also believed that it was
given today. However, implementing a 360-degree evaluation of managers could create
a more empowered and effective organization. Of course this would also affect the top
management of the organization, which will be further discussed in the next section.

5.3.2 TOP MANAGEMENT
I feel that there has to be much better communication and transparency. Also it
feels like information is used as power at mid to high management level and
57

information is not always reaching mid managers. (Survey response, Lower
Manager from category four)

During the interviews, half of the respondents at the lower levels believed that the top
management was not visible or transparent enough in their operations and decisionmaking. This problem was evaluated in the survey as well. In question 11 (Appendix C),
the respondents got to answer the question “The top management of this organization is
transparent”. The question received an intermediate range of responses between all four
categories, with a total average of 4.22 (Figure K1), which coincides with the mixed
interview results. However, the biggest difference existed between organizational levels.
The subordinates had a mean value of 4.22 (Figure H1). Similarly, the lower
management had an average of 4.17 (Figure I1). The top management, on the other
hand, had a mean value of 5.25 (Figure J1), which indicated that the top managers
believed that they are much more transparent than the lower levels perceived them as.
The results for the survey question “I feel well-informed when major changes are made in
this organization” (Question 11, Appendix C) received very similar responses to the
problem above. The total average was 4.55 (Figure K1), with an even distribution across
the categories. However, the top management had an average of 6.00 (Figure J1),
whereas subordinates averaged at 4.52 (Figure H1) and lower managers at 4.50 (Figure
I1). Even though the last two scores corresponded to more positive responses, as
opposed to the results from the interviews, there was still a distinct difference between
the perception of the top management and the rest of the company. These results
indicate that the top management has more access to strategic information than the
lower levels, and that subordinates and lower managers do not receive the same amount
of information as the top when changes happen. This distinction was further assessed in
question 15, where the respondents got to answer: “The decisions made by the top
management should be transparent to the whole organization” (Appendix C).
Subordinates and lower management had average scores of 5.95 (Figure H5) and 5.83
(Figure I5) respectively, while the top management had a mean of 5.00. This strengthens
the assumption that the lower levels value transparency and communication to a
greater extent than the top management.

5.3.3 THE IDEAL SKILLS OF A MANGER
In question 17 and 18 (Appendix C), the respondents got to rate the behaviors and skills
that they would expect from a great manager. In question 17, the skill “Encouraging =
Gives courage, confidence, or hope through reassuring and advising” received the highest
value ratings from all categories, and had total average of 6.59 (Figure K7). Among the
other top rated behaviors were also sincere, clear and coaching. The skills could be
described as “soft” and were all discussed to be outstanding manager behaviors during
the interviews. At the other end of the spectrum, the skills conflict-avoiding, controlling
and self-centered were rated as the behaviors that contributes the least to good
management. These skills could be described as the opposite to empowerment qualities,
which promote autonomy and power sharing. Thus, when interpreting the results from
question 17, it was apparent that the employees at the case company value skills that
promote empowerment.
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As for question 18, the respondents were asked to pick five practices that they expected
their managers to perform in the company. As opposed to the previous question, there
were some differences between the categories and levels. Category one, three and four
all valued the managerial practice of “support and listen to employees” as most important
(Figure D8, F8 and G8). Category two, on the other hand, valued “communicate the
organization’s strategies and goals” as the most important practices performed by
managers. This goes hand in hand with the results obtained in section 5.2.1 and results
from the interviews, where i.e. individuals in category two tend to expect clear
frameworks and information from the management.
During the interviews, most respondents believed that the managers at the case
company generally did not possess the skills that define an outstanding manager. This
result was partly confirmed by the survey respondents as well. In question 19
(Appendix C), the respondents got to judge whether or not managers typically possess
the qualities that the respondents had chosen in question 18. This time there were
pretty even results between categories and organizational levels. The total average was
4.38 (Figure K9), which is rather positive as opposed to the interviews. However, the
interviews were far less restricted than the survey, which made it possible for the
interviewees to express a wider span of ideas and attitudes. Thus, it can be difficult to
compare the interviews with the survey in this case.

5.4 ORGANIZATIONAL PRACTICES
Focusing on the respondents’ beliefs concerning norms, values, and practices, they were
asked to rate what the organization should be like at the case company (Question 14 and
15, Appendix C). All categories had similar ratings where they highly valued that
employees should be able to approach their manager with work related problems, that
employee suggestion for improvement should be the central way of working, that job
descriptions should be clearly stated, that employees should set challenging work goals
for themselves, and that management decisions should be transparent to the
organization (Figure K5). These values where common for all categories and formal
organizational levels. In addition, all respondents highly valued that employees should
be encouraged to take initiative (Figure K4). Lowest rated, on average, was the
statement “employees should obey their manager without questioning” (Figure K5), and
“An employee’s influence should be based primarily on the authority of one’s position“
(Figure K4). This showed that the values of the respondents were both employee and
goal oriented. It also indicated that titles should not necessarily determine authority.
Thus, the employees seem to value a flat organization, as discussed in section 4.2.1, and
expect clear job descriptions. The values were however not completely reflected in
reality. Following survey responses were all suggestions for improving empowerment at
the case company (Question 22, Appendix C):
Clearer set of remit required [to improve empowerment]. What can we decide,
what are we accountable for in each position, and what shall we seek managers
approval for. Also team management and nourishment/coaching. Clearer and
more transparent information flow from upper management [is needed] to
enable strong people management in the direct team. (Survey response, Lower
Manager from category 4)
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Clear task-, responsibility-, ownership- definition [is needed]. (Survey response,
Subordinate from category three)
Having clear job descriptions with understanding of how to move to different
positions within the company. (Survey response, Subordinate from category
three)

The current situation of different organizational practices at the case company was
evaluated in question 13 in the survey (Appendix C). These practices included; having a
clear job description, influence being based on position, competitiveness, employees
taking initiatives, and employees having to obey their managers without question. Most
respondents interpreted these practices similarly. The practices were all rated below
5.25 in average (Figure K3). This means that the above mentioned characteristics where
not strongly interpreted as actual or were simply seen as neutral and passive, not really
meeting what the employees valued as important in the organization.
“Employees are expected to obey their managers without questioning” (Question 13,
Appendix C) was rated the lowest of the practices above, with an average of 3.02 (Figure
K3). This conforms to the values of the respondents, as discussed above, indicating that
their beliefs are reflected in their actual organizational practices. The fact that all
categories and lower levels in the survey had an average corresponding to “disagree
somewhat” (i.e. approximately a score of 3.00), and not “strongly disagree”, in this
question suggested uncertainty regarding to what extent one should or should not obey
one’s manager. In contrast, the top managers rated this statement the lowest of all
levels, with an average of 2.25 (Figure J3). This difference in perception suggested that
top managers believe that employees have more freedom than employees believe
themselves.
In figure K2, the respondents rated their confidence to do their job highly, with a total
average of 6.24. Further, most respondents seemed to believe that the work they do is
important to them, as the total mean value was 6.04 (Figure K2). Among the lowest
rated was the employees’ access to strategic information in order to do their job well,
with a total average of 4.78 (Figure K2). No significant pattern was detected between
categories, but more on an organizational level basis. This statement was rated 4.61 by
subordinates (Figure H2), 4.97 by lower managers (Figure I2), and 6.25 by top
management (Figure J2). As evident, the strategic information is more reachable, the
higher the formal position.
Moreover, there were quite high average ratings on all sub-questions in question 12
(Appendix C), i.e. the total averages ranged between 4.78 and 6.24 in total (Figure K2).
The practices that were evaluated in question 12 included: that the work environment is
open, that they enjoy work tasks, that their work is important to them, that they are
confident, that their ideas are heard, that they can influence decisions, that they know
who to approach for ideas, that they understand the strategies and goals of the
organization, that they set personal challenging goals, and that they are satisfied with
their workplace. The averages illustrated that the organization satisfies the expectations
of the respondents to a certain extent, but that there is room for improvement in all
areas discussed.
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Overall, the survey results reinforced the findings discussed in the interview analysis,
section 4.3.1, where subordinates and lower managers expressed concerns regarding
not having clearly defined job descriptions. Additionally, the findings indicate, as
discussed in section 4.1.4, that subordinates feel that they have freedom, but that they
do not know their expectations. In the survey, respondents favored an organization that
is goal oriented, where role descriptions are provided, decisions transparent, and
employee suggestions are a central way of working. The actual practices, based on the
survey results, illustrate uncertainty concerning role descriptions, the degree of
influence employees have, and to what degree a subordinate should obey one’s
manager. Additionally, findings suggest that the top management considered employees
to have more freedom than what the subordinates actually perceived, and that
employees have more access to strategic information, the higher the level. Suggestions
for a multicultural organization such as the case company would be as mentioned
earlier, defining role descriptions and frameworks for decisions, listening to employees
for improvements, and communicating more strategic information to subordinates and
lower managers.
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6. DISCUSSION
This chapter starts with a summary of the results obtained from the analyses of the
interviews and the survey. Thereafter the initial research questions are assessed. The
chapter is then finished with limitations of the study and recommendations for future
research.

