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ABSTRACT 

Through the adoption of triangulated methodologies, this thesis seeks to evaluate the 
success of two large organizations in adopting empowerment initiatives. By focusing 
on two operating units in each organization, it considers perceptions of empowerment 
at the non-managerial employee level and the effects on these perceptions of 
personality, orientations to work and the contexts of the units and their organizations. 

Through the use of management interviews, employee focus groups and 
questionnaires completed by non-managerial employees, the research indicates that 
aspects of the individual, whilst often contributing to attitudes towards empowerment, 
do not directly effect whether or not employees feel empowered. Rather, it concludes 
that job insecurity, management behaviour and the union/management relationship 
have a larger effect. However, what arises as central to the acceptance of 
empowerment in modem organizations is the clarity with which the policy is 
introduced. This thesis fmds that organizations introduce ambiguous, mystical 
messages to their employees which merely cause confusion and unmatched 
expectations and that rather than increasing staff commitment, organizations are 
further alienating their employees. 
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EXPLANATION OF BENEFITS AGENCY GRADING SYSTEM 

During the research period the grade system within The Benefits Agency was changed 

to a new system of Pay Bands. However, there are still equivalent bands for each 

grade. During this thesis the old system of grading will generally be referred to as 

most managers and employees still refer to themselves in this way. The grades are set 

out below with their equivalent pay band, civil service grade and general job 

specifications. This has been done to help the reader understand some of the 

comments made by employees, which include references to these grades and pay 

bands. 

GRADE PAY EQUIVALENT CIVIL JOB 
BAND SERVICE GRADE SPECIFICATION 

AA Al AA (Administrative Assistant) Non-managerial 

L02 A4 AO (Administrative Officer) Non-managerial 

LOI B3 EO (Executive Officer) Team Leader 

HEO C3 HEO (Higher Executive Officer) Command Manager 

SEO C4 SEO (Senior Executive Officer) Deputy District 
Manager 

Grade 7 D1 Grade 7 District Manager 



CHAPTER ONE: Introduction 

"No army can withstand the strength of an idea whose time has come" 

Victor Hugo 

The changes in work organization in recent years have given rise to many new 

management practices (Walton, 1987; Storey, 1992). In a more competitive and 

customer focused market place, organizations are required to become more organic 

and responsive to change (Legge, 1995). As a result of this, much interest has been 

placed on the contributions of the workforce, with organizations attempting to gain as 

much return from their single, largest resource as possible (Storey, 1987). The concept 

of empowennent has, therefore, been grasped by organizations who claim to believe 

that decisions should be made at the lowest possible level and that employees should 

take more responsibility for their own work (Johnson, 1992). Whilst some are already 

dismissing empowennent as a "buzzword", others appear to be 'jumping on the 

bandwagon' with The Industrial Society fmding that organizations are increasingly 

moving towards this way of working (The Industrial Society, 1995). If empowennent 

is to succeed in meeting the aims for which it was intended, there is a need to evaluate 

whether empowennent is really having an impact on those for whom it is supposedly 

intended - non-managerial employees. 

The relatively recent onset of empowennent in practice, means that little research has 

been conducted specifically in this area. That literature which does exist, is generally 

what might be termed "popular management" and tends to take the fonn of anecdotal 

evidence (Pickard, 1993; Forcest, 1995); management surveys (Lowe, 1994; The 

Industrial Society, 1995); or conceptual approaches to empowerment based on 

psychological theories (Conger and Kanungo, 1988; Thomas and Velthouse, 1990). 

Some of these studies have touched on the effects of organizational reality on non

managerial employees, but few have actually considered what makes people feel 

empowered in any more than a superficial way. What the researcher intends to do in 

this thesis is, by using a triangulation of research methods, to build on the gaps left by 

the singular anecdotal, survey and conceptualization approaches, and draw more 
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substantive conclusions about the reality of empowerment in contemporary 

organizations. On the basis of a study of two large organizations in the United 

Kingdom, it seeks to evaluate how demographics; personality characteristics; 

organizational culture and climate; and the actual nature of empowerment 

programmes, impact on feelings of empowerment amongst non-managerial 

employees. Through this analysis it is hoped that organizations might be better able to 

evaluate the success of their empowerment programmes, something which many are 

failing to do. 

Chapters Two, Three and Four review the literature in this area to evaluate the current 

theories which surround empowerment, and to identify more clearly why this current 

research is needed. Chapter Two seeks to conceptualize empowerment through a 

discussion of its roots in both the sociological, Industrial Democracy literature and the 

psychological, Quality of Working Life movement. It considers the relationship 

between Empowerment and Employee Involvement; discusses the theories of the 

Labour Process school which argue that empowerment is little more than exploitation; 

and considers the use of the term across different disciplines. It concludes by offering 

an operatioual defmition which is used throughout the thesis. 

Chapter Three looks at the characteristics of empowerment in the workplace. It 

identifies, through the use of case-study and survey evidence, the main commonalties 

between modem empowerment policies and their reasons for introduction. This 

Chapter also considers the potential barriers to these policies, concluding that the 

success of empowerment will, in some part, be contingent on how well organizations 

overcome these barriers. 

Chapter Four considers the impact of empowerment on individuals. It discusses the 

conceptual approaches to empowerment which conclude that empowerment is 

essentially a psychological phenomenon and is dependent on the interpretations of 

individuals. It dwells on the cognitive model produced by Thomas and Velthouse 

(1990) and considers how other literature, particularly the sociological approach to 

orientations to work, may help to explain why some people appear to adapt more 
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easily to empowennent than others. This Chapter concludes that, overall, the success 

of empowennent will be contingent not just on the individual, the organization or the 

wider industrial context, but on an interplay of all these factors. 

Chapter Five discusses the methods adopted in this research, from the general 

approach, Triangulation, to the specific ways in which data were collected and 

analysed. Both qualitative (management interviews and employee focus groups) and . 

quantitative (questionnaire survey with 342 returns) methods were used and the 

relative strengths of these two fonns of research are discussed, whilst the strength of 

this thesis in integrating both approaches is highlighted. Indeed, the main aim of this 

research is to fulfil a need in the empowennent literature by juxtaposing these two 

approaches to evaluating empowennent in practice. The central research questions are 

also set out here. Additionally, this Chapter also includes a presentation of the factor 

analyses which were conducted on two inventories included in the questionnaire. 

Chapter Six introduces the two organizations who took part in the research: The 

Benefits Agency and BT. It discusses the structure of these organizations, their 

union/management relations, and the present pressures which each organization faces, 

looking at the organizations' approaches to quality and the reasons behind their 

introduction of empowennent. Two operating units were researched in each 

organization and these are discussed with respect to the nature of their work and their 

reactions to the empowennent initiative. This Chapter creates a contextual backdrop 

for the ensuing results chapters, by comparing and contrasting the two organizations 

in the conclusion. 

The data utilised in this thesis was acquired through qualitative methods of managerial 

interviews and focus groups, and a questionnaire to obtain quantitative data. By using 

both approaches, it is believed that the quality of the fmdings and the potential 

illumination of the research questions will be enhanced. The results are presented in 

two chapters: frrstly, the themes which emerged from the management interviews and 

focus groups are presented in Chapter Seven. Each theme is discussed separately for 

each operating unit and comparisons are made across operating units and across 
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organizations. The themes which emerged were: Training and the Essence of 

Empowerment; Cultural or Structural Change?; Acceptance and Resistance of 

Empowerment - Managers; and Acceptance and Resistance of Empowerment -

Employees. The inter-relationships between these themes are considered in the 

conclusion of this Chapter. Secondly, Chapter Eight sets out the questionnaire results 

in two sections. The first considers the overall results from the questionnaire, 

considering the extent to which the two organizations and their operating units differ 

according to their orientations to work, personality characteristics, as well as attitudes 

towards management, their organization and empowerment. It illuminates these 

differences with the use of qualitative data obtained through open questions on the 

questionnaire. Section Two looks at the results of correlations and regression analyses 

which were computed for both the entire sample and the separate organizations. These 

consider the extent to which personality, orientations to work, and attitudes of 

management and their organization, affect individual's orientation to empowerment. 

Chapter Nine discusses the results presented in Chapters Seven and Eight in the light 

of the research questions set out in Chapter Five. In doing so, it also considers the 

similarities and differences between the results collected from the qualitative and 

quantitative methods, following the proposal by Morris and Wood (l991) that 

utilisation of both methods allows the research questions to be considered at different 

levels and therefore gives a clearer picture of reality. 

Finally Chapter Ten presents a discussion of how the fmdings and conclusions 

reached in the previous three Chapters, can contribute to a greater understanding of 

the literature in this area and the implications which this has for contemporary 

"empowering" organizations. 
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CHAPTER TWO: The Conceptualization of Empowerment within a 
Management Theory Framework. 

INTRODUCTION 

Time Present and time past 
Are both perhaps present in time future, 
And time future contained in time past. 

Eliot - The Four Quartets (as cited by Legge, 1995: 329) 

This chapter reviews the history of participation within organizations over the last 

century and tracks the historical lineage of both psychological and sociological 

approaches, linking their contributions to present day management techniques. In 

doing so, a distinction is made between two forms of participation which are 

becoming increasingly disparate in their intentions and usage: a direct, individual 

form of participation generally adopted by management for communications with 

staff, and collective representation through the more formal partcipation of union 

associations. From this general grounding, the review moves to the continuing debate 

of Human Resource Management and its relationship with contemporary industrial 

relations and employee relations initiatives. Finally, it introduces the specific, 

contemporary concept of empowerment and the debates and issues which surround 

both its use and application in present-day organizational life. In doing so, the chapter 

seeks to conceptualise empowerment within this management theory framework and 

set out the thesis's basis of a contingency approach to empowerment initatives. 

HISTORY OF ORGANIZATIONAL PARTICIPATION 

In the latter years of the nineteenth century, philanthropic employers introduced share 

schemes to extend welfare provisions within their companies and, hence, began a 

move towards employee participation in organizational life. Despite the fact that these 

schemes were unsustainable in many situations due to worsening economic 

conditions, the vestiges of participation ideals remained. These were boosted after the 

First World War with the development of the Whitley Councils which paved the way 

for a rise in prominence of collective bargaining in employment relations - although 
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this was already well established in large, manufacturing organizations - from the start 

of the twentieth century (Clegg, Fox & Thompson, 1964), most influentially in the 

Public Sector. However, at the time such participative legislation was occurring, 

management theory was being heavily influenced by the Scientific Management 

techniques ofFrederick W. Taylor. 

Scientific Management was based around the principle that efficiency could be 

improved by standardizing job performance; the division of job roles into specialised 

fragmented tasks; and by reasserting the hierarchical discipline of management. In his 

book, "Scientific Management", Taylor compared factory work to a baseball game, "I 

think every man who has watched frrst-class play, or who knows anything of the 

management of the modem baseball team, realizes fully the utter impossibility of 

winning with the best team of individual players that was ever gotten together unless 

every man on the team obeys the signals or orders of the coach and obeys them at once 

when the coach gives those orders" (1947: 46). His theory of management was based 

on the premise that workers were motivated purely by fmancial, extrinsic incentives 

and encouraged differential piece-rate systems of remuneration, imposing a 'carrot 

and stick' approach to motivation which became part of his management philosophy. 

Although Taylor indicated his awareness that workers have feelings, he saw money as 

their primary driver and neglected the psychological and social variables which affect 

organizational behaviour (for a debate of this assumption that employees are driven by 

instrumental motives, see Chapter Four). 

Classical Management Theory complemented and built upon the work of Taylor, by 

expanding the principles of scientific management to the wider organization. The 

concept of management was said to be effectively 'invented' by Fayol (1916) who 

stressed the need for a bureaucratic structure (Weber, 1947) and closely prescribed 

rules and procedures. Yet, this approach assumed the right of managers to manage, 

and did not account for any challenge of this right. Meanwhile, during the Second 

World War whilst classical theorists still dominated management thinking (Urwick, 

1943), the opportunities for formal employee participation in Britain re-emerged as a 

result of government intervention to control the economy. Joint Production and 
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Advisory Committees were set up to encourage productivity and reduce antagonism 

between management and workers. The committees were designed to open a dialogue 

between management and employees regarding production and efficiency issues but 

Brannen (1983) suggests these Committees had little support from management and 

there is evidence that, over the next twenty years, the incidence of JP ACs and joint 

consultative committees declined considerably (MacInnes, 1985). 

The 1940s and 1950s were further influenced by the fmdings of the Hawthome 

Studies conducted by Fritz Roethlisberger. These studies are generally seen as both 

the birthplace of industrial sociology and of the Human Relations School, although 

previous work had been conducted in Britain by the Industrial Fatigue Research Board 

(Wyatt, Fraser and Stock, 1928) on the social conditions of work. Roethlisberger's 

experiments demonstrated the importance of group work and of the 'informal 

organization' within the formal organizational framework. This antilogy to the 

restrictive techniques of Taylor was reiterated by writers from the Neo-Human 

Relations school such as Lewin and McGregor who saw organizations as systems of 

interdependent human beings who affect, and are affected by, organizational 

processes. Hence, the 1950s and 1960s provided evidence to management that, by 

acknowledging the human content of organizational life, efficiency would be 

increased and evidence was provided that participation (Lewin, 1947) was a key factor 

in motivation and productivity. The motivation theories of Maslow (1943) and 

Henberg (1966) emphasised this requirement to acknowledge the needs and desires of 

workers in order to improve worker performance. Indeed, the opportunity to operate 

discretion over one's work was considered by Maslow as a constituent of the ultimate 

human need - Self Actualisation which he defmed as, "What a man can be, he must 

be. This need we may call self-actualization .... lt refers to the desire for self-fulfilment, 

namely, to the tendency for him to become actualized in what he is potentially ... the 

desire to become more and more what one is, to become everything that one is capable 

of becoming" (1943: 382). 

However, the work of the Human Relations theorists was criticised for failing to 

acknowledge the role of the organizational structure and the necessity of performing 
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certain tasks. Additionally, they took a unitarist view of organizations, ignoring the 

element of differentiation which exists between sub-groups (Fox, 1974). The 

~evelopment of the contingency approach, which followed, allowed an appreciation 

of how the two elements: task and technology interacted. Blauner, for instance, stated 

that, "the worker's relation to the technological organization of the work process and 

to the social organization of the factory determines whether or not he 

characteristically experiences in that work a sense of control rather than domination" 

(1964: vii). Blauner looked at the actual nature of an employee's work (he restricted 

his research to blue-collar workers) and how it affected their social character and 

personality. He found that the average worker did not want responsibility for general 

management decisions but was far more concerned with the immediate work process 

and, particularly, his ability to set his own pace of work. As Blauner wrote, "the pace 

of work is probably the most insistent, the most basic, aspect of a job and retaining 

control in this area is a kind of affirmation of human dignity" (1964: 21). 

Possibly the most famous studies which constitute this systems approach are the 

Tavistock Institute Studies by Trist and his colleagues. The Socio-technical 

movement, as it became known, owed much to these studies which took place in the 

coal mines of Durham, England and a textile mill in Alunedabad, India. These studies 

looked at the organization of work methods and found that workers who performed a 

composite work role were more productive. The composite work role involved people 

working in autonomous groups which were responsible for arranging their own shift 

and task rotation. "He is a • complete miner' - the collier" they wrote, "who supervises 

himself and is the person directly responsible for production" (Trist et ai, 1963:33). 

Hence, these socio-technical studies argued for the development of job design where 

psYchological needs and requirements such as variety and decision-making are met. 

The Quality of Working Life movement evolved from these studies in the 1970s, and 

remains popular in Scandanavia today. This movement sought to take the results of 

the Trist studies one step further and analyse how the general findings that 

autonomous work groups and participation in decision making are beneficial to the 

organization, may be viable in practice. The studies incorporated theories of job 

characteristics generated by psychologists (e.g. Hackman & OIdham, 1976) and gave 
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rise to a number of studies in the psychological arena based on the motivational 

consequences of job enrichment and participation (e.g. Karasek, 1979; Lawler, 1973). 

Meanwhile, Britain in the 1970s was experiencing a resurgence of a different form of 

employee participation due, in part, to joining the Common Market in 1973. The move 

into power of the Labonr Party in 1974 fuelled this strengthening of the trade unions 

and led to the Bullock Committee of Inquiry, which proposed a statutory right for 

trade unions to claim seats on the boards of companies employing more than 2,000 

employees, and in this sense the only way for management to regain power was by 

sharing it (Flanders, 1970). The increasing need for organizations, therefore, was to be 

seen to be taking employee care seriously whilst, in reality, many of the Quality of 

Working Life prograrumes were aimed at reducing the costs of absenteeism and 

labour turnover. Indeed, Buck (1972) wrote that these incentives were compatible, 

"some corporate executives recognise the importance of the employees' emotional 

health as well as their economic productivity, believing that the two can overlap" 

(1972: 17). Overall, however, managers remained sceptical of employee participation 

at any senior, influential levels and mainly introduced "quick-fix" bottom-up policies 

in order to satisfy the increasingly strong voice of the unions. 

Throughout this brief history of organizational participation, reference has been made 

to two distinct types of employee participation - a traditional, representative Industrial 

Relations form of industrial democracy and the more individualistic, psychology

based approach, targeted at direct communications with employees. These forms of 

participation, whilst common in their acknowledgement of the merits of employee 

. involvement, emerge from different values and beliefs and are directed at different 

levels of involvement. Whilst the industrial relations form of participation is a 

collective power at the company and national level through the use of Trade Unions 

and collective bargaining, the psychological approach, based around the Human 

Relation-type theories, concentrates on the day-to-day tasks carried out by individual 

workers. Forms of involvement such as joint consultation, fmancial participation, 

profit sharing, and share ownership schemes, which stilI exist in many organizations 
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today, are those which most resemble pluralist ideals. Indeed, Marchington et al 

(1992) suggest that these methods offer a higher level of participation than more 

psychological notions of information sharing and communication improvements (see 

the discussion of authors' "escalator of participation", below). As will be discussed 

later in this chapter, it is possible that the left-wing connotations which surround the 

term "empowerment" create expectations of this more collectivist approach to 

employee involvement. However, the change of economic and political climate since 

the late 1970s has led to the supremacy of individual participation to a large extent. 