6.1 CONCLUSIONS AND DISCUSSION OF RESEARCH QUESTIONS
The purpose of this study was to examine the perception of empowerment in a
multicultural organization, and to compare the perceptions between different national
cultures and organizational levels. This was done through a case study at a multicultural
company in Sweden, via a series of interviews and a survey. The GLOBE national culture
scores served as the groundwork of the national culture analysis, in order to identify
and understand the differences among the categories based on their beliefs. To analyze
differences between organizational levels, similarities and contrasts were identified
between the perceptions of respondents at different positions. Table 4 and 5 below
emphasize the key findings from the interviews and the survey, revealing the
differences in perceptions between cultures and organizational levels within four
problem areas that were relevant to the purpose of the study. The level “organizational
culture” was added to the organizational levels at table 5, as to emphasize the
perceptions and beliefs that prevailed throughout all levels and categories. This could be
interpreted as part of the organizational culture, as it represents the common values of
the company.
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Category
1

Empowerment

Organizational structure

Management

Organizational
practices



Teams are not
responsible for
empowering
Lower levels
experienced their
ability to influence
limited
Expect managers to
provide chances to
influence
40% disempowered
employees
Tendency to take more
distance from manager
More individualistic
46.2 % disempowered
employees







21% disempowered
employees







Category
2






Category
3



25.5% disempowered
employees



“Manager” title is
unclear
Titles do not meet
expectations















Category
4



Hierarchical structure at case
company
Content with structure






Hierarchical structure at case
company
Half were content with structure



Expects more
initiatives and
communication from
management

Hierarchical structure at case
company
Half were content with structure
Values career paths
Unclear career paths today



“Manager” title is
unclear
Dissatisfied with
current managers
Titles do not meet
expectations

Flat structure at case company
Content with structure
Value career paths
Half were content with the
career paths today






Unsatisfied with
current feedback
practices
Wish for more
frequent feedback
Tend to feel less
motivated
Favor flexibility

“Manager” title is
unclear

Table 4: Key findings for national categories
Identified key findings, summarized from chapter 4 and 5, for the national categories one, two, three
and four (see Appendix A for a list of countries in each category). The table includes the aggregated
perceptions of each category.
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Empowerment

Subordinates







Lower
management






Top
management







Organizational
structure

Some perceived their
job as non-meaningful
due to less contact
with company CSR
Some express they
have freedom at work
Low understanding of
alignment between
departments
32.1% disempowered
employees
Perceive their job as
meaningful
Some express they
have freedom at work
Low understanding of
alignment between
departments
25% disempowered
employees



Perceived their job as
meaningful
Have freedom at work
Believe that
employees have more
freedom than the
employees perceive
0% disempowered
employees










Management

More difficult to
participate in decisions
due to structural changes
The internal
communication is
insufficient
Communication exist
mostly at higher levels



More difficult to
participate in decisions
since structural changes
The internal
communication is
insufficient
Communication exist
mostly at higher levels

















All
(organizational culture)







Positive towards
empowerment
“Colleagues” and
“multicultural
environment” most
important for
motivation
Confident about their
abilities at work
28,8% disempowered
vs. 71,2% empowered
employees








The company tends to be
communicated as flat
Decisions are taken too
high up
The decision-making
processes are slow and
inefficient
“The Swedish culture”:
Decisions require
consensus from many
people
Cross-functional and –
regional communication
is not efficient







New structure is
beneficial for company
Decisions are taken up
due to uncertainty
New structure enables
career opportunities

Emphasized “soft skills”
as outstanding manager
behaviors
Top management is not
transparent

Organizational
practices






Emphasized “soft skills”,
“communication” and
“coaching” as outstanding
manager behaviors
Lacking management
training
A majority believed they
possessed outstanding
management skills
Top management is not
transparent



Emphasized “soft skills”
and “hard skills” as
outstanding manager
behaviors
Their communication
channels sometimes fail
to reach all levels
A majority believed they
possessed outstanding
management skills
Top management is
transparent
A majority are satisfied
with accessibility of top
management
Managers’ inexperience
is due to young age and
“swim or sink” mentality
The lower the level, the
better feedback is
provided
Value transparency




















Some unsatisfied with
current feedback and
recognition practices
Some have undocumented or
immeasurable goals
Unclear job descriptions
Less access to strategic
information

Some unsatisfied with
current feedback and
recognition practices
Mostly perceive they give
regular feedback and
recognition
Some have immeasurable
goals
Unclear job descriptions
Less access to strategic
information
Mostly perceive they give
regular feedback and
recognition
Optimistic about job
descriptions
More access to strategic
information

Feedback and recognition
are highly valued
Feedback should be less soft,
and more open
Recognition considered nontangible (e.g. non-monetary)
Goals are important for
motivation
Some wish for more
following up of goals
Team building is important
for motivation and
productivity
Anyone should take
initiative for team building
No knowledge of team
building budget

Table 5: Key findings for organizational levels
Identified key findings, summarized from chapter 4 and 5, for organizational levels. The table
includes the aggregated perceptions of each organizational level, as well as perceptions in common
for all levels, i.e. organizational culture.
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As covered in the theoretical framework organizational practices, structure and
management can to some extent affect empowerment. Structure was questioned as it
affects the degree of structural empowerment, depending on e.g. decision paths,
formalities, and job descriptions. Management provides the means for empowerment
and was therefore an important area of study. Organizational practices were researched
as these affect the employee’s feeling of empowerment, i.e. psychological empowerment,
through practices like feedback, recognition, communication and work related activities.
When describing whose responsibility it is to create empowerment, most of the
respondents believed that employees should take the initiative while the managers are
responsible to offer the means through communication and provision of information.
However, as presented in table 4, it is apparent that there are also different perceptions
between the national categories, concerning organizational practices, structure, and
management. For example, there was a big difference in the proportions of empowered
individuals between the categories, even though they all work in the same company and
under the same circumstances. Further, category four perceived the formal structure as
flat, and was satisfied with this, as opposed to the other three categories. These results
address research question one of this study, which questions how the relationship is
between the perception of empowerment and national culture.
Thanks to the GLOBE study, it was possible to make connections between certain beliefs
and one’s cultural background. The cultural dimensions used for the analysis included
power distance, institutional collectivism, uncertainty avoidance, assertiveness, future
orientation and performance orientation. These dimensions could, to some extent, have
an influence on the perception of empowerment, which became apparent during the
process of this study. The common findings between the interviews and the survey
suggest that one’s perception of empowerment could be identified by the cultural
background of the individual. Depending on where an individual is brought up, he or she
will most likely obtain a set of beliefs and values from that environment. This also
means that organizations will be colored by the beliefs prevailing in the country of
origin. An employee from another country than the company’s whereabouts might then
have perceptions that could collide with the rest of the organization. However,
sometimes it is also possible that the company values are stronger than the individual
differences, which could be denoted as the organizational culture.
The results in table 5 could be used to investigate research question two, i.e. whether
the perception of empowerment diverges between the levels of a multicultural
organization. As there were evident differences among the subordinates, lower
managers and top managers, it became clear that there is a relationship between one’s
position in the company and the perception of empowerment. At the case company, the
biggest differences concerned the perception of communication and transparency. For
example, the top management believed that they provided the rest of the company with
a satisfying amount of information regarding their decisions, while the two lower levels
required more visible and frequent strategic information. In fact, there were differences
in the perceptions between the levels in almost all the problem areas investigated in this
study. However, there were fewer distinctions between subordinates and lower
managers, as they tended to think similarly in many questions. Instead it was the
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perceptions of the top management that stood out the most from the rest of the
organization.
The similarities between subordinates and lower managers could be explained by the
fact that they both have several managers above them in the hierarchy. In this sense,
lower managers are also subordinates. Even though some of the top managers also have
people above them in the organization, it is to a far less extent than the lower managers.
Having multiple levels of managers above one’s position may thus help explain the
relationship between perception of empowerment and organizational level. First of all,
an individual’s ability to influence is reduced the lower the level that person has. This
can profoundly affect the feeling of empowerment, as discussed in the theoretical
framework. Secondly, the manager is of big importance when developing an empowered
work environment and building the team. If the manager does not have the means or
knowledge of how to do this, then his or her ability to create an empowered
environment is reduced. As seen in the interviews and survey, individuals at higher
levels tend to have more access to strategic information and possess greater experience.
Without adequate training, it is much more difficult for a manager lower down in the
hierarchy to know how to empower his or her own team. This in turn would affect their
subordinates’ sense of empowerment. This answers research question two, as the
organizational level of an employee in a multicultural organization affects the degree of
information obtained, leading to diverging perceptions of empowerment depending on
one’s position.
Research question three was concerned with how empowerment could be reinforced to
overcome cultural and organizational differences. As evident, from the results above,
there were distinct differences in perceptions between cultures and levels at the case
company. Together with the affirmative information from GLOBE, this suggests that
other multicultural organizations could have similar differences at work. However, there
were also beliefs that the whole case company shared, as seen in the organizational
culture level in table 5. For example, the employees at the case company were all
positive towards the concept of empowerment. The organizational culture plays a big
part in the success of a company, as it allows the employees to work toward the same
direction. Thus, the organizational culture should be recognized as leverage at
multicultural companies, where many different perceptions prevail. Common values
could help strengthen the organizational culture, unifying employees from different
national cultures and organizational levels. Therefore the practices that are most valued,
or criticized, by a company could be used to overcome the differences.
To reinforce empowerment, it is important to first identify the main problems in the
organization. After finding the problems, solutions should be investigated, which could
overcome the differences in the organization, in order to enhance the conditions for
empowerment. In the case company, the main problem areas became evident early on in
the process. For instance, all categories and levels at the case company mentioned
communication as a big issue. This included practices such as inefficient cross-functional
and regional communication, insufficient feedback, unclear job descriptions, low
transparency and decision-making being taken too high up in the hierarchy. These were
practices that were otherwise highly valued by the organizational culture. In other
words, these are all areas that the case company should address in order to reinforce
66