The election of the Conservative government in 1979 was followed by recession and 

high unemployment in the early 1980s, which deflated union membership. Moreover, 

the industrial relations policy of the government was driven by the need to restrict 

inefficiencies, supposedly caused by the monopolistic and restrictive nature of trade 

unions, in order to remain nationally competitive and this led Mrs Thatcher to 

introduce a stream of anti-unionist legislation. Hence, there was a move away from 

traditional pluralist management ideals of industrial democracy and collective 

bargaining, towards individualistic managements which became much more involved 

with issues of consumerism and competition. The return to right wing politics, the 

emergence of international competition, particularly from Japan, and the development 

of an "enterprise culture" (Legge, 1995) under the Reagan and Thatcher political 

regimes, created a resurgence of interest in people management issues, reminiscent of 

the Organizational Development philosophy of the 1970s. 

Meanwhile, America (Walton, 1985) and Britain looked to Japan for organizational 

inspiration and developed Quality programmes, advocated by 'gurus' such as Deming 

and Juran. Total Quality Management began to be adopted throughout British 

Companies in the late 1980s and early 1990s. British, European and World standards 

of Quality required companies to take advantage of all assets available to them, of 

which the most under-utilised - employees, became central to organizational thinking. 

Yet, the TQM proponents such as Crosby (1984) and Deming (1986) had placed their 

emphasis on measurement, tools and techniques and had minimised the case for 

employee involvement at any more than a "defect spotting" level (Wilkinson et aI, 

1992). Meanwhile, American gurus, most notably Peters and Waterman (1982) in 
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their popular management text "In Search of Excellence" referred to employee 

involvement as crucial to the success of their 'excellent' companies, "A second 

attribute of effective value systems is the effort to inspire people at the very bottom of 

the organization" (1982: 284). TQM techniques such as Quality Circles gave 

American and British theorists an opportunity to gain employee commitment through 

the application of theories, in some part developed by the aforementioned Quality of 

Working Life movement. 

Quality Circles resembled the composite work groups suggested in the socio-technical 

studies but were mainly introduced to blue-collar, manufacturing environments and 

were directed primarily at the quality of the products manufactured. Not only did 

Quality Circles bring the promise of commitment to organizations but also a 

successful project would supposedly bring cost savings (Dale, 1984). The unions still 

exerted some influence, however, and, although Dale reported in his many studies of 

Quality Circles, that union opinions were generally favourable, he found that 5 out of 

14 companies studied who had suspended their Quality Circle programme had done 

so due to union opposition (Dale, 1984). Unions, however, were not the main 

contributors to the downfall of Quality Circles in the UK, lack of strategic 

implementation and support from middle management were blamed by Frazer and 

Dale (\986) for contributing to the decreasing influence of this form of employee 

involvement. The short shelf-life of Quality Circles led some to believe Rainsay's 

(1977) proposition that these employee participation schemes were products of a 

"cycle of control", that is that they are superficially introduced to overcome crises in 

industrial relations and restore managerial legitimacy (for other inherent limitations 

of Quality Circles see Wilkinson et ai, 1992). Quality Circles were said to be a 

response to the union crisis of the late 1970s. As Hill stated, "There was some 

evidence to support the thesis of a cycle of control. First, participation was introduced 

partly to solve a perceived crisis in industrial relations earlier in the decade. Second, 

participation was restricted to a narrow range of issues and middle managers reduced 

its effectiveness even in this limited area. Third, circles decayed once the crisis had 

passed" (1995:35). In Japan, Quality Circles had been part of a wider strategic drive 

for Quality which involved changes in the whole organizational system. The fact that 
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Quality Circles were not generally introduced with this wider 'Total Quality 

Management' in Britain (Hill and Wilkinson, 1995), and were directed at the 

"manipulation" of employee commitment to some extent, added fuel to the cycles of 

control, 'quick-fix' theory. Yet, many similar initiatives remain today in the form of 

peer group meetings and team briefings so it might be hypothesised that it was the 

label of "Quality Circles" which died rather than the concept itself (see Waves Theory, 

below). 

The emphasis on people issues throughout the western world led to personnel 

management becoming more central to organizational concerns. This occurred 

particularly at the beginning of the 1990s which saw a widespread need to downsize 

amongst organizations which had boomed in the 19805 but which had been hit by the 

recession. In several cases the outcome of this shift of thinking was termed "Human 

Resouree Management" (HRM) but the extent to which HRM really differs from 

Personnel Management is open to much debate. Whilst some theorists see HRM as a 

more strategic role for the Personnel department, others see it as a recognition by 

Chief Executives and other senior board members of the importance of their people 

asset (Fowler, 1987). Indeed, Storey (1992) states that often the personnel department 

remains on the periphery of HRM issues, "It was not unusual to fmd that industrial 

relations specialists and personnel managers were on the periphery or even completely 

outside these forms of change" (1992: 9). Evidence from previous literature on 

empowerment, presented in Chapter Three, suggests that this pattern is conunon for 

the introduction of empowerment programmes, in agreement with these theories. 

John Storey, in his research-based analysis of HRM, believes that its development 

and its wide appeal in modem organizations is due, to some extent, to the sense of 

direction created through the symbolism which it elicits. This concept is taken further 

by Guest (1990) who likens HRM to the American Dream of human growth, 

improvement and opportunity, but argues that this is merely rhetoric which hides anti

unionist feelings amongst a more unitarist management. He states that HRM is a 

"smokescreen behind which management can introduce non-unionism or obtain 
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significant concessions from Trade Unions" (1990: 393). The relationship between 

HRM and Industrial Relations is discussed in Chapter Three. 

Throughout this summary of Human Resource Management, issues have been raised 

about how much the pure, textbook examples ofHRM are really being felt, or indeed, 

implemented, on the shopfloor. Whilst the 'harder' side ofHRM (Storey, 1987) such 

as workforce reductions, performance related pay, et cetera are visible in many 

modem organizations, the 'softer' issues of commitment and valuing people are more 

ambiguous. Storey reported that whilst the managers he interviewed tended to agree 

that employee involvement was a good idea, specific initiatives were more difficult to 

identify. Indeed, Legge wrote that, "it is difficult to know where rhetoric ends and the 

extent to which compliance with the normative 'soft' version HRM model is really 

sought or achieved on the shop-floor" (1995:127). 

The 'softer' side of HRM is essentially centred around the concept of managing 

values through the development of a strong corporate culture and, the effectiveness of 

this approach is, in the eyes of many management researchers, made harder when the 

instrumental techniques associated with 'hard' HRM are so clearly visible (Legge, 

1995). If organizations are to change employee attitudes and gain commitment to 

their organizational goals, social psychology would suggest that certain conditions 

should be met. According to cognitive consistency theory (Salancik, 1977), 

behaviours, such as employee involvement, will only be successful in altering 

attitudes if employees feel that they have a choice in taking on this change, and that it 

has not been sanctioned by rewards or penalties. This would cast doubt on whether 

culture change in the HRMI empowerment mould could ever hope to change 

attitudes. Storey (1992) identified a number of ways in which HRM policies are 

introduced, but the tendency, particularly in the case of Empowerment (see Chapter 

Three), is for top down systematic change which contradicts issues of employee 

participation and which challenges the choice element of cognitive consistency. 

Further, the accompanying 'hard' initiatives such as down-sizing and performance 

related pay contribute to a "carrot and stick" approach which adds to the belief that, 

according to cognitive consistency, culture change implemented in this way, will 
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rarely lead to attitude change. Hence, what Anthony (1977) perceives as the ultimate 

aim of such techniques - the internalisation of organizational goals - is unlikely. 

A discussion of these issues of HRM, and the plausibility of attitude change through 

the development of a strong corporate culture, leads one to question the relationship 

between HRM rhetoric and reality (Legge, 1995). The concept that HRM poses 

symbolic direction rather than pragmatic policy and that the message may be used as 

a 'mask' (Legge, 1995: 244) or a 'smokescreen' (Guest, 1990:393) for more sinister 

motives, all appear to relate as much to empowerment per se as to HRM, and this will 

be discussed further later in this Chapter. What remains interesting in relation to 

empowerment is that, whilst it possesses the strategic, pro-active and unitarist 

characteristics of other HRM policies, the actual placement of empowerment in 

relation to other involvement techniques remains a matter of debate. Many have 

argued that it is merely a product of old TQM and employee involvement techniques 

which have been brushed otT and repackaged whilst others see them as a full circle 

return to the technocratic methods of Taylorism. The next sections set out these 

arguments with regard to empowerment and, by exploring the etymology and usage of 

the term across other disciplines, seek to conceptualize it within the management 

theory framework. 

EMPOWERMENT IN THE 1980s & 1990s: CONTEMPORARY MANAGEMENT 
THEORY 

Empowerment and Employee Involvement 

The literature suggests that the relationship between 'empowerment and 'employee 

involvement' is an ambiguous one. There are four central relationships between the 

two terms which have been proposed. Firstly, 'empowerment' is often used 

interchangeably with 'Employee Involvement' to encompass all the new managerial 

techniques aimed at the participation of workers (Collinson and Edwards, 1996; Rees, 

1996). Marchington et aI (1992) state that employee involvement varies according to 

the degree of involvement which employees are given. They illustrate this by use of 

an "escalator of participation" (1992: 7-8) with information giving seen as the lowest 

form of participation and control the highest. Interestingly, empowerment may 
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encompass a similar range of techniques for, as will be discussed in Chapter Three, 

some organizations introduce "empowerment" policies which offer little more than a . 

culture change involving information and communication improvements, whilst 

others offer structural changes which alter the power base of the organization. 

However to draw the conclusion from these similarities that essentially 

'empowerment' and 'employee involvement' are synonymous appears to be simplistic 

as it fails to take account of the fact that organizations often use the two terms to 

describe quite distinct human resource processes. Secondly, empowerment is seen as 

a new form of employee involvement, continuing the "waxing and waning" 

(Marchington et al, 1992: 554) characteristic of employee participation techniques. 

However, Ackers et al (1992) dismiss the theory of Rams ay's cycles of control, which 

was discussed earlier in this chapter, to explain this pattern, due to the fact that they 

see modern methods of participation as initiatives driven by unitarist organizations 

unlikely to be concerned with the balance of power between unions and management. 

They prefer the "waves metaphor" ofWatson (1986) who wrote that, "we often find 

[ideas from the past] existing alongside their would-be successors ... every wave both 

collides with its predecessor and combines with it...the pattern left is rarely a neat one 

and it is never predictable" (1986: 46-47). Thirdly, in other circumstances, 

Empowerment is seen as a product of employee involvement techniques (Conger and 

Kanungo, 1988; Fenton-O'Creevy, 1996; Wilkinson and WilImott, 1995). Conger and 

Kanungo see delegation and participation as a set of conditions which mayor may not 

empower the workforce, defining empowerment as, "a process of enhancing feelings 

of self-efficacy among organizational members through the identification of 

conditions that foster powerlessness and through their removal by both formal 

organizational practices and informal techniques of providing efficacy information" 

(1988: 474). The implication of this theory is that empowerment is an end product 

and that the "process" they describe is essentially a mixture of employee involvement 

techniques. Fenton-O'Creevy adopts this definition in his research stating that, 

''Empowerment will be used in Conger and Kanungo's sense of a motivational state· 

the individnal's sense that they have the power to influence their environment and 

those around them" (1996:21). Finally, the fourth cited relationship between the two 

terms is the implication that empowerment is an advanced form of employee 

15 



involvement, "There is also an asswnption that continuous improvement increases 

employee involvement in decision making ... whether it is simply low grade task

centered involvement or a more empowering form of participation and shared 

decision making" (Hill and Wilkinson,1995:13) (my emphasis). 

Empowerment Or Emasculation? 

What appears to differentiate empowerment from previous initiatives, is the proposed 

importance of the management intentions behind the initiative. There is a natural 

cynicism which surrounds the introduction of many so-called employee involvement 

techniques, but the fact that "empowerment" appears to offer more than just 

involvement, appears to enhance this scepticism. Indeed, there are some who feel 

that, far from offering beneficial effects, empowerment is merely a 'Trojan Horse' 

disguising the further exploitation of workers. The title of this section is taken from 

an article by Sewell and Wilkinson (1992) which suggests that whilst, "empowerment 

and trust [are the] rhetoric ... the centralization of power and control [are the] reality" 

(1992:102). The view that empowerment represents an 'iron fist in a velvet glove' and 

hails a return to Tayloristic methods of control is well supported (McCardle et ai, 

1995; Kerfoot and Knights, 1995; McCabe and Knights, 1995; Claydon and Doyle, 

1994; Panteli and Corbett, 1996) and proposes that, "empowerment results not in a 

power shift in the organisation, but in employees becoming morally bound to a system 

of management which enhances their own exploitation" (McArdle et aI, 1995: 161). 

Whilst some argue that empowerment in itself is exploitation, others claim that 

management's lasting identity with direct control often undermines the potential 

success of empowerment. For instance, McCabe and Knights (1995), basing their 

views on a study of an insurance company endeavouring to empower staff through 

TQM, write that there appears to be a staff acceptance of TQM and that this is 

partially reflected by "the hierarchical power relations of staff vis-a-vis management 

which offers staff little choice other than to cooperate" (1995: 38). Yet, they argue 

against the asswnption that this consequence is necessarily a conscious intention of 

management, as Kerfoot and Knights write, "we regard the management control of 

employees as an unintended consequence of the development of quality programmes, 
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rather than their direct objective" (1995:221). McArdle et al suggest that, if the above 

arguments are true, the solution must lie in not just implementing participation 

practices but accompanying them with "the appropriate developments in the structure 

of the organisation" (1995: 157). Others, however, are not as generous. They believe 

that management consciously use empowerment to subvert the workforce and exploit 

the ideas of employees, seeking their views and specialised knowledge about shop

floor issues with no returnable benefit. It is argued that the inevitable consequence of 

this is an increased workload with no accompanying discretion or authority. Indeed, 

in his study of empowerment within the information technology industIy, Panteli 

writes that "In most of the cases, 'empowered' employees are given the responsibility 

of performing more operational tasks than before, while the standardised 

computerised procedures restrict to a great extent the amount of discretion that could 

be exercised" (1996: 7-8). 

With the concept of hierarchical, bureaucratic management less overtly acceptable in 

today's climate, management need new ways of controlling their workforce. The 

'black hole' debate regarding the relationship between unions and management will 

be discussed in Chapter Three, but more specifically the unions believe that 

empowerment, and other new employment practices are the answer which 

management seek and utilise to reassert their inherent control. "Some employers may 

use HRM language as a smokescreen for anti-unionism" report the TUC (1994: 6). 

They propose that management use terms such as empowerment to hide their 

continuing oppression and existing pattems of work intensification, "the workplace 

reality is characterised by a re-assertion of managerial control" (TUC, 1994; 5). This 

is said, by Bzzamel et aI (1994), to be confirmed in the example of financial services 

organisations. Their study found that after restructuring caused by recession, most 

organisations set about reasserting the control of management as accountabilities 

became increasingly important. They allege that those who did not conform to the 

new management style were removed from the organisations so that only those who 

made decisions according to the 'right' criteria remained. 
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Overall, then, one can see that there is a powerful school of thought which does not 

see empowerment as the organisational utopia it is hyped up to be. Additionally they 

tend to regard it as a policy aimed at gaining the commitment, or compliance, of 

individuals rather than employees as a collective group, further weakening the 

influence of the unions. As Claydon and Doyle (1994: 12) write, "empowerment 

could be seen to result in both a greater sense of individualisation among workers 

leading to increased anxiety and stress, but also to subjective feelings of heightened 

self-esteem which ensure continued compliance". At a macro-level this might be seen 

to relate to the concept of organizational stress, and the contribution of occupational 

psychological literature in this area (e.g. Cooper, 1983) is acknowledged. However, in 

order to maintain a tight focus, this thesis wiU not enter the empowerment/stress 

debate at any more than a superficial level. 

CONCEPTUALIZING EMPOWERMENT 

As can be seen from the debate which surrounds the relationship between the terms 

'empowerment' and 'employee involvement', one of the major contentions in the 

literature on empowerment is, quite simply, its definition. The approach discussed 

here contributes to the examination of HRM discourse and management rhetoric 

(Legge, 1995; Keenoy, 1990) which is discussed more broadly in the conclusion of 

this chapter. The term "empowerment" is used across a wide range of disciplines and 

each brings differing interpretations. An investigation into the etymon of 

"empowerment" exposes a basis for this subjectivity. The Oxford English Dictionary 

defines "empowerment" as "the action of empowering; the state of being empowered" 

and it was first used in this form in 1849. However, the verb "empower" from which 

this noun is derived was first apparent in the English Language some two hundred 

years before. 

The word "empower" is of French and Latin derivation consisting of the preposition 

"em" and the noun "power". "Em" probably comes from the Old French for "en" -

they were, at one time, interchangeable words meaning "in". The Latin source of 
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"em" is, however, more complicated. "Em" and "en" also held the same definition - to 

"look" or "come", this provokes interesting thought as to modern interpretations of the 

word "empowerment" but it is more likely that its origins lie with the preposition "in" 

which denoted space and was defined as "into; onto; towards or against". This form 

of the Latin would explain the emergence of another spelling of the word -

"impower". The first recorded use of the word "empower" and its derivations was in 

the Seventeenth Century by Hamon L'Estrange in his book 'The Reign of King 

Charles' This first usage was synonymous with the idea of authorizing or licensing: 

"Letters from the Pope", wrote L'Estrange, "empowering them to erect this colledge". 

The idea of authorizing and licensing is one that the Oxford English Dictionary still 

sees as common and, indeed, this remains the legal and constitutional usage of the 

term in the present day. Additionally, it acknowledges the existence of a second 

definition which is to "impart or bestow power to an end or for a purpose; to enable, 

permit" which was first used in 1667 by Milton in his famous work 'Paradise Lost': 

"Thou us impow'rd to fortifie thus farr". 

However, there are two original definitions of the word "empower" which the Oxford 

English Dictionary states are now rare or obsolete. These are "to bestow power upon, 

make powerful" and "to gain or assume power over". The apparent obsolescence of 

these definitions may surprise many modem theorists who rely solely or partly on 

these definitions to support their theories of empowerment. It seems that we must 

move away from the connection of empowerment to power per se and address its 

more indirect, and in the opinion of the Oxford English Dictionary, more common 

usage, that is the acknowledgement of power to achieve an end rather than as an end 

in itself. 

As discussed above, power is an essential component of any interpretation of 

empowerment, not least because it remains its root word. The original usage of the 

word and its present definitions do not refute this, however there is a danger that over 

the hundreds of years which empowerment has been used the importance of power 

has been over-emphasised. Nowadays there is a constant need to remind the reader 

that empowerment is not "power" but is a process by which the latter is only bestowed 
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to an end or for a purpose. Lukes (1974) argues that power is the capacity not only to 

impose one's will but also to set the terms of agreement, in this sense one would see 

power as something which one has over another. The conception of power as "power 

over another" is predominant in the literature, indeed the interpretation of power in 

terms of domination and oppression emerges from a review of the use of 

empowerment across disciplines. 

The Use of Empowerment across Non-Management Disciplines. 

At first glance, the non-management literature might be summarised as defining 

empowerment through a notion of powerlessness and oppression. It is perceived as 

the use of certain techniques to transform those without power into equitable 

positions. This occurs due to the fact that the oppressed. recognise that there is an 

alternative way of living and that oppression does not have to be tolerated. As West 

(1990) wrote, "it is because we have some idea of a more authentic identity, that we 

can condemn existing identities as formed under constraints, as unauthentic, but most 

importantly as replaceable" (1990: 130). This is illustrative of the inextricable links 

between empowerment and politics. Not only is the term politically loaded, used as it 

is to pertain to the revolt of the oppressed, but also politics is itself an area in which 

"empowerment" has taken affect 

West (1990), in his book "Authenticity And Empowerment", which challenges the 

assumption that we live in a "free world" and promotes a new theory of liberation, 

attacks traditional politics for failing to connect political problems to effective 

political practices and, hence, producing an apathetic and frustrated affiuent majority 

who, unconsciously, allow oppression to continue. West argues that, according to 

theories of rationality, people are both individuals and social beings and that the 

culture within which an individual lives must be seen by them to be "authentic" - that 

is, consistent with their beliefs and values. If it fails to meet these needs, West 

contends that an alternative culture which holds greater authenticity will be sought 

and that through this "dissident" culture the individuals will seek the collective goals 

of their members in the face of indifference from wider society. This process, he goes 

on, requires a combination of emancipation and empowerment, "a culture which did 
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not in some way emancipate would not attract people to it. A culture which did not 

empower would not survive" (1990: 71). Emancipation involves attracting people to 

a culture for fulfilment, a culture empowers if it proposes, in the words of West, 

"forms of life which foster the collective strength and resolve of all those who belong 

(to it)" (1990:71). 

Despite this explanation of rationality, West argues it is not always exercised due to 

the social system, political power, and other intervening factors which will be 

discussed throughout this review. He contends that although such concepts of 

authenticity and empowerment are useful in the politics of liberation, one important 

thing should be remembered - "there is no universally primary struggle, no 

justification for the hegemony of a particular class or category within society" (1990: 

174). This conclusion reminds us that "empowerment" must not be defined as the 

giving away or the gaining of power, empowerment is not a revolutionary act, rather 

empowerment eradicates oppressive power and acts to enable the whole population in 

a free and fair world. However, this definition remains a wide generalisation and it 

adds little to our understanding of the term in management literature. For this, a 

closer look is required at the usage and interpretation of "empowerment" throughout 

the literature which is best segregated into five sections: women; minority groups; 

education; community care; and political orientation. 

The Empowerment Of Women 

It is the basis of the feminist literature that women are subject to oppression by men 

who, through the ages, have achieved domination through power. This power has 

been gained not only through individual qualities of men (for example, through 

physical strength) but also through the long-established patriarchal society in which 

we live (for example, through the legal system). This illustrates that, if women are to 

fight this oppression they must tackle it both on a personal and a wider social basis. 

Related to this is the definition of the term "empowerment" by Bookman and Morgen 

in their book "Women and The Politics of Empowerment" which states that it 

connotes "a spectrum of political activity ranging from acts of individual resistance to 
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mass political mobilizations that challenge the basic power relations in our society" 

(1988:4). Considering this, the literature generally covers those areas in which women 

are most subject to the abuse of male power: physical violence; sexual encounters; the 

workplace and the family. Within each ofthese areas of study, women seek different 

ways to conquer oppression and, therefore, empowerment methods vary. On a general 

basis, Bookman and Morgen (1988) see empowerment as the recognition of the forces 

which act to oppress women and the motivation to change those factors in each 

woman's life which allow them to act. This process is neither easy nor does it follow 

a linear pattern, contend the authors, instead "it takes twists and turns, includes both 

resistance and consent, and ebbs and flows as groups with different relations to the 

structures and sources of power came into conflict" (1988:4). Many have noted in the 

feminist literature that the empowerment of women does not involve the 

disempowerment of men. The assumption that this might be so is based on the 

concept of "power" which is ordinarily seen as a one dimensional term: that is, power 

is either a "good" or a "bad" thing. The fact that power can be mobilized in 

oppressive AND empowering ways must be recognised if one is to avoid the viscous 

circle of oppression. As Hall (1992) wrote "It is not women's purpose to take power 

from men; rather, the goal of women is to develop their own power while respecting 

men for who they are" (1992: 104). 

Turning first to the empowerment of battered women, it is suggested that the superior 

physical strength of the male species puts women at an immediate disadvantage as 

regards violence. Male violence is seen by feminist writers as an abuse of their power 

to subordinate women into feelings of inferiority. Holland et al (1991), who looked 

specifically at women's negotiation of safer sex, drew up a network in the light of 

their case studies. Although not related to physical abuse by the authors, one can 

draw interesting parallels. They identified two components of female empowerment. 

The first is intellectual empowerment (which refers to the knowledge and 

expectations which a woman holds) and the second is experiential empowerment (the 

capacity to control behaviour). these two concepts are independent of each other and 

the authors argue that "empowerment at one level does not necessarily entail 
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empowerment at another" (1991: 2). The idea of these two concepts of empowerment 

is useful throughout this review. Additionally, and particularly relevant to physical 

abuse, was the addition of a third dimension of empowerment, the transitional level of 

the network. This relies on the idea that empowerment is context-dependent, where a 

young woman's intellectual empowerment (knowledge and expectations) is 

mismatched with her capacity to control her sexuality/ the violence in practice 

(experiential empowerment). The existence of this "transitional" level reflects the 

idea that empowerment is not a process which ends but that it is a continual struggle 

which constantly needs attention and reaffirmation. Indeed, the concern is that 

battered women often find themselves at the transitional level and that, however 

empowered a woman is intellectually, there is always a danger with physical abuse 

that experiential empowerment will fail. The superiority of male strength is 

something which women can do nothing about. The significance of this notion to 

organisational theory is meaningful. One might argue that no matter how authentic 

their enthusiasm and desire for empowerment, employees rely on management not to 

abuse their greater power and hence to experientially empower their employees. 

Returning to the fate of abused women, due to the physical superiority of men, 

women tend to have two immediate options in a violent situation - either to walk 

away or to risk fighting back. 

It is considered essential that if a woman does walk away and leave her abusive 

partner that she not only undergoes therapy but that a certain amount of independence 

is instilled in her to prevent her returning to the abuser, a common problem with 

domestic abuse. "A therapeutic approach" writes Reinelt (1994) " .. often reinforces 

dependency and does not improve the economic conditions of women's lives that may 

enable them to live independently" (1994:691). Women must take control of their 

own lives by talking to each other and transferring their problem from one which is 

intrinsically personal to recognising that other women are affected too and that the 

problem is not the woman, or indeed women as a whole, but the abuse of male gender 

structures. Once the problem is externalised, women can try and tackle it. As 

Schecter (1982) concluded on the topic of empowerment, "Its premise is to turn 
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individual defeats into victories through giving women tools to better control their 

lives andjoining in collective struggle" (1982:109). 

There are circumstances cited in the literature when, not only are women 

disadvantaged because of their gender but also because of their membership of 

minority groups. This "double jeopardy" (Gutiarrez, 1990:149) suffered by Black 

women, in particular, pushes white women, whether consciously or unconsciously, 

into a position of superiority. Rather than merely seeing all women as oppressed by 

all men, Fowlkes (1992) requires that we go beyond that approach and give attention 

to the diversity within the female gender. White women must seek to challenge any 

underlying stigmas which they hold or which they perpetuate by their behaviours, in 

order to empower their black counterparts. Empowerment, states Fowlkes, involves 

looking for differences within the female gender so that one can identify any 

privileges and oppressions and work to destroy them. This is the essence of 

Progressive Formation which acts to reduce oppression through those that maintain it. 

There are many who are oppressed in one sense and yet who are the oppressors in 

others. Because of this identification, they deliver an empathy to the process which 

those who are in no way oppressed could not do. Hence, West and others have 

hypothesised that those who suffer from oppression in some way will more effectively 

reduce the oppressiveness in themselves. 

In this way, empowerment could be seen as holding a different meaning and 

encouraging different empowering procedures when related to diversity within 

oppressed groups; that is that in this example all women, including those who may be 

responsible for the oppression, are involved in the empowerment process. This 

process might also be relevant when constructing a definition of employee 

empowerment. Organisational empowerment affects all those within an organisation 

and yet, like in the case of women, within this group there are many different sub

groups. Those that are empowered in a workplace come from, for example, different 

backgrounds, have different levels of education, work for different divisions of the 

organisation, have different roles, and are at different levels of the hierarchy. These 

internal divisions must be recognised and dealt with by ALL employees. As with the 
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case of women, all employees must search within themselves for any prejudices 

which they may hold and work to destroy them. This groupwork is important. Yet, 

groups are necessarily made up of individuals and naturally incorporate divisions, 

such diversity could threaten the group's unity, so West argues that this must be 

overcome by an effort to reconstruct the mind-set of the oppressors within the group. 

As West (1990) writes, "to avoid a destructive fragmentation of the group the 

members must, in the first place, be concerned with the progressive formation of 

those on the 'oppressor' side of these internal divisions" (1990: 134). 

Empowerment, however, can also come from within the internal dissident groups, 

Gutiarrez (1990) identifies ways in which women of colour can resolve their lack of 

power themselves. She isolates four associated psychological changes which she 

believes are crucial for empowerment: Increasing personal efficacy; developing group 

consciousness; reducing shared blame; and assuming personal responsibility. Again 

these proposed changes might also be carefully considered by employees in the case 

of organisational empowerment. Gutiarrez goes on to describe ways in which social 

work practitioners can help black women overcome their oppression through the 

achievement of these psychological changes. She concludes, as many authors do, that 

empowerment can not be seen as a one off achievement but that it must be worked at 

on a continual basis - "rather than a specific state, it is a way of interacting with the 

world" (1990:150). This "struggle" for empowerment is often identified within 

organisations, who claim that employees must be continually empowered and that it is 

an ongoing process. 

The previous discussion of the empowerment of women has confined itself almost 

entirely to the western world, where at least some changes can be seen to be occurring 

in individual attitudes and society as a whole. In developing countries, women are 

still faced with a strongly dominant and unchallenged patriarchal society within 

which any moves towards empowerment must be treated with caution. Much has 

been written about the plight of oppressed women in the Third World and the 

difficulties in overcoming this powerlessness without simultaneously causing them to 

lose status. For example, in Bangladesh, and other countries with Purdah systems, 
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women lose status if they undertake such work as requires them to leave the confines 

of their own household. If empowerment is to be a realistic option for these women, 

the recognition of oppression and encouragement for action must come from sources 

outside of the status system. As Batliwala (1994), who based her perceptions on the 

grassroots programmes of South East Asia, wrote, "empowerment must be externally 

induced, by forces working with an altered consciousness and an awareness that the 

existing social order is 'unjust" and 'unnatural"" (1994: 131 )(sic.). 

The primary method of economic empowerment for women in Developing Countries 

appears, by its prevalence in the literature, to be the formation of co-operatives. 

Abdullah and Zeidenstein (1982), who looked at the IRDP (Integrated Rural 

Development Program) Pilot Project in Population Planning and Rural Women's Co

operatives, described how through the buying of shares, the making of deposits, and 

the taking of loans, all available through the Co-operatives, women developed a new 

experience of economic autonomy and independence. The authors talk of one woman 

who had benefited through the Co-operative system "Her husband, she says, used to 

call her a fool. Now, he says, she is clever because she can talk and reply. He pays 

more attention to her" (1982: 181). Unfortunately, despite the pleasure of many rural 

men that their wives have become more empowered, resistance has been experienced 

particularly by educated, urbanized males. A series of quotes are given by AbdulIah 

and Zeidenstein, which dismiss the idea of women having any economic opportunities 

for a number of reasons, particularly, it seems, the fear that women will take jobs 

away from men. "It is too hard to organise women" stated one resister, "They will not 

cooperate. They will be jealous and fight with each other" (1982: 205). This 

resistance clearly shows that in the remaining strictly patriarchal societies, there is a 

fear and ignorance of women by the majority of men particularly, and especially 

perturbing, by educated, powerful men. 

The study of empowerment through co-operatives was also studied with relation to 

Japan, another country with strong traditional cultural values. However, unlike 

Bangladesh, women's empowerment is not being realised through their control of 

their own co-operatives. Rather, Japanese society's role playing is mirrored in their 
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co-operative system. Management is male dominated and women gain empowerment 

through the input and suggestions they make to management. Hence, Japanese co

operatives empower women in a similar way to the accepted notion of the 

empowerment of employees in modem organisations. Indeed Craig and Steinhoff 

(1990) describe the empowerment process in Japanese co-operatives through use of 

an adapted model by Conger and Kanungo (1988) which was designed to describe 

organisational empowerment. In this article on Japanese co-operatives, empowerment 

is defined slightly differently than in the previous literature discussed. Here 

empowerment is seen as "the granting of power or the delegation of authority to 

others" (1990: 50) and there is talk of a leader who "shares" his powers with others. 

The Japanese system resembles employee empowerment in that it is not a feeling 

generated by the women/employees themselves but a framework which is imposed by 

the dominant group and, in such situations, one must question the motives of the 

empowerment introduction. The importance of tackling all sources of oppression is 

reiterated by Mahmud and Johnston (1994) who looked at empowerment in terms of 

population control, "approaches that treat women's education and employment as 

instruments to reduce fertility are inadequate", wrote the authors, "What is needed are 

strategies for women's empowerment that lead to their increased autonomy and 

decision-making power, providing them with an alternative power base that is 

independent of the domination of men" (1994: 157). 

There seems to be concern, then, that programmes which seek to empower women 

actually act to exploit them. This claim is examined by Moghadam (1990) and 

Greenhalgh (1991) who look at different strategies aimed at enhancing the status of 

women throughout the Third World. Greenhalgh claimed that two distinct patterns of 

change in the distribution of family resources by gender emerged: firstly, 

Individuation, which frees men from their family obligations and allows them to fall 

on the shoulders of their wives; secondly, Intensification, which reinforces the 

existing gender disparity. The first of these patterns puts women in a situation of 

constrained independence, the second makes women economically dependent. 

Hence, however women in the Third World are empowered, Greenhalgh concludes 

that patterns of change act to push women out of the work place, hence reasserting the 
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male patriarchy, just as some management theorists argue that empowerment is used 

to reassert the institutional control of management (Sewell and Wilkinson, 1992). 

Empowerment and Minority Groups 

Membership of a minority brings with it automatic powerlessness in a country led by 

a majority. Laws, rules and attitudes most commonly reflect those in positions of 

power and act against those that differ from the norm. Empowerment emerges, 

therefore, as a common theme in the literature covering the lives of minority groups 

in such areas as race, sexuality, disability and age. There is an assumption here that 

the oppressed are somehow "driven" to right the injustices which they have suffered. 

West {1990} attributes this to the fact that once a more authentic identity has been 

identified, "the existing culture is a place of frustration and low self-esteem for them" 

(1990: 73). The anger and resentment they feel towards this surrounding culture 

drives them to be proactive in their fight for equality. Such social movements, 

concluded West, combine the virtues of empowerment with the pleasures and 

fulfilment of authenticity. 