empowerment throughout all categories and levels. Following suggestions are therefore
specified for the case company, but could be used as inspiration for other multicultural
organizations as well when reinforcing empowerment.
When it comes to enhancing structural empowerment, there are various things that
could be done. Transparency could be improved through verbal or written
communication. This would overcome the organizational differences where
subordinates and lower managers do not find top management transparent enough. In
addition, through documenting goals and increasing the level of access to strategic
information, it would be possible for employees at all levels to feel more aligned with
the company. Transparency between departments should be enabled in order to
eliminate inefficient communication and improve the alignment between them. Crosslevel communication could be increased through opening up more channels. For
example, subordinates should be able to send in questions in advance of the corporate
information days, which then could be addressed directly by the top management to the
whole company.
During the process of the study, there was also a lot of focus on the management in the
case company. New managers should have adequate training in order to strengthen
their skills in people management. Therefore it could be wise to have a mentorship
programme, where experienced managers could coach new managers on how to
develop people etc. Further, it could be wise to have 360-degree feedback evaluations of
managers, as this would allow for their subordinates to influence aspects that could
affect their self-efficacy and sense of empowerment. Moreover, the management could
be utilized by specifying the lowest legitimate level for decision-making in different
matters. This would create a less top-down controlled organization. Finally, through
specifying job descriptions, the lower levels of the organization would be more certain
of their tasks and work potential. Defining clearer career paths would make it easier for
the employees who value progression, as well as clarifying the formal structure and title
hierarchy in the organization, which would reduce the employees’ uncertainty.
As for strengthening the psychological aspect of empowerment, there are other issues
that need to be addressed. Providing more constructive feedback and non-tangible
recognition could create an environment where people feel more recognized and
appreciated, which could strengthen their sense of empowerment. Activities such as
team building and multicultural training were also seen as important motivators at the
case company. These activities could therefore be used to maintain a unified feeling in
the company, and help motivate individuals. Further, meaning at work is another
important aspect of psychological empowerment, which should be strengthened if
possible. For instance, CSR-related engagements should be communicated to all levels,
as this was a topic that was highly valued by some of the employees at the case
company. However, it is also important that managers recognize the individual
differences in the team, as the same things do not motivate everyone. But through
transformational leadership, it might be possible for managers to motivate and inspire
their subordinates to a greater extent.
To conclude, there were many differences in perceptions between the national
categories and the organizational levels at the case company, in terms of the concept of
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empowerment. The cultural differences corresponded well with the findings in the
GLOBE study, which suggest that other multicultural organization might face the same
issues as the case company. It is possible to overcome the cultural and organizational
differences in a multicultural organization by recognizing the main problems that could
affect the perception of empowerment. Functional communication is one of the most
important aspects to consider, as this is central in any successful organization. By
maintaining good communication, it is possible to strengthen the organizational culture
in the company. This in turn could reinforce the employee empowerment, as aspects
that positively affect this concept could be encouraged and strengthened through the
organizational culture. It is important to remember that a company consists primarily of
its members, and that these individuals are the ones that determine how empowerment
could contribute to the organization. Or, as the American author Stephen Covey once
said:
An empowered organization is one in which individuals have the knowledge,
skill, desire, and opportunity to personally succeed in a way that leads to
collective organizational success. (Stephen Covey)

6.2 LIMITATIONS
As mentioned earlier in section 3.5, reliability is a factor that is limited in this study. This
is due to the use of semi-structured interviews, which are subjective depending on the
respondents. However, validity is higher due to the survey, which had a good
representation of the actual population. In addition, the results obtained at the case
company many not be fully applied at all multicultural organizations, as this study is
focused on a specific office of a Swedish organization. For instance, organizations in
other countries may have different results, due to the influence of the national culture in
which the organization is located. Hence, this thesis strives to purely inspire future
researchers and practicioners on how to work with empowerment in multiculturals
settings.
In spite of the limitations, we are very happy with the outcome of this thesis. During the
progress of the study, there were many obstacles that we were able to both overcome,
and incorporate in our research. If we were to redo this study, we would probably have
done things very similarly. The only thing that we would have done differently would
have been to limit the personal questions in the survey, in order to enhance the feeling
of anonomity. However, at the end we were happy with the response rate of the survey,
as well as the profound level of honesty obtained through the interviews and survey.

6.3 RECOMMENDATIONS FOR FUTURE WORK
For future work it would be interesting to produce similar studies in multicultural
organizations in other locations and business areas, in order to increase the validity and
reliability of the study. Further, it would also be interesting to conduct a case study in a
multi-firm setting, to obtain new insights or to confirm the results from our research.
Analyzing the significance of communication and management in similar cases would be
interesting as more distinct patterns between different national cultures and levels in an
organization can be discovered. In addition, it would be interesting to discover other
aspects that could help reinforce empowerment in a multicultural environment.
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APPENDIX A – LIST OF INTERVIEWEES
Following tables depicts the national categories and organizational levels used for the
interviews, which have resulted in a list of 21 interviewees.
Category 1
Spain
Iran
Thailand
Turkey
Colombia
France
Poland
Brazil
Slovenia
Mexico

Category 2
Hungary
Italy
Greece
Venezuela
Russia
Ukraine

Category 3
Ireland
UK
Australia
USA
South Africa
South Korea
Hong Kong
India
China

Category 4
Sweden
Switzerland
Germany
Netherlands

Table A1: The national categories.
- the countries in each one of the four national categories used during the interviews.

Top management
CEO
Executive Vice President
Senior Vice President
Vice President

Lower Management
Senior Director
Director
Senior Manager
Manager

Subordinates

Table A2: The organizational categories.
- the three organizational categories used during the interviews.

Interviewees
Category 1
Subordinate 1a
Subordinate 1b
Lower Manager 1a
Lower Manager 1b
Top Manager 1
Category 2
Subordinate 2
Lower Manager 2a
Lower Manager 2b
Lower Manager 2c
Top Manager 2

Category 3
Subordinate 3a
Subordinate 3b
Lower Manager 3a
Lower Manager 3b
Top Manager 3
Category 4
Subordinate 4a
Subordinate 4b
Lower Manager 4a
Lower Manager 4b
Top Manager 4a
Top Manager 4b

Table A3: List of interviewees.
- the list all employees interviewed for the purposes of this thesis. The table describes the position
(subordinate, lower manager or top manager) and category (1, 2, 3 or 4) of the respondent.
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APPENDIX B – INTERVIEW QUESTIONS
Following are the complete set of questions, and sub-questions, used as a guideline
during the semi-structured interviews. The first half is only personal questions, while
the second half is connected to the focus of this thesis. The respondents received an
aggregated version of the questionnaire before the interview, where all sub-questions
were removed.
I. Personal questions
1. How old are you?
2. What is your country/countries of citizenship/passport?
3. What country were you born in?
4. What country have you lived in the longest period of your life?
5. How long have you worked for “the case company”?
6. In what area does you currently work in?
7.