Most prevalent in the literature are the references to the empowerment of a racial 

minority. Solomon (1976) discusses the source of oppression, in this instance, as the 

blocking of two sources of power: direct and indirect. The first relates to the specific 

restriction of access to resources which is a societal source and the second relates to 

the individual experiences of minorities and how these experiences are mediated by 

significant others. Soloman refers to the importance of social work in getting black 

people to recognise their value and their ability to meet self-determined goals through 

linking them with resources, helping them gain self-knowledge and completing 

certain tasks. In conclusion, empowerment is defined by Solomon as "the process 

whereby persons who belong to a stigmatised social category throughout their lives 

can be assisted to develop and increase skills in the exercise of interpersonal 

influence and the performance of valued social roles" (1976: 6). That similar 

processes with employees may be beneficial is plausible. The ability to meet self

determined goals, self-knowledge and the link with resources all appear to be 

important qualities of an empowered employee. 
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Perry (1980) highlights the socioeconomic impact of black empowennent in a 

political forum. Taking as an example a rural southern locality in Alabama, which 

became the first biracial political entity in the United States to be completely black

governed, Perry looks at the benefits received by Blacks and how these have changed 

since black political control. There were certainly a number of benefits to black 

political participation in Greene County but Perry states that "black political 

empowennent has not been without its shortcomings" (1980: 219). The problem 

seems to be that in ten years, blacks went from having no political power at all to 

dominance in the political arena. Perry classes this as empowennent, but many would 

argue that, although the process was an empowering one, the outcome is not one of 

empowennent because the attitudes and opinions which were created over a long 

period of oppression and disadvantage have not disappeared -. indeed, Perry reported 

that the black public officials failed to bring about an integrated school system as "the 

resistance of whites to integration made the creation of an integrated school system 

unachievable" (1980: 220). In this sense, whilst the oppressed minority had gained 

'power' and 'control' in a symbolic sense, underlying attitudes of the dominant group 

had not altered and, in this sense, the black community were not considered by Perry 

as truly empowered. Referring back to Marchington's escalator of participation, one 

might argue that employee control of organizations, which they translated as 

"employee-owned organizations" are not necessarily empowering unless management 

attitudes reflect this level of employee control. 

Political empowennent is said to be largely symbolic for the Mexican-American 

population also. It is stated that although the population of Hispanics has grown, the 

mechanisms to allow them to participate equitably in the political arena have not 

automatically followed. Political empowennent, explain the authors Villarreal et al 

requires an integrationist give-and-take strategy and they seem optimistic that the 

growing multicultural nature of the United States may favour the Chicanos in the 

future. "If by empowennent is meant seeking and winning elective office, then the 

barriers are visible and surmountable" write Villarreal et al (1988) of Chicano 

empowennent, "if, however, what is meant is the eradication of illiteracy, poverty, 
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unemployment, and substandard housing, empowerment may be very difficult" (1988: 

128). Here, as in the Greene County example, the social problems are more deep 

rooted than the political ones. Friedmann (1992) offers an explanation for this, he sees 

empowerment as evolving from three sources of power: social; psychological and 

political. Altemative development, he contends follows a certain sequence such that, 

"political empowerment would seem to require a prior process of social 

empowerment through which effective participation in politics becomes possible" 

(1992: 34) (sic). One might hypothesise that in the two examples outlined above, this 

sequence was not followed and, hence, empowerment could not truly be effective. 

Rather than attempting to compete on the major political stage, aboriginal 

communities in the Northern Communities seek devolvement of power to the local 

level. Historically these communities have had little control over the social and 

economic conditions which affect them, but more recently there seems to be a rule of 

thought which suggests that a successful social programme owes much to the 

matching of the programme to local concerns and that this is best achieved through 

the placing of power into the hands of those who know • the people in the 

communities (similar policies in existence in the UK will be discussed later). This has 

not only occurred due to the decisions of those in power but because of the pressure 

being imposed by a newly assertive and politically aware community. However, there 

are those who, after years of domination, have lost the ability to act autonomously and 

who may feel that regaining a sense of control is beyond them. "Care must be taken", 

wrote Dacks and Coates (1988), "to avoid devolving power more directly or 

immediately than can be accommodated by some communities" (1988: 9). For this 

reason the authors suggest a long-term strategy with two tracks which allow the local 

service sector to be developed whilst at the same time developing economic stability. 

Minority groups are also created by age. Over the last few years the idea of "ageism" 

both in the employment arena and wider society is causing us to recognise that 

discrimination is often made on the basis of age. More generally, one thinks of 

discrimination against the elderly but there is also a feeling of oppression amongst the 

youth. For this reason many countries have adopted Youth Advocacy services which 
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act to, "empower young people in their everyday lives" (Finlayson, 1985: 23). The 

feeling is that young people do not get the opportunity to translate their needs and 

feelings successfully into the adult world, that they are not taken seriously or that they 

are dismissed due to an adult attitude of "1 know better". This predicament of the 

youth could be equated to that of employees in an organisation, whereby those 

employees at lower levels are subject to policies over which they have little or no say 

and which are supposedly made in their "best interest". Youth Advocacy aims to 

empower the young people by having more say over what affects them in their 

everyday lives. Enhancement of their self-worth and instilling more control over their 

lives should make the youth have more responsibility for themselves and their actions. 

Finlayson (1985) in his study of several Youth Advocacy schemes throughout the 

world, claimed that many people hold the assumption that as young people become 

adults they are automatically empowered and dismissed this as a fallacy. His 

argument being that even in adulthood empowerment is not assured, "however, if 

young people learn how to take control over their lives" he stated, "then there is every 

chance that they will become empowered adults" (1985: 24). From his search for a 

suitable Youth Advocacy model for Victoria, Australia, Finlayson concluded that the 

legal and schooling systems of many countries act to disempower young people and 

suggests that a policy of Youth Advocacy be adopted by the Victorian Government 

and that localised advocacy services be provided for young people to educate, inform, 

support and empower them. 

Empowerment and Education 

Empowerment is inextricably linked to education. Not only is education a crucial part 

of all empowerment progranunes but it also acts to empower in itself. For those who 

are illiterate, have to adapt to a second language or are deaf, for example, education is 

crucial for them to develop a sense of self-worth and empowerment. In the 

educational literature, much is made of the substantive and symbolic concepts which 

the term "empowerment" encapsulates. The idea that empowerment can both refer to 

a substantive form of change at the individual level and a more symbolic form of 

change at the societal level. This encourages educational theorists to question who 

exactly education empowers - individuals or groups? Griffin (1992), in his study of 
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the links between empowerment and experiential learning, suggests that education 

empowers everyone through a respect for each individual and their personal targets of 

the programme. However, he seems at odds with the idea that a substantive change at 

the level of the individual will be reflected in substantive social change, "assuming 

that empowerment is intended to convey a sense of politics, I want to suggest" he 

wrote, "that whereas the capacity of experiential learning for personal empowerment 

is very real, as practitioners know full well, its capacity for social change or 

transformation is very limited indeed" (1992: 31). 

In the educational literature, empowerment has tended to be focused either on the 

teachers, and to a much smaller extent, on the students. As it refers to teachers, 

empowerment describes the technique by which the delivery of educational services 

is much more "effective", as it concerns students the issue of empowerment is more 

complicated. Student empowerment was said to have been achieved by Patrick Courts 

(1991) at a time when, "they have begun to gain a sense of their own power as 

learners and meaning makers" (1991: 148). In the case of illiteracy the author states 

that language brings empowerment, "once the possibility of language .becomes an 

operative fact in the human being's life" he wrote, "it becomes enormously 

significant..in the process of naming that which had no name, in the process of 

learning that there are names, the human begins to feel power" (1991: 13). The 

author, however, does not confine themselves to the illiterate, those that might be said 

to be oppressed, he also looks at the power of developing language and skills in 

reading, writing, listening and discussing amongst "normal" students in order to put 

them in a more powerful position in the world. 

Education also helps those that are, as discussed in the previous section, members of a 

minority group. This is particularly true for those who are immigrants or a foreign 

speaking minority of a particular country. In this situation there is a struggle to 

maintain some sense of oneself whilst accepting that the norms, mores and language 

of the ruling country must be acknowledged. Bullivant (1995) discussed this dilemma 

with respect to immigrants t6 Australia. He talks of the power of the educational 

system to reproduce the interests of the ruling or dominant class and the need for 
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education to move away from this "power over" towards an empowerment of all 

schoolchildren. He bases his conclusions on a study of the evolution in Australia of 

language and culture programmes which aim to empower cultural minorities. He 

explains that prior to 1973 immigrants were expected to abandon their own 

backgrounds, culture and language and conform to the majority. Over the years this 

has changed, he explains, through various stages of multi cultural involvement to the 

present day. Now the emphasis has moved away from the desire to incorporate 

minorities to a need for encouraging differences and diversity in order to remain 

economically competitive - in short, prominence has progressed from individual 

empowerment to macroempowerment. One might hypothesise, cynically, that 

economic reasons may similarly be the reason for empowerment within organisations. 

The desire to remain competitive drives management to look for ways to improve 

efficiency and concludes that one way is through the devolvement of responsibility. 

That empowerment only occurs as a result of economic difficulties drains it of its 

critical edge and reverts its meaning to one of superficiality. In Australia the need 

now exists for the minorities to exploit their diversity and for anglo-Australians to 

look outwards to the Asia-Pacific region which could eventually determine their 

economic success, "in this respect," writes Bullivant (1995), "acquiring a foreign 

language will lead to a level of empowerment that hopefully transcends narrow 

national concerns" (1995: 185). 

Education can sometimes hold different empowerment potential for different people, 

particularly in situations of a dominant group and a minority, AI-Haj (1995) wrote of 

the Arab minority in Israel, "while Palestinians have seen education throughout the 

different periods as a source of empowerment, the dominant groups have utilized the 

education system as a mechanism of social control" (1995: 215). Education allows the 

dominant group to remove from impressionable minds any development of minority 

tolerance or national consciousness and enforce the official, ruling ideology, therefore 

oppressing the minority groups through the education of their children. Yet, on the 

contrary, the minorities see the education system as empowering in that they can 

improve their status in the wider society through educational achievement and that, by 

exerting public pressure and developing parallel informal education, they can force 
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the dominant group to allow some changes in the education system. Yet, true 

empowennent, it seems, is not really achieved through these means, as AI-Haj 

concludes, "it is, of course, a relationship carefully designed by the majority in order 

to maintain dependency and prevent the minority from determining the content of its 

own education" (1995: 223). 

Empowennent and Community Care 

Community Care is conventionally defined as involving those who are physically 

disabled; mentally ill; have a learning disability; or are elderly. It generally also 

includes those who suffer from alcohol or drug dependence. It is the predicament of 

these people, their carers, and their social workers that are discussed in this section 

with relation to empowerment. 

"A new buzz word has entered the vocabulary of social work - empowerment", write 

Mullender and Ward (1991), "to be seen as progressive and credible, everyone is 

trying to jump on the bandwagon" (1991: 1). Like organisational theory, social work 

has been subject to a wash of literature on the merits of empowerment and the need 

for it to be central to any practitioner's mindset. However, the authors go on to say 

that there remains a concern that "unless it is accompanied by a commitment to 

challenging and combating injustice and oppression, which shows itself in actions as 

well as words, this professional Newspeak. .. aIlows us all, as practitioners, to rewrite 

accounts of our practice without fundamentally changing the way it is experienced by 

service users" (1991: 3). Hence, the authors see empowennent as not just some fonn 

of ideology but an operational term which can be most clearly understood in relation 

to oppression which they define as both a state of affairs and a process which acts to 

unjustly limit the lives of those with less power. 

On this understanding, then, empowerment in community care works to enfranchise 

its users and those that care for them. This is done in a number of ways, indeed 

Stevenson and Parsloe (1993) see empowerment as relating to decisions not only over 

the larger issues which affect everyone but also over the much smaller, seemingly 

inconsequential matters. Here the dichotomy re-emerges between individual and 

34 



social factors. They explain that having the opportunity to make choices is not only 

about having the freedom of choice as to residential homes but also as to whether you 

can open a window without asking. "Small victories may have a significant impact on 

the morale and are intrinsically empowering" they wrote, but qualified this by 

reiterating that "they cannot be a substitute for choice over the major issues" (1993: 

8). In this way oppression is being tackled both at the personal and group levels. 

Another "buzz-word" which has emerged in Community Care literature with, and has 

been associated with, empowerment is "advocacy". Rose and Black (1985) propose 

that the two terms are inextricably linked in that they have complementary tendencies. 

Advocacy, they claim, is issue-orientated and objective, whilst empowerment, "is 

designed to reconnect the subjective responses .. to the objective conditions which 

form the focus for advocacy" (1985: 18). Hence, in effect this could be said to 

resemble the dichotomy of the individual and the social. That is that advocacy acts to 

resolve the objective issues which affect a large number of people, whilst 

empowerment connects these objective factors to the attitudes and feelings of the 

user; in this sense they are interdependent. "Advocacy depends upon empowerment 

for its substance and validity, while empowerment relies upon advocacy for its 

transpersonal attachment" (Rose and Black, 1985: 18). Hence, through the work of 

advocates and advocacy groups, users of community care are more in touch with the 

outside world and more able to resolve their objective problems - hopefully, therefore, 

empowering them through their attitudes. 

Empowerment of those that use the services of Community Care and those that care 

for them is itself reliant on the empowerment of the social workers themselves, 

hypothesises Stevenson and Parsloe (1993). They explain the need for a new culture 

which can lift the limits oppressing the workers and change not only the way they 

work but also how they feel about their work. Such commitment for change must 

come from the managers, they claim (resembling the recommendations made by 

management theorists) and go on to say that, "managers will be in a stronger positi on 

to require, but also to help with, this attitude change in others if they too are 

changing" (1993: 10). 
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The problem remains, however, as to how social workers can make users feel 

empowered and not even more powerless when they have to put them through the 

processes of assessing their needs, managing their care and other such patronising 

procedures. Smale et al (1993) suggest that this is best overcome through adopting a 

policy of "empathy" whereby, instead of just questioning and probing the user, the 

worker assumes the user is the expert of his particular situation and acts to develop 

their understanding of it. This recognition that those more in touch with a particular 

situation are more likely to be the expert in that situation is particular central to 

empowerment in community care. "It is crucial to avoid a split between those who are 

in day-to-day or frequent contact, and those who make decisions about what is to be 

done and the allocation of resources:' wrote Smale et ai, "splitting these two will 

inevitably be disempowering" (1993: 42). An example of a care organisation which 

has managed to avoid this split, and indeed which has encouraged cohesion, was 

illustrated by Kate Harvey. Nottingham MIND undertook a programme towards the 

empowerment of users under the guidance of Harvey who had always held a belief in 

personal worth rather than strict hierarchies and rules. She described the steps 

towards empowerment as "stormy" (1987: 10) because those involved seemed 

reluctant to enable people to take back the power and control of their own lives. 

Indeed, she commented that the mental health workers tried "to hold on to their 

professional status, approach and jargon" (1987: 11). She admitted there were risks in 

taking the course she chose but that without risk there was no responsibility. After 

much work, the committee shifted from being professionally dominated, "now almost 

all the committee members are or have been users of mental health services", she 

wrote, "professionals who remain involved are supporters rather than dominators. 

Users are calling the tune" (1987: 11). 

It does seem that the adoption of empowerment within Community Care is making a 

real difference. Users of the service and their carers are having a real say in what 

happens to them. However, again their oppression is deep-rooted, attitudes are 

difficult to change and the inclusion of the physically and mentally disabled and the 

elderly, who are too often dismissed by society, in major decisions may still be a long 
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way off. However, Stevenson and Parsloe (1993)'s conclusion of the personal social 

services they studied is encouraging, "what we have seen and heard is deeply moving" 

they wrote, "it shows workers creating 'islands' of empowerment over matters in 

which they have influence, in the deep and turbulent sea of social disempowerment 

through poverty, racism, unemployment and homelessness" (1993: 14). 

Empowerment and Politics 

Political literature seems to embrace the term "empowerment" at three different 

levels. Empowerment is described at a national level as the result of a revolution 

whereby new leaders aim to reduce inequity; on a local level through the 

strengthening of mediating agencies which allow closer ties with individual 

communities; and on a personal level as a result of the customer revolution and the 

advent of consumerism. 

On a national level, revolution is achieved through the mobilizing of a dissident group 

to overthrow the existing leadership. Such a revolution in China led to a communist 

victory under Chairman Mao's rule. That there was a resulting improvement in social 

welfare is without doubt, as Woetzel (1989) wrote, "most importantly, the social 

revolution achieved one of the most equal redistributions of wealth in history. The 

extremes of ostentation and starvation common under previous regimes were virtually 

wiped out" (1989: 162). However, problems remained; the "feudal economy" failed 

to be converted along with other changes and resource allocation became increasingly 

a function of personal connections. In fact, Woetzel claimed that rather than 

"empowering" individuals within China the cultural revolution" encouraged this trend 

by pushing more power into the hands of one man in the factory, destroying 

incentives and nurturing a cult of leadership" (1989: 163). This does not imply that 

empowerment is not possible through revolution, Woetzel agreed that the 

redistribution of wealth and the elimination of imperialism had removed two large 

stumbling blocks to individual empowerment, rather that empowerment is not in itself 

revolutionary. From this conclusion, one might hypothesise that, in the case of a 

worker revolution, if workers were to assume power over a factory, empowerment 

would not necessarily follow as it is independent of power per se. 
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Local empowerment is generally associated, on a political level, with the government 

and its attempts to bring customers and their requirements to the forefront of national 

policy. From an individual point of view, one might find this commendable as it 

reduces the feeling of powerlessness which Berger and Neuhaus (1977) attributed to 

"institutions controlled by those whom we do not know and whose values we often do 

not share" (1977:7). The principle of local empowerment is that the Government and 

public policy give more recognition, respect and involvement to satellite institutions. 