Do you have responsibility of staff? If yes:
a. How long have you been a manager?
b. Which post describes your role at “the case company” the best?


President



Senior Director



Executive Vice President



Director



Senior Vice President



Senior Manager



Vice president



Manager

II. Interview questions

1. What does empowerment mean to you in your work role?
a. Do you perceive it as positive or negative for yourself and others?
b. What makes you feel empowered?
c. Think of a personal experience during a current or recent project (within
the last 6 months) when you felt particularly empowered or
disempowered in the performance of your work role.
d. Whose responsibility is it to make you feel empowered?
e. Does your team have any significant influence on (your) empowerment?
f.

Does your manager work with empowerment (in your team)?

g. Should managers work with empowerment at “the case company”?

2. How do you perceive the organizational structure at “the case company” and
how does it affect your work?
a. Are there any differences between the divisions?
b. What are the decision paths in the organizational structure?
c. How should it be, according to you?
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3. Do you have considerable opportunity for independence and freedom in how
you do your job?
a. How flexible are your work hours?
b. Are you able to make your own decisions?
c. How much independence and freedom should an employee at “the case
company” have?

4. Do you have significant influence over what happens in your department?
a. How much influence should an employee at “the case company” have?

5. Do you find your job rewarding/meaningful?
a. In what way?

6. Do you, or your manager, set up goals or have expectations of your work?
a. How are the goals controlled/followed up?
b. What are the consequences of not reaching goals?
c. How are reaching the goals awarded?
d. How important is it to have goals, for motivation?
e. Are you confident about your ability to do your job?

7. What characterizes an outstanding manager?
a. That is, what behaviors/skills?
b. Can you give an example of when a manager contributed to the
successful performance of the group?
c. Would you say the average manager at “the case company” possesses
these skills?
d. What do you expect of a manager at “the case company”? (E.g. delegate
tasks, provide feedback, manage budget etc.)

8. For managers: Do you work with empowerment with your subordinates?
a. How? Can you give us an example?
b. Are there any policies or leadership courses that encourage employee
empowerment at “the case company” today?
c. If yes: Has it helped you?
d. Would you change anything?
e. How do you think other managers at “the case company” generally work
with empowerment?
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APPENDIX C – SURVEY QUESTIONNAIRE
Following questionnaire was sent out to all employees through the case company’s
internal survey program.
I. Personal questions
1. What is your gender?



Male
Female

2. How old are you?







Up to 25 years
25 years - 29 years
30 years - 34 years
35 years - 44 years
45 years - 54 years
55 years or over

3. What is your country/countries of citizenship/passport? (Multiple selection
below.)

















Australia
Azerbaijan
Belarus
Belgium
Brazil
Bulgaria
Chile
China
Colombia
Czech Republic
Estonia
Finland
France
Germany
Greece
Hong Kong

















Hungary
India
Iran
Ireland
Italy
Latvia
Lithuania
Mexico
Netherlands
Norway
Peru
Poland
Republic of
Macedonia
Romania
Russia

4. What country were you born in?



















Australia
Azerbaijan
Belarus
Belgium
Brazil
Bulgaria
Chile
China
Colombia
Czech Republic
Estonia
Finland
France
Germany
Greece
Hong Kong
Hungary
India


















Iran
Ireland
Italy
Latvia
Lithuania
Mexico
Netherlands
Norway
Peru
Poland
Republic of
Macedonia
Romania
Russia
Serbia and
Montenegro
Slovenia
South Africa

















Serbia and
Montenegro
Slovenia
South Africa
South Korea
Spain
Sri Lanka
Sweden
Switzerland
Thailand
Turkey
Ukraine
United Kingdom
United States
Venezuela
Other














South Korea
Spain
Sri Lanka
Sweden
Switzerland
Thailand
Turkey
Ukraine
United Kingdom
United States
Venezuela
Other
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5. What country were you born in?

















Australia
Azerbaijan
Belarus
Belgium
Brazil
Bulgaria
Chile
China
Colombia
Czech Republic
Estonia
Finland
France
Germany
Greece
Hong Kong

















Hungary
India
Iran
Ireland
Italy
Latvia
Lithuania
Mexico
Netherlands
Norway
Peru
Poland
Republic of
Macedonia
Romania
Russia

















Serbia and
Montenegro
Slovenia
South Africa
South Korea
Spain
Sri Lanka
Sweden
Switzerland
Thailand
Turkey
Ukraine
United Kingdom
United States
Venezuela
Other

6. How long have you worked within this organization?








Less than 6 months
6 months to less than 1 year
1 year to less than 2 years
2 years to less than 3 years
3 years to less than 5 years
5 years to less than 10 years
10 years or longer

7. In what area do you currently work?
8. Do you have responsibility of staff? (If YES, continue to question 9).



YES
NO

9. How long have you been a manager?








Less than 6 months
6 months to less than 1 year
1 year to less than 2 years
2 years to less than 3 years
3 years to less than 5 years
5 years to less than 10 years
10 years or longer

10. What level describes your role in this organization the best?









President
Executive Vice President
Senior Vice President
Vice president
Senior Director
Director
Senior Manager
Manager
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II. “As is”/practices questions
In this section, we are interested in your reflection of the current situation in the
organization. Please answer following questions on the following seven-point scale:
(1)
(2)
(3)
(4)
(5)
(6)
(7)

Strongly disagree
Disagree
Disagree somewhat
Neutral
Agree somewhat
Agree
Strongly agree

11. Please rate the following statements about the management in this organization.












My manager inspires me to do my best work every day.
My manager provides the support I need to succeed (communicates the goals,
provides direction, monitors the progress etc.).
My manager recognizes my contributions and accomplishments.
I feel that I can be honest about work with my manager with work-related problems.
My managers provide me with feedback that helps me improve my performance.
My manager is fair and treats his/her subordinates as equals.
The top management in this organization is open and honest in communication.
The top management in this organization is transparent.
The top management of this organization are appropriately visible and accessible to
employees of all levels.
I feel well-informed when major changes are made in our organization.

12. Please rate the following statements.













The work environment at this organization is very open and accepting individual
differences.
I truly enjoy my day-to-day work tasks.
The work I do is important to me.
I am confident about my ability to do my job.
I feel that my manager is interested and listens to my ideas and suggestions for
improvement.
I can influence decisions taken in my department.
I know whom to approach for different ideas and problems.
I have access to the strategic information I need to do my job well.
I understand the strategies and goals of the organization.
I set challenging work goals for myself.
In all, I am satisfied with my workplace.

13. In this organization…






I have a clear job description and area of responsibility.
An employee's influence is based primarily on the authority of one’s position.
Employees are generally competitive.
Employees generally take many initiatives.
Employees are expected to obey their managers without question.
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III. “Should be”/value questions
In this section, we are interested in your beliefs about what the norms, values, and
practices should be in the organization. Please answer following questions on the
following seven-point scale:
(1)
(2)
(3)
(4)
(5)
(6)
(7)

Strongly disagree
Disagree
Disagree somewhat
Neutral
Agree somewhat
Agree
Strongly agree

14. In this organization…








Managers should inform their employees of goals and changes in the organization on
a regular basis.
Managers should inspire their employees to do their best every day.
Managers should recognize contributions and accomplishments.
Employees should be encouraged to be competitive.
An employee's influence should be based primarily on the authority of one’s
position.
Employees should be encouraged to take initiative.

15. In this organization…









Employees should be able to approach their manager with work-related problems.
Employees’ suggestions for improvement should be central to our way of working.
Employees should obey their manager without question.
Job description and responsibility areas should be clearly stated.
Employees should set challenging work goals for themselves.
Important organizational decisions (e.g. structural changes, policies etc) should be
made solely by managers.
The top management should be accessible to employees from all levels.
The decisions made by the top management should be transparent to the whole
organization.

16. I feel motivated by...















Reputation of this organization
Career Opportunities
Pay
Benefits
Learning & Development
Recognition
Challenging work tasks
Team Building
Inspirational top management
Inspirational line managers
Autonomy/freedom at work
Possibility to influence
Clear information from managers
Measurable goals
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Colleagues
Work environment
Multi-cultural environment
Flexibility of work hours

17. Please rate how the behaviors/skills below contributes to a person being a good
manager according to you.
(1) Greatly inhibits from being a good manager
(2) Somewhat inhibits
(3) Slightly inhibits
(4) Has no impact
(5) Contributes slightly
(6) Contributes somewhat
(7) Contributes greatly to being a good manager






















Conflict-avoiding = Avoids giving negative feedback to prevent conflicts
Controlling = Tells employees what to do in a controlling way
Improvement-oriented = Seeks continuous performance improvement of his/her
subordinates
Sincere = Means what he/she says; earnest
Administratively skilled = Able to plan, organize, coordinate, and control work of
individuals
Clear = Easily understood
Self-centered = Pursues own best interests
Calm = Not easily distressed
Collaborative = Works jointly with others
Encouraging = Gives courage, confidence, or hope through reassuring and advising
Fraternal = Tends to be a good friend of subordinates
Formal = Acts in accordance with rules, convention, and ceremonies
Communicative = Communicates with others frequently
Strategic = Plans the current work of his/her employees, to achieve recognition from
the top management
Group-oriented = Concerned with the welfare of the group
Performance-oriented = Sets high standards of performance
Motivational = Stimulates others to put forth efforts above and beyond the call of
duty
Visionary = Has a vision and imagination of the future
Flexible = Adaptable to change
Coaching = Helps the group to see areas that needs more training
Mediator = Encourages work group members to exchange information with one
another

18. I expect the managers in our organization to (please choose five alternatives)…











Delegate responsibility
Communicate company's strategy and goals
Monitor and measure team's performance
To be involved in the team work personally
Build people engagement
Support and listen employees
Provide continuous feedback
Coach on employee performance
Report team progress progress and issues upwards in the organization
Build the team (hire, integrate and dismiss)
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Serve as a source of professional knowledge and advice
Manage budget
Prioritize
Set measurable goals
Create a work environment where employees can work independently

19. I believe that the managers in this organization generally possess the qualities that I
have chosen above. (Scale: Strongly disagree (1) to Strongly agree (7))
IV. Manager questions
Following questions are only available for managers and reflect your current managerial
practices in this organization. Answer following questions with a 7-point scale:
(1)
(2)
(3)
(4)
(5)
(6)
(7)

Strongly disagree
Disagree
Disagree somewhat
Neutral
Agree somewhat
Agree
Strongly agree

20. As a manager…














I generally let my subordinates make their own decisions at work.
I usually delegate responsibility to the employees in my team
I set measurable goals for the employees in my team.
I provide the employees in my team with clear job descriptions.
I inform the employees in my team of changes and decisions.
I listen to ideas coming from the employees in my team.
I frequently give the employees in my team constructive feedback.
I take initiative for team-building activities.
I receive clear information from the organization on how to manage people.
I believe that my area of responsibility matches my title.
I know whom to approach with issues outside of my area of responsibility.
I feel that I have significant influence over what happens in my department.
I feel that the employees in my team are satisfied with me as their manager.

V. Final questions
Please answer following questions, based on the concept of empowerment.
Empowerment could be defined as:
"Empowerment is a process of enhancing self-efficacy among organizational members, through two
main aspects. The first is by the use of managerial and structural practices, such as delegation of
power. The second aspect is concerned with the psychological mindset, with a focus on motivational
practices. The psychological aspect can be further explained by four main factors that affect
individuals: meaning, competence, self-determination, and impact. The concept affects individuals
differently depending on the conditions of the surrounding environment."
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21. I feel empowered in this organization.



Yes
No

22. Finally: Do you have any comment or suggestions for improving empowerment in
this organization? (Optional open question)
23. Other. (Optional open question)
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APPENDIX D –SURVEY DATA FOR CATEGORY 1
The following data depicts the aggregated results of the survey for category one. All data
is derived from QuestBack, an internal statistics program at the case company. Every
figure is followed by a short description.

Figure D1: Category 1 managerial practices
Questions concerning the perception of current managerial practices at the case company (“as is”
questions).

Figure D2: Category 1 psychological empowerment practices
Questions concerning the psychological empowerment aspect, i.e. the individual believes and
opinions regarding the current work environment at the organization (“as is” questions).
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empowerment

practices

Figure D3: Category 1 structural empowerment practices
Questions concerning the structural empowerment aspect, i.e. the individual believes and opinions
regarding the current work structure at the organization. (“as is” questions)

Figure D4: Category 1 managerial values
Questions concerning the perception of how managers should be at the case company.
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Figure D5: Category 1 structural empowerment values
Questions concerning the values of the structural empowerment aspect, i.e. the individual opinions
on how the organizational structure should be at the case company.

1.

The reputation of this organization

10.

Inspiration line managers

2.

Career opportunities

11.

Autonomy/freedom at work

3.

Pay

12.

Possibility to influence

4.

Benefits

13.

Clear in information from managers

5.

Learning & development

14.

Measurable goals

6

Recognition

15.

Colleagues

7.

Challenging work tasks

16

Work environment

8.

Team building

17.

Multi-cultural environment

9.

Inspirational top management

18.

Flexibility of work hours

Figure D6: Category 1 motivational factors
Questions concerning the psychological empowerment aspect, in terms of individual motivational
factors.
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1.

Conflict-avoiding = Avoids giving
negative feedback to prevent conflicts

12.

2.

Controlling = Tells employees what to do
in a controlling way
Improvement-oriented = Seeks
continuous performance improvement of
his/her subordinates
Sincere = Means what he/she says;
earnest
Administratively skilled = Able to plan,
organize, coordinate, and control work of
individuals
Clear = Easily understood

13.

18.

8.

Self-centered = Pursues own best
interests
Calm = Not easily distressed

9.

Collaborative = Works jointly with others

20.

10.

Encouraging = Gives courage, confidence,
or hope through reassuring
and advising
Fraternal = Tends to be a good friend of
subordinates

21.

3.

4.
5.

6

7.

11.

14.

15.
16.

17.

19.

Formal = Acts in accordance with rules,
convention, and
ceremonies
Communicative = Communicates with
others frequently
Strategic = Plans the current work of
his/her employees, to achieve
recognition from the top management
Group-oriented = Concerned with the
welfare of the group
Performance-oriented = Sets high
standards of performance
Motivational = Stimulates others to put
forth efforts above and beyond the call of
duty
Visionary = Has a vision and imagination
of the future
Flexible = Adaptable to change
Coaching = Helps the group to see areas
that needs more training
Mediator = Encourages work group
members to exchange information with
one another

Figure D7: Category 1 managerial skills
The individual values of different “outstanding manager” skills, i.e. to what degree a “perfect”
manager should possess the above-mentioned skills.
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1.

Delegate responsibility

9.

Coach on employee performance

2.

10.

5.

Communicate the organization’s
strategies and goals
Monitor and measure the team’s
performance
To be involved in the teamwork
personally
Build people engagement

13.

Report team progress and issues
upwards in the organization
Build the team (hire, integrate and
dismiss)
Serve as a source of professional
knowledge and advice
Manage budget

6

Support and listen to employees

14.

Prioritize

7.

Organize team building activities

15

Set measurable goals

16.

Create a work environment where
employees can work independently

3.
4.

Provide continuous
feedback
Figure8.D8: Category
1 managerial
expectations

11.
12.

The individuals’ expectations (values) of what a manager should do in the organization.

Figure D9: Category 1 average manager
The individuals’ perceptions on whether or not the managers of the organization do possess the
skills of an outstanding manager, ranging from “Strongly Disagree” (1) to “Strongly Agree” (7). (“As
is” question).
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Figure D10: Category 1 manager perspective
Questions concerning the managers’ perception of their management style (“as is” questions). These
questions were only answered by managers.

Figure D11: Category 1 proportions of empowerment
The final question (“as is”) on whether or not the respondent feels empowered in the company today
(Yes=1 and No=2).
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APPENDIX E –SURVEY DATA FOR CATEGORY 2
The following data depicts the aggregated results of the survey for category two. All data
is derived from QuestBack, an internal statistics program at the case company. Every
figure is followed by a short description.

Figure E1: Category 2 managerial practices
Questions concerning the perception of current managerial practices at the case company (“as is”
questions).