Yet empowerment, as assumed by Berger and Neuhaus (1977) and Bennett et al 

(1994) two writers in this field, has two interpretations in the area of local 

empowerment. The first, as stated above is the extending of responsibility and 

prominence to the local branches; the second involves, through the aforementioned 

process, the empowerment of the population. In effect this latter usage of 

"empowerment", as in the case of the North American communities discussed earlier, 

describes the way in which a pluralist society can reach out and touch all groups 

within it - empowering the minorities. As Berger and Neuhaus write, "the paradigm 

of mediating structures aims at empowering poor people to do the things that the 

more affiuent can already do, aims at spreading the power around a bit more ... and to 

do so where it matters, in people's control over their own lives" (1977: 8). 

A recent example of local empowerment in Britain is the handling of training and 

enterprise. The Training and Enterprise Councils (TECs), and their Scottish 

counterpart the LECs, are local agencies which are part-funded by local businesses. 

Their initial aim was to empower business leaders by giving them responsibility for 

developing a strategy for Government training. They also potentially gave businesses 

the opportunity to play a major role in the wider economic development of local 

areas. The ideals were sound but Bennett et al (1994) report that the TECs had not 

received as much power as had been promised. The authors write that due to the 

economy and other overriding factors, the councils were trammelled to central targets 

rather than being empowered locally. Boards of the TECs found themselves working 

as fund allocators rather than developing training strategies. "Business empowerment 

has become largely a sham" (1994: 314) wrote Bennett et al on the situation and urged 
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that a rescue package was needed. The problem, here, seems to be one that will 

always face public policy and the devolvement of government. The use of public 

funds and the involvement of ministers creates a dependency that negates true 

empowerment, business flair is clipped by public accountability and there is little 

local flexibility. Perhaps one could equate this with empowerment of employees 

where the imposition of constraints within which employees must work limits their 

potential flair and reduces a true feeling of "empowerment". Yet, it could be argued 

that constraints are inevitable in business, as in other areas of life, and that through a 

clear understanding of why these constraints are imposed, the disempowering factor is 

removed. 

The final level of empowerment in the political literature is that of the individual. In 

recent years in the United Kingdom, and other Western countries, the power of the 

individual has become central to many Government policies. The advent of 

consumerism has instilled a "right to choose" ethos into the British public and this is 

reflected in, for instance, the Citizens' Charter whereby every public service must 

reach certain standards of service or the customer's money is returned. This power of 

the consumer has most recently been reflected in the introduction of a voucher 

scheme for Nursery School places and a Patients' Charter for Children (proposed on 

15th August 1995). The example of Patient empowerment is an interesting one. It 

potentially creates a system of accountability and leads to an improvement in the 

patients' situation within service delivery procedures. Saltman (1994) focuses on the 

issue of empowering patients within public health systems, basing his research on 

those in northern Europe. He contends that empowerment is a continuum which is 

"characterized by the change from moral suasion ... through formal political controLto 

countervailing power" (1994: 203). This final point of the continuum is defined as 

the ability to control one's own destiny and differs greatly from the request to be heard 

which is moral suasion. Saltman claimed that it requires changes at the most concrete 

stage to transform the role of patients to anywhere close to this furthest position on 

the continuum. 
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The real need is to create a system of accountability, argues the author, which will 

improve the quality of care which a health service provides through the achievement 

of shorter queues; punctual appointments; provision of information and education; 

and direct participation in treatment patterns. How this system of accountability is 

achieved caused some problems for Saltman. He sees that there are two choices but 

that neither will improve accountability, in fact he argues that both will reduce it. 

The first alternative is the privatisation of the service which may lead to improved 

profitability but which, as in the United States, turns a social good into a private 

commodity. Saltman rejects this idea and insists that whatever is done to improve 

accountability it should be done in the public sector. The second alternative is the use 

of vouchers, which Saltman does sees as neither accountable nor practical as the 

health service would be motivated to provide fewer services to get a higher net return 

on fixed-price voucher payments. What are needed, concludes Saltman, are more 

sophisticated mechanisms to bring budgets in line with patient decision making. 

Rather than directly empowering the individual patient, the present system in the 

United Kingdom of "National Health Service Trusts" might be seen to more closely 

resemble the second level of empowerment. That is, the introduction of Trusts which 

work autonomously with NHS grants are locally empowered. They are still essentially 

under Government control and, hence, face all the problems of TECs which were 

highlighted above. 

Overall, the use of "empowerment" in the political literature can be seen to relate to 

the existence of, and problems with, Governmental control within a pluralist society. 

In a modern society there are many tensions and oppressions which must be tackled 

but not through the politics of resentment. As has been emphasized throughout this 

review, empowerment is not the shifting around of a constant amount of power rather 

it is the creation of more power, as Saltman wrote, "empowerment is not a zero-sum 

game." (1994: 8). Such an approach would mirror the positive-sum, 'win-win' 

approach which was proposed by Dunlop (1958) in his Industrial Relations System 

model. Dunlop perceived power as an exogenous variable to the system rather than 

Traditional Labour Process theorists who considered power to be endogenous to the 

relationship between unions and management. This perspective, which centres around 
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a common interest of survival, is reflected in the new unitarism (provis, 1996) of 

which the contemporary empowerment initiatives is argued to be a part. 

Conclusion of Empowerment in Non-Management Disciplines 

From a comprehensive review of the use of the term "empowerment" across 

disciplines, it would seem that the underlying interpretation of the word is one of 

mobilising the oppressed by helping them believe in themselves, increasing their self

efficacy and, hence, motivating them to work towards equality. However, it was 

surprising to read that Yeich and Levine (1992), despite actually adopting this 

definition themselves, believed that the more typical definition described 

empowerment, "as a process of helping people adapt to the existing culture" (1992: 

1895). They justify this claim by stating that the majority of empowerment literature 

focuses on the individual which does not take into account the wider structural forces, 

and involves a "component of victim blaming" (1992: 1895). 

This dismissal of the role of the individual in empowerment is short-sighted. The 

literature reviewed here talks of the importance of individuals who through their 

changing attitudes become more receptive to social action. Indeed, one might further 

conceptualise that empowerment is both objective and subjective and that the level of 

the individual is essential for personalising the wider, objective issues (labelled 

'advocacy' in the Community Care literature). Indeed, Craig and Steinhoff(1990) 

write that unless individuals perceive a change in their environment then 

empowerment can not be seen to have taken place: "Individuals or groups that do not 

perceive that real power has been delegated are not empowered. They may hear the 

words but ... when they see that the behaviour is not consistent with the words they 

rarely believe that empowerment has occurred" (1990: 50). Throughout this review, 

empowerment has been portrayed as a proactive process or a goal for equity. Hence, 

the definition claimed by Yeich and Levine (1992) as typical is not reflected in this 

literature nor, in conclusion, is it accepted as accurate. 

From this review, some interesting aspects of empowerment have arisen. Firstly, the 

literature on women brought forward the theory that there are two concepts of 
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empowerment: intellectual and experiential. This is demonstrated in the literature by 

the examples of Bangladesh and Japan whereby the women feel empowered but their 

social status is somewhat static due to the forces of resistance. Finally, the plight of 

black women, reminds us that within any oppressed group there is diversity and that 

this must be addressed. 

Secondly, the case of minority groups demonstrated that, even if skills are gained and 

goals are met through self-knowledge, there is always the danger that attitudes are so 

deep-rooted that any attempt at empowerment will never be more than superficial. 

This also appears to follow the theory of a dual concept of empowerment which arose 

in the women's literature, and which is discussed above. It is the idea that those in 

positions of superiority need to encourage the creation of power in the oppressed and 

not block empowerment through an abuse of their dominant position. The tendency 

to do otherwise may' occur out of fear, indeed in the case of organisational 

empowerment many managers seem fearful of allowing employees greater freedom. 

In essence, it is a matter of trust in the intentions of all those involved in the 

empowerment process. As Friedrnann writes, the search for empowerment amongst 

the oppressed is not a mission to take over but rather to gain equal treatment. "The 

empowerment they seek is not to seize the state. Their demand is for social justice 

and a respectful treatment as citizens with equal rights" (1992: 760). 

The educational literature returns to the idea that empowerment is both an individual 

and social process. At the individual level empowerment is said to be substantive, as 

demonstrated in the case study of the illiterate, "in the process of learning that there 

are names, the human begins to feel power" (Courts, 1991: 13). Yet, on a more social 

basis, the fear is that education which is said to be empowering is often manipulated 

to reassert the control of the dominant group and is, in that way, symbolic. 

Empowerment has been adopted frequently in the Community Care literature. The 

linking of the term with advocacy reminds us again of the objective and subjective 

nature of this process. The need for empathy was also emphasised here. Rather than 

merely questioning the users, workers were encouraged to make the user feel that they 
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are the expert of the situation and to ask them what they see as the best way forward. 

This has particular applications for the case of employee empowerment. If managers 

demand answers from their employees with the intention of drawing their own 

conclusions anyway, this process has to be disempowering. If, instead, managers treat 

the employee as an expert and genuinely seek their advice, the outcome is likely to be 

far more satisfactory. However, yet again the literature addresses the problem of 

external barriers to empowerment. Stevenson and Parsloe refer to the "islands of 

empowerment" (1993: 14) which are created in a much wider sea of oppression. 

The final discipline considered in this review was politics. It was claimed that 

although revolution could bring a dissident group to power it was not necessarily 

empowering. Again, this reiterates the objective and subjective nature of the term. 

The literature also supported the idea tbat power is not a zero-sum game and that by 

helping the oppressed assume power, the oppressors are actually creating more power 

in the environment rather than losing any themselves. This is a theory often brought to 

the attention of apprehensive mangers who fear and resist the concept of 

empowerment. 

Overall, the impression which exists and which might best form a starting point for 

the consideration of organisational empowerment, is that empowerment is both a 

process and a goal which acts at the individual level to increase self-efficacy. It 

allows the formation of dissident groups which individuals, through their increased 

self-knowledge, have recognised as holding a greater authenticity for them than the 

dominant culture. In this sense, the aim of empowerment appears to be the gaining of 

equality through these groups rather than ultimate power and control and, yet, it faces 

resistance from a fearful and untrusting dominant culture. 

Under this assumption, Trade Unions would appear to be the dissident groups which 

strive for equality in the workplace. But the relationship between the Unions and 

"empowerment" are more complicated. Since 1979, Trade Unions have undergone 

dramatic change. As previously discussed, the legislation brought in by the 

Conservative Government has sought to individualise the workplace, placing power 
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more firmly in the hands of management and decreasing the power of collective 

labour. In response, the Unions have been forced to alter their strategy. The mere 

changing of the law back to its position pre-1979 is not the answer according to Green 

(1986), unions must look elsewhere to change their current position, which might be 

termed as one of oppression. In the view of Boreham and Hall (1994) this change 

will not come from individual empowerment, which they tend to see as another 

management practice aimed at invidualising the workplace but through "political 

unionism". "The hypothesis upon which our analysis focuses" they wrote, "is that the 

collective empowerment of labour, through trade union strength, is much more likely 

to be able to be effectively deployed in political institutions than in the direct 

empowerment ofindividuals at the level of the enterprise labour process" (1994: 314). 

It is worrying, considering the case studies of Greene County and the Chicanos, that 

Trade Unions are being advised to seek empowerment in this way. These examples 

demonstrated that political empowerment tends to bring only superficial results 

failing to tackle the more rigid problems such as attitudes. The Unions might do well 

to adopt the model proposed by Friedmann (discussed earlier) which seeks 

empowerment from social, political and psychological sources. 

Overall, the issue of empowerment in the workplace involves the consideration of 

objective and subjective, individual and collective issues. Firstly, is the aim of 

management really one of empowerment or of oppression? Indeed, Willmott (1993) 

argues that management secure control of employees through "double-think", that is 

that organizations lead employees to believe that by adhering to corporate values they 

will enjoy greater autonomy. Hence, if management are not truly altruistic in their 

motives and resist 'real' empowerment, will initiatives only achieve results at the 

transitional stage, where intellectual empowerment does not equal experiential 

empowerment and employees are not, in terms of the definitions used in the non

management literature, empowered? 
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CONCLUSION 

"When I hear the word empowerment, I reach for my gun. It's like 
new bottles for old wine" 

Bernard Taylor, a Professor at Henley Management College (Osbaldeston, 1993) 

This statement echoes the many sighs and eyebrow raises which occur when 

"empowerment" is mentioned. Through its association with management gurus 

(Byham, 1988; Peters, 1989), "empowerment" has aquired a buzz-word quality which 

leads many to use it superficially or ignore it altogether (Clutterbuck, 1994).This 

chapter has set out the arguments which surround the conceptualization of 

empowerment and whilst the researcher wishes to avoid being constrained by 

developing a boxed definition of the term, which is seen as "impracticable and 

probably undesirable" (Clutterbuck, 1994: 9), it is hoped that this conclusion will set 

empowerment in its management context and allow the reader to appreciate, based on 

this context, the theories and debates which lie behind the definitions of 

empowerment which individual organizations choose to make. For, as will be evident 

in the next chapter, there are almost as many definitions of empowerment as there are 

organizations who adopt it, and for employees, the only definition which is 

meaningful is that which is ascribed by their organization (Clutterbuck and Newmark, 

1995). Yet, similarly, employees will draw on their own experience when interpreting 

empowerment and their expectations are likely to be framed by the wider social usage 

of the term. 

The discourse which surrounds Human Resource Management and "Empowerment" 

may further confuse the definitions which are adopted by the organizational players. 

Recent philosophising (Legge, 1989; Keenoy, 1990) by management academics, has 

suggested that whilst empowerment and HRM are essentially modernist approaches to 

work, they are postrnodernist in their use of discourse. Essentially, therefore, it is 

argued that the "brilliant ambiguity" (Keenoy) which surrounds HRM and the binary 

oppositions which the language possesses indicates a postrnodernist approach. Indeed, 

in the discussion of empowerment across non-management disciplines, it appears that 
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'empowennent' has revolutionary connotations, that it is a process by which the 

oppressed may become free. In this way it transfers an almost Pentecostalist 

dimension to the tenn (Ackers and Preston, 1995) in that it suggests that, through the 

adoption of some intangible spirit, utopian dreams can be realised. It must be seen as 

interesting that much of the 'evangelical' work in recent management literature, uses 

these somewhat left-wing, radical tenns such as "Liberation Management" (peters, 

1992) and "empowennent" to describe right-wing management practices. Hence, the 

use of such tenns presents inherent contradictions which are embedded not only in 

discourse but also in practice (see Chapter Three). 

So, is empowennent new bottles for old wine? To answer this, one must return to the 

discussion of the relationships between "empowennent" and "employee 

involvement". In this research, the two tenns are not considered synonymous because 

empowerment appears to be more directed at culture/attitude change than employee 

involvement per se and is introduced as a distinct policy in many organizations. Nor, 

in this research, is empowerment· seen as some advanced form of employee 

involvement - the ultimate goal of participative techniques. Indeed, this fails to take 

into account the failure of many empowennent programmes to make a difference to 

employee attitudes (Rothstein, 1995). However, it is common to see empowerment 

introduced into organizations which have existing quality and employee involvement 

programmes or who tie in empowennent initiaitives within existing quality 

frameworks (Lowe, 1994; Forrest, 1995). Hence, it appears that there may be some 

support for Watson's wave theory which suggests that initiatives clash and combine, 

leaving ambiguous distinctions between the policies. 

The fact that empowerment is more than just a programme introduced by managers is 

important in the development of empowerment as a concept. In the consideration of 

the use of empowerment across disciplines, the researcher noted that empowennent is 

related to a bottom-up feeling of enhancement amongst individuals. However, this 

research will not treat empowennent solely as some fonn of psychological product of 

ordinary employee involvement techniques (Conger and Kanungo, 1988; Fenton 

O'Creevy, 1996). This is due to the fact that, as the subsequent chapter reveals, 
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"empowerment" initiatives involve the use of different forms of training; require 

different results; and face some very different problems from such existing 

involvement programmes. Hence, for the purposes of this research, 'empowerment' . 

will relate only to those initiatives which use the term directly or, if the term is 

intentionally avoided, where management claim that the programme is derived from 

empowerment principles. However, it is unlikely that the effects of other policies can 

be eliminated from this research and that a psychological 'feeling' of empowerment 

may well result from traditional employee involvement techniques. 

The motivational definitions of empowerment, suggested by Conger and Kanungo 

(1988), imply that the initiative may well be old wine in new bottles, but that the wine 

may not be Quality Circles or other forms of employee involvement but the ideals of 

the Quality of Working Life movement which has a very humanistic appeal. In this 

sense, the rhetoric of empowerment appears to represent a move away from defined 

specific techniques, which acted as mere add-ons to other management policies 

(Marchington et al, 1992) towards something which is more far-reaching and deeper. 

Indeed, the belief that empowerment is directed at feelings of enhancement and self

efficacy implies that management are introducing such policies for the benefit of 

employees. However, there do appear to be aspects of both empowerment and the 

Quality of Working Life movement, which cast this assumption into doubt. Firstly, as 

was mentioned earlier, the quality of working life programmes were not purely 

altruistic, the intentions of such programmes were to reduce the absenteeism and 

labour turnover characteristic of 1970s Britain and were directed at problematic work 

groups. The initiatives of the 1990s are more strategic and follow large structural 

changes in organizations, such that the aim of empowerment policies in this sense is 

to make workers more autonomous partly because they have no choice, as the 

organization becomes more streamlined and the prevalence of middle managers 

declines, and partly so that reactions to customers can be made more quickly and 

effectively. So, whilst both policies may be targeted at the development of positive 

feelings of employees, this is not necessarily for the primary benefit of employees. 

The use of "evangelical" terms which represent the "hyper-real" (Legge, 1995 

referring to Baudrillard, 1981, 1983) can, through the use of imagery, shift people's 
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perceptions from the mundane reality - the 'hard' side of HRM to the 'softer' more 

acceptable side. In this way, actors throughout the organization could use 

empowerment and HRM as a rhetoric to represent a shift in thinking whilst mundane 

reality covertly continues in much the same way. This returns one to the importance 

of management intentions, and the radical zero-sum perspective on power which wouH. 

imply that empowerment is not intended to make workers more autonomous or more 

satisfied in their work but that it is a form of exploitation. 

In this research a contingency approach will be taken to empowerment (Hill and 

Wilkinson, 1995). This supposes that empowerment will differ across sector, 

organization and even within organizations depending upon the context within which 

it is introduced. As discussed, whilst some organizations may be introducing 

empowerment to improve employee satisfaction, others will not be and, those who do 

introduce empowerment for seemingly altruistic reasons, may have their own further 

motives for boosting employee perception scores et cetera. Hence, whilst it is not 

accepted in this research that empowerment is primarily a form of exploitation, there 

is an acknowledgement that contextual factors may create organizational 

circumstances which resemble such exploitation and that, therefore, one can not draw 

a general view but consider the policies only as they stand in their own context. 

In conclusion, then, the term "empowerment" might be treated in this research as a 

unitarist attempt to remove oppressive techniques within organizations with the 

intention of instilling some feeling of enablement amongst workers but not 

necessarily with that end. Indeed, if one takes a post-modernist stance to 

empowerment, then the importance of "empowerment" lies not with the intentions of 

those who introduce it (except to the extent that it affects their perceptions) but with 

those who receive the policy and the meanings which they place upon it. Moreover, it 

is likely that this is affected by orientations to work and other life experiences as well 

as personality characteristics. In this case, then, the actual management programme of 

"empowerment" will differ from employees' perceptions of what it is "to be 

empowered" and that these will further differ between employees. Therefore, for the 

purposes of this thesis, "to be empowered" and "empowerment" will remain distinct. 
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The fonner will refer to the belief of individuals that their expectations of 

empowennent have been met, whilst the latter will be attributed to the actual 

management programme itself. The conceptualizations here remain broad and 

unspecific to allow for the contingent effects of both individual employees, 

organizational context and their relationship with each other. For, these are seen as 

contributing to the fact that, as Walsh writes, "rhetoric is often at odds with the reality 

of management change'.' (1995:83). It is to the contextual factors, which affect this 

relationship between rhetoric and reality, that this literature review now turns. 
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CHAPTER THREE: The Organizational Concept of Empowerment 

"The whole idea of empowerment means easing back on organisational and 
hierarchical controls but being tougher onfailure to discharge given responsibilities. 

This is not a comfortable way of organising or working" 

Sir John Harvey Jones (1994) All Together Now p149. 

INTRODUCTION 

The following chapter looks at the characteristics of empowerment in the workplace. 

It seeks to question why organizations introduce empowerment and what form the 

policies take. In doing so, the chapter examines the common features of 

empowerment across organizations, such as the role of middle managers as 

"coaches", and at some of the reasons for differences, like the effects of 

organizational sector. Having considered empowerment in this somewhat rhetorical 

form, the chapter examines the identified barriers to empowerment, concluding that 

the success of empowerment will, in part, be contingent on how well organizations 

overcome these barriers in the implementation and maintenance of such programmes. 

Hence, this chapter looks at the more structural and sociological aspects of 

empowerment focusing primarily on the collective organization, preceding the 

consideration of individuals' perceptions of empowerment in Chapter Four. 

THE CHARACTERISTICS OF ORGANIZATIONAL EMPOWERMENT 

Research conducted by The Industrial Society in late 1994 (The Industrial Society, 

1995) found that 55%, of the 580 HR directors surveyed described their organization 

as "traditional" with only 19% describing theirs as "empowering". However, they 

found that there was a clear shift occurring towards empowerment-style policies with 

only 24% of the respondents stating that they thought their organization would be 

"traditional" in two or three years time and 56% believing they would be 

"empowering". In the same survey it emerged that the majority of organizations 

actually used the term empowerment to describe their initiative. 50% of HR directors 
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stated that empowerment was actively used in their organization whilst 23% either 

stated that empowerment was merely something they did but did not actively label or 

that they used another term to describe it. So, from this research, the question 

emerges, why are companies moving towards this new style of management and what 

are its characteristics? Of course, it is worth noting here that the majority of the 

literature which follows is based on management views and, therefore, this may tell 

us more about the management ideology they are trying to present than the reality. 

Introducing Empowerment 

The Industrial Society's findings, outlined above, suggest that there is an increasing 

shift towards the adoption of empowerment policies in the UK and, this is confirmed 

in a more in-depth study by Lowe (1994) who found that 97% of his sample of33 HR 

directors saw empowerment as being of high importance to their business success. 

Reasons for this move towards empowering policies are varied. In his same study, 

Lowe found that customer focus, employee satisfaction and global competition were 

driving the need for change and this was confirmed by Kinsley Lord (1992) who 

published a monograph which stated that command organizations were too 

centralised, less quick and less effective than modem empowering forms of decision 

making. This viewpoint was further reiterated by Johnson (1992) who wrote that the 

true function of management must be, "to help companies respond to the real 

imperatives of global competition - responsiveness and flexibility ... these imperatives 

are achieved by companies that empower employees to solve problems and to 

improve constantly the output of processes" (1992: viii). Osbaldeston (1993) 

acknowledged that the effects of customers and competition were important but also 

stated that he believes the decreasing acceptance by staff of command and control 

methods and the need to develop and reveal management talent also contributed to 

this shift towards empowerment policies. Indeed, The Industrial Society found that 

68% of those surveyed stated that empowerment was introduced to make better use of 

people's skills; 51% for better customer service; 39% to react quicker to change and 

38% to save money/ increase productivity. 
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These drivers are not universal, however, and organizations will differ over their 

reasons for the introduction of empowerment. For some organizations it appears that 

this new organizational thinking is part of a long-term strategic change which 

involves transformations of the hierarchical structure, rather than a short-term 

reaction to immediate problems. Lowe found that 78% of the empowerment 

initiatives he studied had followed reductions in employee numbers and, whilst this is 

the case for many organizations, it is seen by some, such as Thresher, as a proactive 

rather than reactive move. Arkin (1995) in her discussion of the drinks retailing 

business, which sought to become more responsive to their customers in order to 

remain competitive, quoted the human resources controller as saying of its 

empowerment programme, "unlike a lot of change programmes, this was not a 

reaction to a downturn in financial performance. So the project was strategic and 

long-term rather than a quick fix, because no quick fix was needed" (1995:35). For 

others the move towards empowerment may be more reactive to organizational 

pressures, as the owner and President of the Cin-Made Corporation, Ohio stated, "I 

had no choice because the company was close to failure, and I was overwhelmed and 

exhausted" (prey, 1993: 80), he went on, "the workers ... were better qualified to plan 

production for the next day, the coming week, the month ahead. They had more 

immediate knowledge of materials, workload and production. They were ideally 

placed to control costs and cut waste" (1993: 84). This imperative to 'involve' 

employees at a time when organizations are threatened by market forces has. been 

termed "lifeboat democracy" (Cressey et ai, 1985). 

There is evidence that a substantial number of empowerinent initiatives are 

introduced following the appointment of a new Chief Executive. In the study by The 

Industrial Society 29% of initiatives followed the employment of a new Chief 

Executive, a phenomenon which the authors call "the new-broom factor". However, 

for 63% this was not the case and there is additional evidence that such policies may 

commonly emanate from "internal champions" in the personnel function 

(Marchington et al, 1993). A slightly different picture is derived from the HR 

directors surveyed by Lowe, of whom 63% identified empowerment as a board-level 

or senior management initiative whilst the remaining 37% stated that the initiative 
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was a board! senior level initiative combined with demands and! or suggestions from 

those at lower levels of the organization. It also appears that moves towards 

empowerment, as with other Employee Involvement initiatives, are heavily influenced 

by external consultants (Pickard, 1993) who offer various courses and training 

programmes directly related to the new phenomenon of empowerment. As Nixon 

(1995:38) writes, "In starting things off, it may be particularly helpful to have the 

guiding hand of an external consultant who has travelled this route before, made most 

of the worst mistakes, who can help avoid pitfalls, and who is able to convince the 

organization that the time and resources devoted to this work will bring an enormous 

payoff". 

Clutterbuck and Newmark (1995) write that it is essential that, from the outset, 

everyone is clear of the objectives of the vision which the organization has and how 

empowerment contributes to it. They list seven "golden rules" which should apply to 

the introduction of empowerment which include being clear what the organization 

means by empowerment, and being honest about why. They state that it is important 

that, from the launch of the initiative, there is an acceptance that some resistance may 

occur, a viewpoint shared by Kahnweiler who writes that, "Before efforts begin, 

.... people should alert everyone in the organization that there probably will be a dip 

in performance at first. A warning can help to mitigate negative reactions" (1991: 74). 

Managers as coaches 

"Perhaps the most distinctive feature of empowerment is that a fully 'empowered' 

organization requires a fundamental shift in the day-to-day job of the line manager or 

supervisor" (Lowe, 1994: 45). This section analyses the nature of the changes which 

Lowe talks of in the statement above. The researcher acknowledges the large amount 

of literature on this subject, particularly on the "manager or leader" debate (for 

example, see: Burke, 1986), but since the behaviour of managers is just one factor in 

the contextual framework of empowerment, only the central issues of managers' 

empowerment roles will be covered here. For the purposes of this research, the 

researcher uses the term "middle managers" to encapsulate a range of roles from first

line supervisors to department managers. This distinction has been made for two 
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reasons. Firstly, the decision to include first-line supervisors in this broad category is 

due to the fact that, although first line supervisors and middle managers are often 

treated separately in the literature, there is evidence that their roles are being affected 

in similar ways by empowerment (Fenton O'Creevy, 1996). Additionally, the loss of 

many levels of middle management in recent years, means that organizations will 

have less distinct management levels and that they will vary greatly in terms of size 

and structure. Secondly, middle managers are separated from senior managers, an 

assumption which goes against both orthodox labour process theory and classical 

economics which see management as a single, unified agent. The concept that 

management goals may differ from each other was highlighted by Dahrendorf (1959) 

in his work "Class and Class Conflict in Industrial Society" where he described the 

salaried management stratum as having its own distinctive interests and values. 

However, in the 'Enterprise Culture' since 1979 senior business executives have 

become more unitarist (Fox, 1966) in their outlook and, hence, less tolerant of 

managers (and employees) having separate interests and representation. One might 

hypothesise that in this move back towards an overtly united management, the 

differences in status, values and loyalty have merely become more covert, driven 

beneath the surface. Indeed, there still remains a clear range of roles within 

organizations which might be termed "middle management" and it is these which the 

researcher encapsulates under this heading. 

It is likely that the background and status of these middle managers will vary 

according to the organization. There are those, like supervisors and colliery deputies 

(Ackers, 1994), who have risen from the shop floor and 'hit a glass ceiling', whilst in 

larger, more complex organizations there are those who enter at a middle 

management level with ambitions for promotion. In both cases, however, the role of 

middle management as a "filter" (Foy,1994) between senior management and 

employees remains. Indeed, the importance of middle management involvement is 

highlighted by Partridge (1989) who wrote that, "the uniqueness of the supervisors' 

position is that they are located at the interface of the management control system and 

the shopfloor: they are the ones who have to translate plans and policies into action" 

(1989: 213). This is accentuated in the case of empowerment where middle managers 
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have a pivotal role as, not only must middle managers interpret policy, but they must 

also create an atmosphere whereby empowerment is able to take place. It has been 

hypothesised that such an atmosphere can be created by changing middle 

management behaviour, indeed London (1993) and Parker and Price (1994) 

demonstrated that relationships exist between supervisors' empowering 

characteristics and career motivation in staff. 

As Lowe concluded, in the opening statement of this section, the success, or 

otherwise, of empowerment relies heavily on line and middle management attitudes 

and behaviour. Yet, he found that only 43% of the organizations surveyed involved 

middlelline managers to a very large extent in their empowerment policy with 32% 

involving them to a moderate extent and 25% to a small extent. Hence it seems that, 

as . in the case of employee involvement practices (Marchington et al, 1992), 

empowerment is effectively being "dumped" on middle managers who then have to 

almost create their own role (Denham et ai, 1997). As to the type of management 

involvement which empowerment necessitates, Lowe found that 89% of organizations 

saw managers' roles as involving "coaching"; 86% as involving "sponsoring 

subordinate projects" and 57% as "facilitating suggestion programmes/Quality 

Circles". In the study conducted by The Industrial Society (1995), a distinction was 

made between changes involved in the jobs of team leaders/supervisors and middle 

managers. However, with the exception of "involvement in day-to-day matters" -

which saw 33% of middle managers perceived as lessening this involvement as 

opposed to only 7% of supervisors - the results were fairly similar. In both cases the 

three most important changes were: "more emphasis on supporting staff, rather than 

controlling"; "more emphasis on training and developing staff"; and "more emphasis 

on communication". 

The new role, therefore, of the manager in empowerment is outlined by Block (1990) 

who states that, "If we want to empower people - to get them to take responsibility for 

their own actions and the success of their own units - we have to give up some 

control, de-emphasize the power we have over people under us and acknowledge that 

while the captain may set the course, the engines drive the ship" (1990: 52). Hence, as 
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the studies by Lowe and The Industrial Society show, managers must move away 

from their previous role as a "prescriber" and a technical expert to that of a "coach", 

defined by Evered and Selman as "creating, by communication only, the climate, 

environment and context that empowers individuals and teams to generate results" 

(1989:18). Indeed, in her discussion of empowerment within Ciba UK, Pickard states 

that, "There are still 'workers' and 'supervisors', but their relationship has changed. 

As in other empowered workplaces, the supervisor no longer commands and checks: 

he or she coaches, discusses and assesses training needs" (1993: 31). 

Overall, it seems that managers should change not only their behaviour but their 

attitude too. As Peters (1988) claims, empowerment is the difference between "letting 

go" and "really letting go" which involves a distancing from tasks geographically and 

psychologically. Additionally, the need for a change in attitudes is exemplified by the 

much cited "Pygmalion Effect" (Oddey, 1993; Nicholls, 1995) which states that 

people behave in accordance with others' expectations of them. If managers attitudes 

towards workers are positive then it is more likely that employees will, in turn, work 

positively to meet such expectations. This is the basis of McGregor's theory of 

managers, whilst the old command and control manager (Theory X) assumes that the 

average human being has an inherent dislike of work, Theory Y suggests that 

managers have positive expectations of their workers, "its underlying assumptions 

emphasize the capacity of human beings for self-control" (1960:56). There is 

evidence that gender may affect the ability of managers to succeed in such a role, and 

that women make more empowering managers (Bass and Avolio, 1994; Jenkins, 

1994; Denmark, 1993). These findings centre on two arguments: firstly, that women 

possess leadership styles that are more compatible with empowerment; and/or that 

women redress their feelings of inequality in the workplace by devoting time to 

empower others. In conclusion, then, empowerment requires managers to both change 

their role to one of coaching and delegating whilst acknowledging that their staff are 

capable of making positive changes themselves. As Scott and Jaffe wrote, "It takes 

more than a few meetings or a crash programme to develop employee involvement 

and empowerment. It involves both managers and employees rethinking old ways and 

learning new ones" (1991: 9). 
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Training 

In their study, The Industrial Society found that empowennent training was not as 

high on the agenda for organizations as one might suppose. 48% of the organizations 

studied had given training to first line supervisors; 42% to middle managers; 37% to 

senior managers; and only 34% had given empowennent training to front line staff. At 

all levels they found that this training was likely to last 2-3 days with 19% of front 

line staff being given "up to one day" for training. This reality clashes with the 

rhetoric for, as Lowe wrote, "it is incumbent upon any organization seeking to 

empower individuals to ensure that those individuals each have the skills and 

knowledge needed to carry out their new responsibilities. As such one would expect 

to see regular and targeted training carried out in organizations who take 

empowennent seriously" (1994: 29). 

Empowennent training may take many fonns. Lowe talked of one organization which 

runs a two year development programme for new employees, training them in all 

aspects of the business, such as finance and marketing, in order to give their 

employees a wider understanding of the implications of their jobs. Other 

organizations train senior managers and then cascade the responsibility for training 

the lower levels downwards. For instance, in Rover Group Power Train, teams are 

trained in job skills, team interaction, and problem solving techniques. "It is 

important that the production managers take the responsibility for the training of their 

teams", wrote Mike Arthur, the personnel planning manager at Rover, "to be effective 

training has to be provided close to the point oftime that the skill is required, and the 

local manager is in the best position to make this decision" (1994: 63). In Ciba UK. a 

similar process of training occurs, whereby senior management seminars are held to 

transmit the vision and these ideas are cascaded downwards. The approaches to 

empowennent within Ciba UK. can, therefore, be quite different, "the process of 

dissemination has had the effect that, two years on, empowennent can differ between 

business units and even between different production or marketing centres" (Pickard, 

1993: 30). Whilst this is true of other Quality initiatives and employee involvement 

techniques (Marchington et aI, 1992), the devolvement of responsibility to units, 
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which is inherent to many policies, accentuates the differences between operating 

units. 