Figure E2: Category 2 psychological empowerment practices
Questions concerning the psychological empowerment aspect, i.e. the individual believes and
opinions regarding the current work environment at the organization (“as is” questions).
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Figure E3: Category 2 structural empowerment practices
Questions concerning the structural empowerment aspect, i.e. the individual believes and opinions
regarding the current work structure at the organization. (“as is” questions)

Figure E4: Category 2 managerial values
Questions concerning the perception of how managers should be at the case company.
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Figure E5: Category 2 structural empowerment values
Questions concerning the values of the structural empowerment aspect, i.e. the individual opinions
on how the organizational structure should be at the case company.

1.
2.
3.
4.
5.
6
7.
8.
9.

The reputation of this organization
Career opportunities
Pay
Benefits
Learning & development
Recognition
Challenging work tasks
Team building
Inspirational top management

10.
11.
12.
13.
14.
15.
16
17.
18.

Inspiration line managers
Autonomy/freedom at work
Possibility to influence
Clear in information from managers
Measurable goals
Colleagues
Work environment
Multi-cultural environment
Flexibility of work hours

Figure E6: Category 2 motivational factors
Questions concerning the psychological empowerment aspect, in terms of individual motivational
factors.
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1.

Conflict-avoiding = Avoids giving
negative feedback to prevent conflicts

12.

2.

Controlling = Tells employees what to do
in a controlling way
Improvement-oriented = Seeks
continuous performance improvement of
his/her subordinates
Sincere = Means what he/she says;
earnest
Administratively skilled = Able to plan,
organize, coordinate, and control work of
individuals
Clear = Easily understood

13.

18.

8.

Self-centered = Pursues own best
interests
Calm = Not easily distressed

9.

Collaborative = Works jointly with others

20.

10.

Encouraging = Gives courage, confidence,
or hope through reassuring
and advising
Fraternal = Tends to be a good friend of
subordinates

21.

3.

4.
5.

6

7.

11.

14.

15.
16.

17.

19.

Formal = Acts in accordance with rules,
convention, and
ceremonies
Communicative = Communicates with
others frequently
Strategic = Plans the current work of
his/her employees, to achieve
recognition from the top management
Group-oriented = Concerned with the
welfare of the group
Performance-oriented = Sets high
standards of performance
Motivational = Stimulates others to put
forth efforts above and beyond the call of
duty
Visionary = Has a vision and imagination
of the future
Flexible = Adaptable to change
Coaching = Helps the group to see areas
that needs more training
Mediator = Encourages work group
members to exchange information with
one another

Figure E7: Category 2 managerial skills
The individual values of different “outstanding manager” skills, i.e. to what degree a “perfect”
manager should possess the above-mentioned skills.
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1.

Delegate responsibility

9.

Coach on employee performance

2.

Communicate the organization’s
strategies and goals
Monitor and measure the team’s
performance
To be involved in the teamwork
personally
Build people engagement

10.

13.

Report team progress and issues
upwards in the organization
Build the team (hire, integrate and
dismiss)
Serve as a source of professional
knowledge and advice
Manage budget

6

Support and listen to employees

14.

Prioritize

7.

Organize team building activities

15

Set measurable goals

8.

Provide continuous feedback

16.

Create a work environment where
employees can work independently

3.
4.
5.

11.
12.

Figure E8: Category 2 managerial expectations
The individuals’ expectations (values) of what a manager should do in the organization.

Figure E9: Category 2 average manager
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The individuals’ perceptions on whether or not the managers of the organization do possess the
skills of an outstanding manager, ranging from “Strongly Disagree” (1) to “Strongly Agree” (7). (“As
is” question).

Figure E10: Category 2 manager perspective
Questions concerning the managers’ perception of their management style (“as is” questions). These
questions were only answered by managers.

Figure E11: Category 2 proportions of empowerment
The final question (“as is”) on whether or not the respondent feels empowered in the company today
(Yes=1 and No=2).
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APPENDIX F –SURVEY DATA FOR CATEGORY 3
The following data depicts the aggregated results of the survey for category three. All
data is derived from QuestBack, an internal statistics program at the case company.
Every figure is followed by a short description.

Figure F1: Category 3 managerial practices
Questions concerning the perception of current managerial practices at the case company (“as is”
questions).

Figure F2: Category 3 psychological empowerment practices
Questions concerning the psychological empowerment aspect, i.e. the individual believes and
opinions regarding the current work environment at the organization (“as is” questions).
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Figure F3: Category 3 structural empowerment practices
Questions concerning the structural empowerment aspect, i.e. the individual believes and opinions
regarding the current work structure at the organization. (“as is” questions)

Figure F4: Category 3 managerial values

Questions concerning the perception of how managers should be at the case company.
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Figure F5: Category 3 structural empowerment values
Questions concerning the values of the structural empowerment aspect, i.e. the individual opinions
on how the organizational structure should be at the case company.
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The reputation of this organization

10.

Inspiration line managers

2.

Career opportunities

11.

Autonomy/freedom at work

3.

Pay

12.

Possibility to influence

4.

Benefits

13.

Clear in information from managers

5.

Learning & development

14.

Measurable goals

6

Recognition

15.

Colleagues

7.

Challenging work tasks

16

Work environment

8.

Team building

17.

Multi-cultural environment

9.

Inspirational top management

18.

Flexibility of work hours

Figure F6: Category 3 motivational factors
Questions concerning the psychological empowerment aspect, in terms of individual motivational
factors.
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1.

Conflict-avoiding = Avoids giving
negative feedback to prevent conflicts

12.

2.

Controlling = Tells employees what to do
in a controlling way
Improvement-oriented = Seeks
continuous performance improvement of
his/her subordinates
Sincere = Means what he/she says;
earnest
Administratively skilled = Able to plan,
organize, coordinate, and control work of
individuals
Clear = Easily understood

13.

18.

8.

Self-centered = Pursues own best
interests
Calm = Not easily distressed

9.

Collaborative = Works jointly with others

20.

10.

Encouraging = Gives courage, confidence,
or hope through reassuring
and advising
Fraternal = Tends to be a good friend of
subordinates

21.

3.

4.
5.

6

7.

11.

14.

15.
16.

17.

19.

Formal = Acts in accordance with rules,
convention, and
ceremonies
Communicative = Communicates with
others frequently
Strategic = Plans the current work of
his/her employees, to achieve
recognition from the top management
Group-oriented = Concerned with the
welfare of the group
Performance-oriented = Sets high
standards of performance
Motivational = Stimulates others to put
forth efforts above and beyond the call of
duty
Visionary = Has a vision and imagination
of the future
Flexible = Adaptable to change
Coaching = Helps the group to see areas
that needs more training
Mediator = Encourages work group
members to exchange information with
one another

Figure F7: Category 3 managerial skills
The individual values of different “outstanding manager” skills, i.e. to what degree a “perfect”
manager should possess the above-mentioned skills.
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1.

Delegate responsibility

9.

Coach on employee performance

2.

10.

5.

Communicate the organization’s
strategies and goals
Monitor and measure the team’s
performance
To be involved in the teamwork
personally
Build people engagement

13.

Report team progress and issues
upwards in the organization
Build the team (hire, integrate and
dismiss)
Serve as a source of professional
knowledge and advice
Manage budget

6

Support and listen to employees

14.

Prioritize

7.

Organize team building activities

15

Set measurable goals

8.

Provide continuous feedback

16.

Create a work environment where
employees can work independently

3.
4.

11.
12.

Figure F8: Category 3 managerial expectations

The individuals’ expectations (values) of what a manager should do in the organization.

Figure F9: Category 3 average manager
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The individuals’ perceptions on whether or not the managers of the organization do possess the
skills of an outstanding manager, ranging from “Strongly Disagree” (1) to “Strongly Agree” (7). (“As
is” question).

Figure F10: Category 3 manager perspective
Questions concerning the managers’ perception of their management style (“as is” questions). These
questions were only answered by managers.

Figure F11: Category 3 proportions of empowerment
The final question (“as is”) on whether or not the respondent feels empowered in the company today
(Yes=1 and No=2).
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APPENDIX G –SURVEY DATA FOR CATEGORY 4
The following data depicts the aggregated results of the survey for category four. All
data is derived from QuestBack, an internal statistics program at the case company.
Every figure is followed by a short description.

Figure G1: Category 4 managerial practices
Questions concerning the perception of current managerial practices at the case company (“as is”
questions).