'Oddey argues that training is not the answer to creating an empowered workforce, 

"empowered people .... are competent and committed", he wrote, "training directly 

enhances only competence (knowledge and skill)" (1993: 8). However, although 

training is clearly not the total answer, some form of training staff to take on the skills 

needed at every level for empowerment is needed. "Nothing is more demotivating or 

disempowering", wrote Caudron, "than being stopped in your tracks because you 

either don't know how to proceed or lack the tools necessary to do a good job" (1995: 

32). OveralI, then, it would seem that some form of training is crucial to 

empowerment but not to the exclusion of other practices, and that some form of 

strategic form of training programme to support such other aspects of empowerment 

might be the best solution. Two writers on empowerment who have set about devising 

frameworks for empowerment training are Nixon and Nicholls but they differ quite 

dramatically in their methods and objectives. Nixon (1994) advocates a top-down 

training method which seeks to facilitate empowerment through workshops and 

problem solving rather than teaching a menu of skills. However, although not totally 

ignoring the plight offront line staff, Nixon merely states, "if the initiative is to really 

work, it has to go right down to the core workers at the 'bottom' of the organization. 

We are a long way from achieving this" (1994: 11). Nicholls (1995: 2) takes a bottom

up approach to training suggesting that, "setting more modest objectives and getting 

the basics right first, before going on to the big picture" might work better. He sees 

the manager as trainer and envisages a three-stage framework where the manager 

enables the workers to reach their potential and then creates commitment through 

involving the workers in their success and creating a sense of excitement which will 

infiltrate throughout the organization. Despite the fact that Nicholls's framework is 

attractive, it does not seem to reflect the practice of training which has been 

highlighted in this section. One has to presume that it is a top-down approach which is 

the more common training programme adopted in practice, in part because of the 

evidence that most initiatives are devised at senior levels. In this sense, empowerment 

58 



resembles the direction of Total Quality Management implementation rather than the 

more "bottom-up", voluntarist approach of Quality Circles (Wilkinson et ai, 1992). 

Changes to work methods and orientation 

In their study, The Industrial Society found that the most general change (identified 

by 64% of the respondents) which has occurred amongst organizations during the 

process of empowerment is "the clarification of vision/values". 60% reported that 

better employee communications had been set up; 54% that they had reduced the 

layers of management; with only 37% indicating the introduction of self-managed 

work teams (the sole participative technique mentioned). In the same study, questions 

regarding the main constituents of the organizations' empowerment programmes 

brought similar results: 60% identified clarification of goals, 59% changing structure, 

57% reported conducting a communication exercise, with 37% tying it in to a total 

quality programme and 34% tying it in to Investors In People. Indeed, the Industrial 

Society concluded that, "the replies suggest that a typical empowerment initiative will 

have these basic elements: vision/value setting; restructuring [possibly involving job 

loss]; training; employee communication; evaluation [such as a customer survey]" 

(1995: 13). 

However, in his study, Lowe found that training needs analysis and skills training are 

the most prevalent constituents of empowerment policies (94% and 82% respectively) 

with job guarantee schemes the least prevalent, in fact they were not included by any 

of the organizations sampled. Other important factors identified by Lowe are 

performance management; continuous improvement; and competency assessment. 

These all identify how the organization might best work effectively and in which 

ways employees can contribute to maximum effect. Suggestion programmes, Quality 

Circles and self-directed work teams were all less prevalent (55%,36% and 31% 

respectively). One exception to this priority given to more cultural changes, is the 

finding by Cunningham et al (1996) that in their study of 13 "empowering" 

organizations: "in each case the suggestion scheme forms a substantial part of the 

organization's empowerment programme" (1996: 148). Hence, it would seem from 

these two studies that, empowerment in the UK is more tied in to organizational 
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strategy and less concerned with participative management techniques than typical 

fonns of employee involvement, perhaps sharing more in common with TQM and 

Business Process Re-engineering (BPR) than employee involvement per se. 

Additionally, it would appear that it is openly portrayed as such. It appears to be more 

about sharing infonnation (Foy, 1994) and reducing barriers than industrial 

democracy and getting one's voice heard. This ties in with Kinsley Lord's discussion 

of empowennent which states that, "the. key is that people must understand not 

merely the rules, but the purpose behind them. Then rules are no longer rules but best 

practice, gladly embraced and improved daily by the valued experience of those who 

operate them" (1992: 5). In this sense, employees are able to make infonned decisions 

and to take initiative whilst harbouring an awareness of the consequences, both 

positive and negative, for themselves and the organization. 

Teamwork appears to be central to the changes being made to the jobs of front line 

workers, 60% ofthe organizations sampled by The Industrial Society stated that more 

teamwork was a major change to employees' jobs since empowennent and this is 

mirrored in the management literature (Byham, 1988; Pickard, 1993; Arthur, 1994; 

Forrest, 1995; Caudron, 1995). Forrest writes that, "employees have to work as teams. 

In an empowered organization, the team becomes the natural focus for much of the 

work" (1995: 12). However, Plunkett and Fournier (1991) argue that it is the 

individual who is central to empowennent not the team and that teams might best be 

appropriate only in manufacturing jobs where multi-skilling and quality checks are 

most salient. The fact that the majority of organizations (48%) in the Industrial 

Society survey were in the manufacturing industry may explain why increases in 

teamwork were prevalent in their study (Millward et ai, 1992) although it is 

acknowledged that teamwork is central to many non-manufacturing empowennent 

policies as well (e.g. Harvester as discussed by Pickard, 1993). The perspective taken 

by the researcher is that teamwork is a well-established and proven, but not essential, 

part of the empowennent process. As the Industrial Society wrote, "the average 

organization will typically be trying to empower individuals and teams 

simultaneously, rather than concentrating on one option or the other" (1995: 10). 

60 



Other changes to jobs at the front line which were identified in The Industrial Society 

survey were, in order of prevalence: a wider variety of tasks; better communication 

with management; more decision making authority; less close supervision; and better 

communication with other teams with 23% reporting that empowerment means more 

work at the front line level. It seems that the nature of empowerment differs 

according to the sector and type of organization which adopts it In service industries, 

like Harvester, staff take on accountabilities including recruitment, drawing up rotas 

and keeping track of sales targets (pickard, 1993); whereas in manufacturing 

industries, like Cummins Engine Company (Forrest, 1995) and Rover (Arthur, 1994), 

staff work on line based issues in order to improve productivity. In general, from this 

discussion, it seems that empowerment takes many forms in organizations with the 

general link being a greater degree of decision-making and ownership over the 

employees immediate job through a sharing of information and clarifYing of 

organizational goals. 

Working within Constraints 

There appears to be a fear amongst many managers that empowerment is being 

interpreted as some form of anarchy, where employees can make their own decisions 

regardless of the cost. Indeed, Bowen and Lawler (1992) write of a doorman at the 

Four Seasons Hotel who took an overseas flight to return a briefcase left behind by a 

guest. Such stories might strike fear into managers who, after all, appear to be 

introducing empowerment in order to save money not spend it. For this reason, 

empowerment is often introduced within constraints, or, as Waterman (1988) terms it 

"directed autonomy". Waterman writes that, "In directed autonomy, people ... are 

empowered ... within a context of direction. People know what the boundaries are; they 

know where they should act on their own and where not. The boss knows that his or 

her job is to establish those boundaries, then truly get out of their way" (1988: 75). In 

a sense this concept of responsibility within constraints represents an identification of 

the tension between Friedman (1977)'s concepts of Direct Control and Responsible 

Autonomy. Moreover, this idea was analogized by Handy who states, "that ugly word 

'empowerment' could better be interpreted as the doughnut principle at work" (1994: 

67). The Doughnut principle, he explains, is characterised by the core of the doughnut 
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which is the necessary jobs which have to be done and the ring around it which 

represents an open flexible space where discretion can be used: "this dimension of job 

flex describes that area of the job where initiative is not only possible but, within an 

empowered environment, actively encouraged" (sic.) (Burdett, 1991: 26). It is 

important, Handy (1994: 68) stresses, to set these boundaries clearly for, 

"empowerment, in a sense, has gone too far. Without a boundary it is easy to be 

oppressed by guilt, for enough is never enough". Hence, he implies that constraints on 

empowerment are not only in the best interests of the organization but for the well

being of individual employees as well. 

In Peters' (1988) distinction between "letting go" and really letting go" he stated that 

managers must impress, on those who do the tasks, the high standards held by the 

organization and the belief that they will complete the task well. He argued that really 

letting go differs from delegation in that, "the authority granted is real and significant, 

but it is matched by the psychological pressure to perform up to one's limits and to the 

highest standards" (1988: 453).This psychological pressure, to which Peters refers, 

coincides with one of the control levers identified by Simons (1995). Simons 

speculates that, in an age of empowerment, managers can not spend all their time 

making sure everyone is doing what is expected of them and that they must adopt four 

levers of control which harness employees' creativity. These levers are: diagnostic 

control systems; beliefs systems; boundary systems; and interactive control systems, 

each is directed at different aspects of employee potential: to achieve; to contribute; 

to do right; and to create, respectively. 

It is 'belief systems' which resemble the core of "really letting go" as it is propounded 

by Peters (1988). Simons suggests that without managers' beliefs systems being 

explicit, employees will make assumptions regarding what constitutes acceptable 

behaviour rather than adopting the values of managers. He writes that organisational 

values and direction must be articulated clearly and should be deeply rooted in the 

actions of senior managers, a move which, the previously presented, Industrial 

Society research suggests is occurring. Using this form of control, along with 

feedback (diagnostic control), minimum standards (boundary systems), and paying 
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frequent attention to potential vulnerabilities (interactive control), allows 

management to maintain authority and prevent expensive mistakes without constant 

attention and surveillance. 

So, it seems that many theorists agree that not only are constraints an acceptable part 

of an empowennent programme but that they can, in fact, be advantageous. In 

practice, however, there are some who do not agree with this assumption. David 

Crabtree, a warehousing and distribution manager at Ciba UK told Jane Pickard, "If 

you tell people they have the authority and responsibility to act on their initiative and 

pursue improvements as far as they can and you establish that within a rigid 

framework, then you don't really have empowennent do you?" (1993: 31). What is 

important, therefore, is that the constraints which are placed on empowennent are not 

"rigid" but are suitable for the individual and their tasks. For these to be set properly, 

Plunkett and Fournier suggest that it is the manager who should set the framework for 

his team, "the manager's job is to clearly define the arena of discretion and the arena 

of discretionary failure" (1991: 45). 

Organizational Sector/Structure 

This research looks at two organizations which both have their 'roots' in the Public 

Sector and, for this reason, the role of organizational sector is particularly important. 

Empowennent, as has been demonstrated in previous sections, is not a universal 

policy which can be implemented into every organization in more or less an identical 

fonn. It requires an understanding of the arena within which the organization works 

and the customers, both internal and external, to which it answers. Perhaps most 

interestingly over the past few years has been the adaptation of the Public Sector to 

market values and issues of quality. The distinction which can be drawn between 

Private and Public Sectors is particularly enlightening as it not only involves 

contextual issues of organizational sector but also of structure. Whilst most Private 

Sector organizations had rid themselves of bureaucratic structures during the 

competitive 19805, Public Sector organizations have, more recently, been undergoing 

massive structural overhauls as well as introducing new management initiatives such 

as empowennent. 
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Several studies have looked at organizational change in the public sector and 

acknowledged that public sector organizations differ from private sector organizations 

in their features and purposes (Kirkpatrick and Lucio, 1995; Hartley et aI, 1996; 

Benington and Taylor, 1993). Most notable of these differences, perhaps, are the 

significantly higher levels of unionisation in the Public Sector and the 'political' 

aspect to their work. Moreover, the necessary bureaucracy which remains in the 

Sector (even after recent changes, see below) means that the translation of private 

sector change initiatives such as quality, empowerment and HRM are not easily 

transferable (Storey, 1989). Indeed, Kinston (1994) stated that the "foundation of 

stability" on which the Public Sector is based means that, if relevant management 

cultures are not sustained to permit flexibility, the values of the culture can 

"degenerate into a bureaucratic nightmare". Storey, in a later work, states that often 

the mere "weight" of the existing values of the Public Sector leads to any new 

initiatives to be pushed to the fringes (Storey, 1992). The 'hard' side of recent 

changes in the Sector (see below) often mean that those in the Public Sector simply 

do not have the time or resources to invest in new management "fads", as Hutton 

writes, "there has been a considerable number of initiatives over the last decade with 

staff, inevitably, seeing them as an interference in their every day job" (1995: 149). 

Indeed, over the past decade, public sector organizations have undergone radical 

changes, responding to the market system and becoming increasingly aware of their 

customers (especially since the introduction of the Citizen's Charter, 1991). 

Associated with these changes has been the de-centralization of some of the Central 

Office's power. Public bureaucracies have been disaggregated into agencies which 

have clarified the lines of accountability and responsibility. 70% of Central 

Government employees now work in these executive agencies set up by the "Next 

Steps" initiative and the current aim is to increase this percentage to 90%, with only 

the policy makers remaining in the Departments (Hutton, 1995). As a result of these 

changes, senior managers have become as focused on management and performance 

appraisal, new business tools which challenge the Public Sector's cultural values of 

hierarchy, as on policy (Hood, 1991). In response to such changes in the public 
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sector, the Treaswy has, over the past five years, taken steps to transfonn their rules 

into guidelines and, as Lovell writes, "central departments are also willing to consider 

representations from departments and agencies on further delegations they might 

require" (1994: 163). Additionally, accompanying these changes during the 1980s and 

1990s, the public sector has adopted notions of quality reflecting a belief in the 

superiority of the values and assumptions of private sector management (Keat and 

Abercrombie, 1991). The Citizen's Charter brought with it, not only a direct focus on 

customers, but also a way of measuring perfonnance within the public sector and 

successful public organizations who meet or exceed their perfonnance standards are 

awarded a Chartennark quality award on an annual basis. With this move to quality, 

several public sector organizations have introduced empowennent-type policies 

which aim to decentralize decision making, and in some cases budegetary control, to 

the lowest possible level. Yet empowennent, might in many ways, be seen as the 

antithesis of traditional public sector management. Firstly, it was epitomised by a 

classic Weberian bureaucracy (1947) which was highly graded, with a strong 

command structure answering to the centralised constraints of Whitehall and, 

secondly, its cuiture has long been associated with predictability, risk aversion and 

continuity. 

Hence, as was demonstrated in previous sections, empowennent will differ according 

to the existing enviromnent into which it is introduced. Particularly relevant must be 

the organization's previous culture, for this will shape the opinions and possible 

reactions of those who have to implement it and those who have to receive it. Despite 

the lessening of many of the constraints which characterize the civil service, there is 

still an awareness that it is run by tax payers money which necessitates more stringent 

financial constraints than are likely in the private sector and also more public 

scrutiny. This appears to have implications for the amount of discretion which can be 

devolved to lower levels. In conclusion, the success of empowennent is dependant, 

not only on how it is introduced, but also on the organizational context of the 

organizations which introduce it. Although this section has concentrated on the 

public/private sector dichotomy, the researcher is aware that there are numerous other 

distinctions between organizational context which may affect the success of 
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empowerment (e.g. geographical location, local employment situation, market share 

et cetera). However, the fact that both of the case-study organizations in this research 

originate in the Public Sector and the increasing movement of such organizations to 

adopt 'private sector' practices such as empowerment, makes this analysis of 

organizational sector particularly relevant. 

B~RSTOENWOWERMENT 

"There are assumptions that supervisors can wave magic wands to effect change, 
and that these actions are not incompatible with other organizational deCisions. 

Moreover, it is assumed that empowerment, involvement and teamworking 
are necessarily and unequivocally "good things ", in which everyone in their 

right minds will want to participate. Unfortunately for the story, many of 
these assertions can not be taken for granted, and indeed some are built 

upon rather shaky and questionable foundations" 

Mick Marchington, (1994: 3) 

This section looks at the barriers to empowerment which contribute to the 'shakiness' 

of the assumptions that empowerment is necessarily a 'good thing' and, in doing so, 

explore the implication by Marchington that there is a clear gap between 

empowerment rhetoric and reality. 

The Meaning Of Empowerment 

It would seem from the discussions of subjectivity which emerged in Chapter Two 

that empowerment is a contested concept (Lukes, 1974) which gains its interpretation 

from the interests and goals of those who use it. For employees it promises a re

balance of power and a way of fighting the oppression which they see as existing in 

organisations, for management it promises a more committed and involved workforce 

who will take initiative within set constraints and see this as important to the 

profitability and success of the organization. The fact that the meaning of 

empowerment is open to misinterpretation was found by Claydon and Doyle who 

wrote that, "in our interviews with managers and employees it became clear that 

empowerment had not been articulated explicitly as company philosophy and it had 

not been presented in a programmatic way. Indeed, there was a reluctance on the part 
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of managers to employ the word in every day discourse. This reflected a feeling that 

its use might be a hostage to fortune due to a lack of precise definition, different 

meanings were attached to it by different individuals and a worry on the part of some 

about what it might be seen to mean" (1996: 17) (sic.). The innate subjectivity of 

empowerment allows these differing expectations to co-exist and to survive. 

Mintzberg (1978) found a similar problem when discussing the word "paradigm" 

which he described as "too vague to be pinned down so it pops up everywhere" (1978: 

635). It would appear that this is occurring in the case of empowerment, its ambiguity 

causes it to be used liberally in different ways to mean different things. Yet, Keenoy 

and Anthony (1992) argue that a universal definition is not needed as, in the case of 

HRM, the ambiguity of policies are their strength, "the messages carried ... are more 

important than the specific devices employed" (1992:235) and that to explain the 

messages, which are hypothesised as postmodernist discourse, would be to destroy 

their strength. This may be particularly true if one considers the literature on religious 

metaphors (Ackers and Preston, 1995; Kerfoot and Knights, 1995; Hopfl, 1992 ) 

which would argue that destrOying the mysticism which policies like empowerment 

hold would lessen their power of conversion - "belief .. .is not based upon 

deconstructing theory or looking for proof, but on faith" (Noon, 1992: 29). 