Figure G2: Category 4 psychological empowerment practices
Questions concerning the psychological empowerment aspect, i.e. the individual believes and
opinions regarding the current work environment at the organization (“as is” questions).
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Figure G3: Category 4 structural empowerment practices
Questions concerning the structural empowerment aspect, i.e. the individual believes and opinions
regarding the current work structure at the organization. (“as is” questions)

Figure G4: Category 4 managerial values
Questions concerning the perception of how managers should be at the case company.
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Figure G5: Category 4 structural empowerment values
Questions concerning the values of the structural empowerment aspect, i.e. the individual opinions
on how the organizational structure should be at the case company.
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Figure G6: Category 4 motivational factors
Questions concerning the psychological empowerment aspect, in terms of individual motivational
factors.
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1.

Conflict-avoiding = Avoids giving
negative feedback to prevent conflicts

12.

2.

Controlling = Tells employees what to do
in a controlling way
Improvement-oriented = Seeks
continuous performance improvement of
his/her subordinates
Sincere = Means what he/she says;
earnest
Administratively skilled = Able to plan,
organize, coordinate, and control work of
individuals
Clear = Easily understood

13.

18.

8.

Self-centered = Pursues own best
interests
Calm = Not easily distressed

9.

Collaborative = Works jointly with others

20.

10.

Encouraging = Gives courage, confidence,
or hope through reassuring
and advising
Fraternal = Tends to be a good friend of
subordinates

21.

3.

4.
5.

6

7.

11.

14.

15.
16.

17.

19.

Formal = Acts in accordance with rules,
convention, and
ceremonies
Communicative = Communicates with
others frequently
Strategic = Plans the current work of
his/her employees, to achieve
recognition from the top management
Group-oriented = Concerned with the
welfare of the group
Performance-oriented = Sets high
standards of performance
Motivational = Stimulates others to put
forth efforts above and beyond the call of
duty
Visionary = Has a vision and imagination
of the future
Flexible = Adaptable to change
Coaching = Helps the group to see areas
that needs more training
Mediator = Encourages work group
members to exchange information with
one another

Figure G7: Category 4 managerial skills

The individual values of different “outstanding manager” skills, i.e. to what degree a “perfect”
manager should possess the above-mentioned skills.
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Monitor and measure the team’s
performance
To be involved in the teamwork
personally
Build people engagement
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Serve as a source of professional
knowledge and advice
Manage budget

6

Support and listen to employees
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Figure G8: Category 4 managerial expectations

The individuals’ expectations (values) of what a manager should do in the organization.

Figure G9: Category 4 average manager
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The individuals’ perceptions on whether or not the managers of the organization do possess the
skills of an outstanding manager, ranging from “Strongly Disagree” (1) to “Strongly Agree” (7). (“As
is” question).

Figure G10: Category 4 manager perspective
Questions concerning the managers’ perception of their management style (“as is” questions). These
questions were only answered by managers.

Figure G11: Category 4 proportions of empowerment
The final question (“as is”) on whether or not the respondent feels empowered in the company today
(Yes=1 and No=2).
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APPENDIX H –SURVEY DATA FOR SUBORDINATES
The following data depicts the aggregated results of the subordinate level (from all
categories). All data is derived from QuestBack, an internal statistics program at the case
company. Every figure is followed by a short description.

Figure H1: Subordinates – managerial practices
Questions concerning the perception of current managerial practices at the case company (“as is”
questions).

Figure H2: Subordinates – psychological empowerment practices
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Questions concerning the psychological empowerment aspect, i.e. the individual believes and
opinions regarding the current work environment at the organization (“as is” questions).

Figure H3: Subordinates – structural empowerment practices
Questions concerning the structural empowerment aspect, i.e. the individual believes and opinions
regarding the current work structure at the organization. (“as is” questions)

Figure H4: Subordinates – managerial values
Questions concerning the perception of how managers should be at the case company.
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Figure H5: Subordinates – structural empowerment values
Questions concerning the values of the structural empowerment aspect, i.e. the individual opinions
on how the organizational structure should be at the case company.
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Figure H6: Subordinates – motivational factors

Questions concerning the psychological empowerment aspect, in terms of individual motivational
factors.

1.

Conflict-avoiding = Avoids giving
negative feedback to prevent conflicts

12.

2.

Controlling = Tells employees what to do
in a controlling way
Improvement-oriented = Seeks
continuous performance improvement of
his/her subordinates
Sincere = Means what he/she says;
earnest
Administratively skilled = Able to plan,
organize, coordinate, and control work of
individuals
Clear = Easily understood

13.

18.

8.

Self-centered = Pursues own best
interests
Calm = Not easily distressed

9.

Collaborative = Works jointly with others

20.

10.

Encouraging = Gives courage, confidence,
or hope through reassuring
and advising
Fraternal = Tends to be a good friend of
subordinates

21.

3.

4.
5.

6

7.

11.

14.

15.
16.

17.

19.

Formal = Acts in accordance with rules,
convention, and
ceremonies
Communicative = Communicates with
others frequently
Strategic = Plans the current work of
his/her employees, to achieve
recognition from the top management
Group-oriented = Concerned with the
welfare of the group
Performance-oriented = Sets high
standards of performance
Motivational = Stimulates others to put
forth efforts above and beyond the call of
duty
Visionary = Has a vision and imagination
of the future
Flexible = Adaptable to change
Coaching = Helps the group to see areas
that needs more training
Mediator = Encourages work group
members to exchange information with
one another

Figure H7: Subordinates – managerial skills

The individual values of different “outstanding manager” skills, i.e. to what degree a “perfect”
manager should possess the above-mentioned skills.
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Figure H8: Subordinates – managerial expectations
The individuals’ expectations (values) of what a manager should do in the organization.
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Figure H9: Subordinates – average manager
The individuals’ perceptions on whether or not the managers of the organization do possess the
skills of an outstanding manager, ranging from “Strongly Disagree” (1) to “Strongly Agree” (7). (“As
is” question).

Figure H10: Subordinates – proportions of empowerment
The final question (“as is”) on whether or not the respondent feels empowered in the company today
(Yes=1 and No=2).
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APPENDIX I –SURVEY DATA FOR LOWER MANAGEMENT
The following data depicts the aggregated results of the lower management level (from
all categories). All data is derived from QuestBack, an internal statistics program at the
case company. Every figure is followed by a short description.

Figure I1: Lower management – managerial practices
Questions concerning the perception of current managerial practices at the case company (“as is”
questions).

Figure I2: Lower management – psychological empowerment practices
Questions concerning the psychological empowerment aspect, i.e. the individual believes and
opinions regarding the current work environment at the organization (“as is” questions).
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Figure I3: Lower management – structural empowerment practices
Questions concerning the structural empowerment aspect, i.e. the individual believes and opinions
regarding the current work structure at the organization. (“as is” questions)

Figure I4: Lower management – managerial values
Questions concerning the perception of how managers should be at the case company.

115

Figure I5: Lower management – structural empowerment values
Questions concerning the values of the structural empowerment aspect, i.e. the individual opinions
on how the organizational structure should be at the case company.
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Figure I6: Lower management – motivational factors
Questions concerning the psychological empowerment aspect, in terms of individual motivational
factors.
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1.

Conflict-avoiding = Avoids giving
negative feedback to prevent conflicts

12.

2.

Controlling = Tells employees what to do
in a controlling way
Improvement-oriented = Seeks
continuous performance improvement of
his/her subordinates
Sincere = Means what he/she says;
earnest
Administratively skilled = Able to plan,
organize, coordinate, and control work of
individuals
Clear = Easily understood

13.

18.

8.

Self-centered = Pursues own best
interests
Calm = Not easily distressed

9.

Collaborative = Works jointly with others

20.

10.

Encouraging = Gives courage, confidence,
or hope through reassuring
and advising
Fraternal = Tends to be a good friend of
subordinates

21.

3.

4.
5.

6

7.

11.

14.

15.
16.

17.

19.

Formal = Acts in accordance with rules,
convention, and
ceremonies
Communicative = Communicates with
others frequently
Strategic = Plans the current work of
his/her employees, to achieve
recognition from the top management
Group-oriented = Concerned with the
welfare of the group
Performance-oriented = Sets high
standards of performance
Motivational = Stimulates others to put
forth efforts above and beyond the call of
duty
Visionary = Has a vision and imagination
of the future
Flexible = Adaptable to change
Coaching = Helps the group to see areas
that needs more training
Mediator = Encourages work group
members to exchange information with
one another

Figure I7: Lower management – managerial skills

The individual values of different “outstanding manager” skills, i.e. to what degree a “perfect”
manager should possess the above-mentioned skills.
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1.

Delegate responsibility

9.

Coach on employee performance

2.

10.

5.

Communicate the organization’s
strategies and goals
Monitor and measure the team’s
performance
To be involved in the teamwork
personally
Build people engagement

13.

Report team progress and issues
upwards in the organization
Build the team (hire, integrate and
dismiss)
Serve as a source of professional
knowledge and advice
Manage budget

6

Support and listen to employees

14.

Prioritize

7.

Organize team building activities

15

Set measurable goals

8.

Provide continuous feedback

16.

Create a work environment where

3.
4.

11.
12.

Figure I8: Lower management – managerial expectations employees can work independently

The individuals’ expectations (values) of what a manager should do in the organization.

Figure I9: Lower management – average manager
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The individuals’ perceptions on whether or not the managers of the organization do possess the
skills of an outstanding manager, ranging from “Strongly Disagree” (1) to “Strongly Agree” (7). (“As
is” question).

Figure I10: Lower management –manager perspective
Questions concerning the managers’ perception of their management style (“as is” questions).

Figure I11: Lower management – proportions of empowerment
The final question (“as is”) on whether or not the respondent feels empowered in the company today
(Yes=1 and No=2).
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APPENDIX J –SURVEY DATA FOR TOP MANAGEMENT
The following data depicts the aggregated results of the top management level (from all
categories). All data is derived from QuestBack, an internal statistics program at the case
company. Every figure is followed by a short description.

Figure J1: Top management – managerial practices
Questions concerning the perception of current managerial practices at the case company (“as is”
questions).

Figure J2: Top management – psychological empowerment practices
Questions concerning the psychological empowerment aspect, i.e. the individual believes and
opinions regarding the current work environment at the organization (“as is” questions).
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Figure J3: Top management –structural empowerment practices
Questions concerning the structural empowerment aspect, i.e. the individual believes and opinions
regarding the current work structure at the organization. (“as is” questions)

Figure J4: Top management – managerial values
Questions concerning the perception of how managers should be at the case company.

121

Figure J5: Top management – structural empowerment values
Questions concerning the values of the structural empowerment aspect, i.e. the individual opinions
on how the organizational structure should be at the case company.

1.

The reputation of this organization

10.

Inspiration line managers

2.

Career opportunities

11.

Autonomy/freedom at work

3.

Pay

12.

Possibility to influence

4.

Benefits

13.

Clear in information from managers

5.

Learning & development

14.

Measurable goals

6

Recognition

15.

Colleagues

7.

Challenging work tasks
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Work environment

8.

Team building

17.

Multi-cultural environment

9.

Inspirational top management

18.

Flexibility of work hours

Figure J6: Top management – motivational factors
Questions concerning the psychological empowerment aspect, in terms of individual motivational
factors.
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1.

Conflict-avoiding = Avoids giving
negative feedback to prevent conflicts

12.

2.

Controlling = Tells employees what to do
in a controlling way
Improvement-oriented = Seeks
continuous performance improvement of
his/her subordinates
Sincere = Means what he/she says;
earnest
Administratively skilled = Able to plan,
organize, coordinate, and control work of
individuals
Clear = Easily understood

13.

18.

8.

Self-centered = Pursues own best
interests
Calm = Not easily distressed

9.

Collaborative = Works jointly with others

20.

10.

Encouraging = Gives courage, confidence,
or hope through reassuring
and advising
Fraternal = Tends to be a good friend of
subordinates

21.

3.

4.
5.

6

7.

11.

14.

15.
16.

17.

19.

Formal = Acts in accordance with rules,
convention, and
ceremonies
Communicative = Communicates with
others frequently
Strategic = Plans the current work of
his/her employees, to achieve
recognition from the top management
Group-oriented = Concerned with the
welfare of the group
Performance-oriented = Sets high
standards of performance
Motivational = Stimulates others to put
forth efforts above and beyond the call of
duty
Visionary = Has a vision and imagination
of the future
Flexible = Adaptable to change
Coaching = Helps the group to see areas
that needs more training
Mediator = Encourages work group
members to exchange information with
one another

Figure J7: Top management – managerial skills

The individual values of different “outstanding manager” skills, i.e. to what degree a “perfect”
manager should possess the above-mentioned skills.
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Coach on employee performance
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Communicate the organization’s
strategies and goals
Monitor and measure the team’s
performance
To be involved in the teamwork
personally
Build people engagement

10.

13.

Report team progress and issues
upwards in the organization
Build the team (hire, integrate and
dismiss)
Serve as a source of professional
knowledge and advice
Manage budget
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Support and listen to employees

14.

Prioritize

7.

Organize team building activities

15

Set measurable goals

3.
4.
5.

Provide continuous feedback

11.
12.

16.
Figure8.J8: Top management – managerial expectations

Create a work environment where
employees can work independently

The individuals’ expectations (values) of what a manager should do in the organization.

Figure J9: Top management – average manger
124

The individuals’ perceptions on whether or not the managers of the organization do possess the
skills of an outstanding manager, ranging from “Strongly Disagree” (1) to “Strongly Agree” (7). (“As
is” question).

Figure J10: Top management – manager perspective
Questions concerning the managers’ perception of their management style (“as is” questions).

Figure J11: Top management – proportions of empowerment
The final question (“as is”) on whether or not the respondent feels empowered in the company today
(Yes=1 and No=2).
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APPENDIX K –COMPLETE SURVEY DATA
The following data depicts the aggregated results of all the respondents, from all
categories and organizational levels. All data is derived from QuestBack, an internal
statistics program at the case company. Every figure is followed by a short description.

Figure K1: Complete managerial practices
Questions concerning the perception of current managerial practices at the case company (“as is”
questions).

Figure K2: Complete psychological empowerment practices
Questions concerning the psychological empowerment aspect, i.e. the individual believes and
opinions regarding the current work environment at the organization (“as is” questions).
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Figure K3: Complete structural empowerment practices
Questions concerning the structural empowerment aspect, i.e. the individual believes and opinions
regarding the current work structure at the organization. (“as is” questions)

Figure K4: Complete managerial values
Questions concerning the perception of how managers should be at the case company.
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Figure K5: Complete structural empowerment values
Questions concerning the values of the structural empowerment aspect, i.e. the individual opinions
on how the organizational structure should be at the case company.
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Figure K6: Complete motivational factors
Questions concerning the psychological empowerment aspect, in terms of individual motivational
factors.
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1.

Conflict-avoiding = Avoids giving
negative feedback to prevent conflicts

12.

2.

Controlling = Tells employees what to do
in a controlling way
Improvement-oriented = Seeks
continuous performance improvement of
his/her subordinates
Sincere = Means what he/she says;
earnest
Administratively skilled = Able to plan,
organize, coordinate, and control work of
individuals
Clear = Easily understood

13.

18.

8.

Self-centered = Pursues own best
interests
Calm = Not easily distressed

9.

Collaborative = Works jointly with others

20.

10.

Encouraging = Gives courage, confidence,
or hope through reassuring
and advising
Fraternal = Tends to be a good friend of
subordinates

21.

3.

4.
5.

6

7.

11.

14.
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16.

17.

19.

Formal = Acts in accordance with rules,
convention, and
ceremonies
Communicative = Communicates with
others frequently
Strategic = Plans the current work of
his/her employees, to achieve
recognition from the top management
Group-oriented = Concerned with the
welfare of the group
Performance-oriented = Sets high
standards of performance
Motivational = Stimulates others to put
forth efforts above and beyond the call of
duty
Visionary = Has a vision and imagination
of the future
Flexible = Adaptable to change
Coaching = Helps the group to see areas
that needs more training
Mediator = Encourages work group
members to exchange information with
one another

Figure K7: Complete managerial skills

The individual values of different “outstanding manager” skills, i.e. to what degree a “perfect”
manager should possess the above-mentioned skills.
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11.
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Figure K8: Complete managerial expectations
The individuals’ expectations (values) of what a manager should do in the organization.

Figure K9: Complete average manager
The individuals’ perceptions on whether or not the managers of the organization do possess the
skills of an outstanding manager, ranging from “Strongly Disagree” (1) to “Strongly Agree” (7). (“As
is” question).
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Figure K10: Complete manager perspective
Questions concerning the managers’ perception of their management style (“as is” questions). These
questions were only answered by managers.

Figure K11: Complete proportions of empowerment
The final question (“as is”) on whether or not the respondent feels empowered in the company today
(Yes=1 and No=2).
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