However, the literature suggests that if initially the ambiguity of empowerment is of 

benefit, this may be short-lived. MacInnes, in his study of consultation procedures, 

found that, in their early stages, many policies are "usually ill enough defined to 

command widespread support" (1985: 104) but that gradually it becomes apparent 

that they are not meeting the expectations of any of the parties involved. This was 

reiterated in an article in The Financial Times which read, "gather together any group 

of managers, shop floor workers or front line service employees. Plant the concept of 

'empowerment' and stand well back. Wait for a burst of enthusiasm followed by 

clouds of confusion" (Lorenz, 1992). Ifwe reconsider the analogy to religion, Ackers 

and Preston (1995) state that evangelical religion faces problems of 'backsliding' and 

'routinisation' as spirits ebb. So, one might conclude, if empowerment offers little 

more than a vague culture change with no permanent or measurable benefits it, too, 

will fall victim to ebbing spirits. Empowerment in organizations ultimately comes up 
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against wider employee expectations of empowerment and of work which are based 

on previous experiences (see Chapter Four). Hence, the introduction of 

empowerment, unless clearly and precisely defined and unless it is backed up with 

action in the company, may well, on the basis of this evidence, build and reinforce 

differing expectations of the work relationship which will result in strong feelings of 

resentment and disappointment. As Plunkett and Fournier write, "attempts made on 

such a foundation of misunderstanding are unlikely to succeed and may well justify 

the sceptical attitudes that are embodied in the examples given of employee 

criticisms" (1991: 16). 

Many organizations are recognizing this dilemma. For example, Microsoft's first 

empowerment programme failed because no clarity was given to the meaning of the 

term and it was replaced by a low profile programme which identified areas in which 

management felt they could realistically give employees responsibility and authority 

(Arkin, 1995). Moreover, a significant number of companies have now decided not to 

use the term empowerment at all for fear of misinterpretation (The Industrial Society, 

1995; Lowe, 1994) or, as Clutterbuck (1994) implies, because many people perceive 

it as a sugar-coated disguise for tough interventions like down-sizing (as suspected by 

the labour process school). Overall, it seems that the assertion, that the vagueness of 

human resource management policies is their strength, is strongly contested by the 

practical evidence of empowerment policies in the long run. The literature suggests 

that it is not ambiguity but clarity of definition which is required when introducing 

empowerment initiatives. Yet, it must be recognised that clarity has its risks as well, 

in that organizations will have to live up to the promises which they make. 

Middle Management Resistance and the Effects of Management Fads 

The Industrial Society's study of empowerment found that of the different agents 

within the organizations studied, senior managers were those most likely to be 

perceived as welcoming empowerment (46%); followed by employees generally 

(40%). Middle managers were most likely to be perceived as having a negative 

response to empowerment (32%); followed by first line leaders/supervisors (27%). As 

discussed earlier in this chapter, middle managers have a pivotal role in the 
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introduction of empowerment, yet in Lowe's study, he found that 62% of respondents 

claimed that middle managers in their organizations felt threatened by empowerment. 

Qualitative comments which were volunteered as reasons for this resistance were 

clustered, by Lowe, under four headings: Fear; Role Clarity; Clinging To Established 

Ways and Threat of Responsibility. Indeed, further results ofLowe's study found that 

50% of respondents cited "managers not letting go" as an impediment to 

empowerment. Clearly, then, middle management resistance to empowerment is a 

large barrier to effective empowerment. This is not a new phenomenon, interestingly, 

from 1945 to the present day the majority of arguments as to how and why managers 

resist new employee involvement policies have remained the same (Roethlisberger, 

1945; Whyte and Gardner, 1945; Collard & Dale, 1989; Marchington et ai, 1992; 

Fenton O'Creevy and Nicholson, 1994; Foy, 1994). 

Klein (1984) questioned 139 supervisors about their employee involvement 

programmes. She found that, although 72% of supervisors saw the programmes as 

being good for their companies, only 31% saw them as beneficial to themselves. In an 

attempt to explain these results, Klein states that job insecurity, work overload and 

fear of loss of status were major contributors to the resistance of middle managers. 

More recently, Marchington et al (1992) state that resistance to employee 

involvement programmes fall into one of three categories: opposition to the concept 

of employee involvement; lack of training and resources such as time; and! or the 

belief that they lacked the skills to make it work. Such fear of empowerment might 

not be unexpected for, as Kinsley Lord write, managers have been trained and 

promoted on the basis of the command and control structure, "now we are asking 

them to reassess radically those very qualities, values and behaviours that have got 

them there" (1993: 4). 

The loss of many middle management jobs in recent years, and the consequent 

stagnation of careers, suggests that middle managers are facing increasing job 

insecurity, creating a need for "career defence" defined as "to protect oneself against 

the threats of redundancy, stagnation and obsolescence" (Jackson et aI, 1996:29). 

With the rationalisation of layers of management, promotion is becoming less 
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realistic and, therefore, middle managers share with non-managerial employees, 

"growing feelings of cynicism as well as a heightened sense of estrangement from the 

predominant goals and values of their employing organizations" (Scase & Goffee, 

1989: 29). The streamlining of organizations, and the introduction of empowennent 

has also meant that the role of the middle manager, as discussed earlier, has moved 

from one of technical expert to that of chief coach. Yet most, especially in traditional 

hierarchical organizations will, as Scase and Goffee write, "have been promoted on 

the basis of their technical competencies and personal compatibility rather than their 

expertise in managerial skills" (1989: 31) (sic.). As empowennent becomes 

established, more and more of the technical tasks are being devolved to lower levels, 

whilst middle managers become more preoccupied with targets and efficiency. The 

fact that there is a risk of technical expertise being lost in this way instils in the 

middle manager a fear of becoming redundant to the point where their jobs will be the 

next to go (Collard and Dale, 1989; Klein, 1984; Manz et ai, 1990). Storey (1992) 

found a similar concern amongst supervisors in Ford Motor Company regarding the 

introduction of teamworking. Over and above this, middle managers may feel that 

devolving these tasks relinquishes their status (Manz et ai, 1990; Parnell et ai, 1992), 

they "view the sharing of tasks with workers as a reward that has not been earned -

and that diminishes their own standing in the eyes of fellow workers" (Klein, 1984: 

89). This was also found to be the case with Quality Circles, as Legge (1995:217) 

writes, "First-line supervision was concerned that QC's, if they fulfilled their 

aspirations for shop-floor democracy and critiqued established working methods, 

might result in calling into question the need for supervisors at all". 

The position of middle managers is a difficult one for, as Block writes, "the difficult 

thing about being in the middle of an organization is that the amount of power we 

have is often ambiguous" (1987: 17). Indeed, Ackers (1994) in a study of colliery 

officials writes that they, "occupied a contradictory and overlapping position on both 

the bottom rung of the management hierarchy and the top layer of the underground 

workforce" (1994:390). This position of "piggy in the middle", of having to manage 

at the sharpest point of conflict in employment relationships, is likely to be conducive 

of stress and worry. The need to communicate with both management and workers, 
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claims Roethlisberger, "encourages them to talk out of both sides of their mouths at 

the same time - to become masters of double talk" (1945: 288). Additionally, often the 

messages which the middle managers must pass on are not discussed with them first 

(Whyte and Gardner, 1945) so they have little or no say in the formulation of the 

initiative. This can erode motivation and commitment to both the policy and the 

organisation as a whole with belief in empowerment consequently not established at 

that crucial level. The scepticism of middle managers has been further accentuated by 

the recent procession of fads which have been implemented, of which empowerment 

is increasingly being seen as the next in line (Moon, 1995). As Marchington et al 

write, "there has been a multiplicity of El techniques over the last few years, each of 

which may have risen to positions of centrality and prominence before lessening soon 

after" (1993:573). For some, the idea of management fads equates to "chasing 

rainbows" and directs attention away from the complex task of running a company 

(Byrne, 1986). Whilst for others the experimentation of new ideas and the catalysts 

for change which characterise management fads are optimistic and encouraging (Lee, 

1971; Moon, 1995) .. Indeed, the concept of "Thriving on Chaos" introduced by Peters 

(1988) suggests that learning to adapt to continuous change is one of the keys to 

organizational success. Yet, for middle managers the constant stream of new 

initiatives can be most frustrating and disheartening (Byrne, 1986). Watson (1994: 

122) confirms this in his study of ZTC Ryland, quoting one middle manager who said, 

"we try to bring too many things on too quick ... we keep going off on yet another 

bleeding track ... Half-way down there someone will change direction again". Another 

is quoted as expressing concern about the way in which many initiatives are 

introduced, "we over-egg the pudding with launches and posters and pamphlets and 

glossy brochures and pocket-cards" (1994b: 902). The middle management level is 

probably affected the most by this 'fad fatigue' because, due to career stagnation, they 

remain in the same place, amassing longer service than the "executives", witnessing 

and tackling a procession of fads whilst the more senior managers, who bring them in 

as a means of personal advancement or to develop momentum behind change, 'cut 

and run' (Huczynski, 1993; Marchington et ai, 1993). 
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Despite the arguments set out above, it must be recognised that not all middle 

managers will resist empowerment, for as The Industrial Society wrote, "some 

managers will readily accept the benefits of empowering the workforce" (1995: 3). 

Indeed, Hegarty tells of managers who welcome the changes and the chance to step 

back from the front line and actually manage. For those that she interviewed, 

empowerment has brought benefits to their jobs, "it used to be that I just had to come 

up with solutions. It was up to me to investigate new tools and equipment. But now 

the lads in the yard help me to do my job. Now they come to me with ideas and I get 

involved with strategy. It makes my job more interesting" (1995: 27). That managers 

do not generally resist empowerment is further suggested in research by Fenton 

O'Creevy (1996) who found that firstly, there was only weak evidence that middle 

management resistance was related to the success of employee involvement and, 

secondly, that there was strong evidence that middle and senior managers did not 

differ significantly in their attitudes to employee involvement. He found that attitudes 

to employee involvement were most likely to be related to recent downsizing and to 

the existence of a climate of common purpose. Hence, it would seem that although 

resistance to empowerment by middle managers is common and is likely to be a 

barrier to the success of the initiative, this is not universal and may actually, as Fenton 

O'Creevy claims, be a function of the restrictions placed on their own jobs. That is 

that middle managers are not actively resisting empowerment policies but that they 

are, in fact, being constrained by organizational subsystems themselves. 

The Effects of Down-sizing On Employees 

The introduction of empowerment in the 1990s has, as has been discussed elsewhere, 

meant that it has taken place in an age of downsizing. Introducing an initiative aimed 

at gaining worker'S commitment in such an atmosphere has led to cynicism in many 

staff, who are experiencing the so-called "survivors syndrome", as was illustrated in 

the case of Harvester (pickard, 1993). Foy (1994: 79) states that an ambivalence has 

occurred within organizations due to this paradox, "at the same time as they are 

downsizing, letting go of long-term, loyal employees, they are also trying to achieve 

the open, trusting, flexible, communicating, empowering, people-orientated culture 

we all say is necessary for their future survival". Not only are these dual policies 
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sending mixed messages to employees, but they also risk damaging the relationship of 

trust which, many argue, is central to the implementation of an empowerment 

programme and risk souring working relationships generally (Andrews, 1994; Handy, 

1995). In addition the loss of a substantial number of the workforce has meant that 

employees must necessarily take on new roles and tasks rather than being given the 

freedom or option to do so. The idea that empowerment is synonymous with work 

intensification (Edwards, 1979; McArdIe et aI, 1995; Waddington and Whitson, 1996) 

might, therefore, be expected and the labour process view would argue that 

empowerment is directed at compliance to new working methods rather than 

commitment. Yet evidence from McArdle et aI's study suggests that some employees 

welcomed this new way of working even if they have to work harder, "the 

acknowledgement that the work is harder reveals that they are aware of the increased 

work intensification, but do not see it as something to resist" (1995: 165). It would 

appear, therefore, that empowerment has been accompanied by decreases in the 

numbers employed and a consequent increase in workloads for those that remain. 

Whether this affects the attitudes of employees is difficult to ascertain, for whilst 

Waddington and Whitson (1996) argue that grievances are high, McArdIe et al (1995) 

state that they are becoming increasingly committed to their own exploitation, "their 

willingness to resist increased intensification of work is therefore displaced by a 

solidarity with the interests of management" (1995: 166). 

Monitoring and Surveillance 

A further aspect of some empowerment programmes which threatens to damage trust 

is the increased surveillance and monitoring of staff targets. Whilst empowerment 

appears to reduce the amount of control held by management, the use of performance 

measures (or the more overt "traffic light" cards reported by Sewell and Wilkinson, 

1992) provides an indirect method of surveillance which, it has been argued, is 

somewhat at odds with a culture of trust and empowerment. Sewell and Wilkinson 

(1992) related these surveillance techniques and the discipline which management 

imposes on employees as a result, to the Panopticon (Foucault, 1977). They state that 

the growth of information technology has allowed for the emergence of an 

"information panopticon" (Zuboff, 1989) which has "created the opportunity for the 
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disciplinruy power of the Panoptic gaze to be exercised in the context of job 

enlargement and 'empowerment'" (1992: 109). Indeed, this is reflected in a study of 

supermarket chains which emphasised the monitoring and surveillance which took 

place not only through information technology and video cameras but also because of 

the highly visible nature of checkout staff's work (Ogbonna and Wilkinson, 1990). In 

a similar sense, the performance measures, employee surveys, quality targets, and 

appraisal schemes which operate in 'empowering organizations' act to maintain the 

control which they have superficially devolved to employees. For example, Pickard 

states that, at Harvester, "every waitress at the Dulwich restaurant is expected to sell a 

side order to every table. If they don't do this, the team want to know what went 

wrong" (1993: 29). Hence, it should be expected that such forms of surveillance may 

create cynicism and put constant pressure on employees to reach high performance 

standards and avoid mistakes, causing stress rather than increased self-efficacy. 

Trade Unions 

In the study conducted by The Industrial Society, trade unions were not seen to be a 

major factor in empowerment on either the positive or negative side. This finding 

reflects a more general relationship which has been identified between Trade Unions 

and new management techniques. There has been a weakening of trade union power 

over the last fifteen years due to the anti-union stance of the Conservative 

government. Whilst it is rare for organizations to actually have de-recognised their 

unions, membership has declined both in terms of actual numbers and density. 

Moreover, the de-centralisation of bargaining in many places has meant that the 

number of employees covered by collective bargaining has declined. Hence, the 

dilemma exists whereby unions are striving to maintain their membership whilst also 

protecting existing members from exploitation by management. 

The relationship between Industrial Relations (IR) and Human Resource Management 

has only recently become an issue of interest to management researchers (Storey, 

1992). Generally, it has been assumed that HRM's unitarist and individualistic 

approach is at odds with traditional industrial relations and that IR is "typically 

viewed ... as a threat" (1992: 243) to HRM. Yet, in reality, whilst unions still remain 
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involved in traditional areas such as pay and working conditions, Storey (1992) 

suggests that this has been sidelined from involvement in the introduction of new 

management initiatives. With few exceptions, Storey found in his study of fifteen 

<mainstream' organizations that management now sets the agenda on issues of 

employee relations. He argues that unions' exclusion was due, in part, to the fact that 

these initiatives rarely originate in the Personnel Department, the traditional negotiator 

in IR, but from Chief Executives and the senior board. Moreover, whilst unions tend 

to openly oppose 'hard' initiatives such as Performance Related Pay, which affect pay 

bargaining procedures, opposing 'softer' policies which, on face value, seek to 

involve employees in the organization causes ambivalence, "they found it difficult to 

challenge the logic of management's programme, and indeed saw many developments 

as benefiting individuals in the long run, but at the same time saw the possibility of a 

clear diminution in the unions' role in the company" (Wilkinson et ai, 1993: 32). 

Additionally, on a more local level, the contingent nature of empowerment, which 

relies on the ability and intentions of individual managers, proves difficult for unions 

to police. Indeed, Bacon and Storey (1996) argue that there are a wide variety of 

responses to individualist practices not only between, but also within, trade unions. 

Some unions will react to individualism by reorganization, other representatives will 

actively participate in managerial techniques in order to monitor them whilst others 

will negotiate in a traditional manner. The actual reaction which is achieved at the 

local level will, argue the authors, depend on the traditions and political orientations 

and the nature of the management initiatives themselves. Essentially, however, in 

order to prevent the unions becoming redundant, they should attempt to maintain 

traditional bargaining methods whilst also becoming involved with more 

individualistic, direct involvement at the lower level. 

The lack of any formal opposition to human resource techniques by most unions may 

reflect a belief that it does not directly threaten themselves or their members. Indeed, 

Guest (1989) has argued that, even if management's intentions for empowerment 

were more sinister, HRM is rarely implemented in its pure form in reality and, as such, 

it never seriously challenges the unions. This concept is taken one step further by 

Kelly and Kelly (1991) who contend that, what they term, 'New Industrial Relations' 
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(NIR) rarely has little impact on the underlying attitudes of employees, as they write 

"it is impossible to avoid the conclusion that institutional, i.e. management, support 

for NIR is both instrumental and superficial. Managements are willing to implement 

and support NIR initiatives only so long as they yield profitable results and do not 

impinge on their own power and status" (1991: 41). 

Hence, it appears that, even in organizations with a strong, pluralist history, it is rare 

for unions to take part in negotiations regarding HRM policies and empowennent. 

Storey (1992) did highlight one organization - Ford- who had engaged in a policy of 

'relationship building' with the recognised trade unions, but, elsewhere, it seems that 

a "dualistic" structure (Storey, 1992) is emerging in modern organizations whereby 

traditional IR is kept "ticking over" whilst managers devote more energy and 

enthusiasm to HRM techniques. Hence, the role which trade unions would like/ are 

able to play is contextualIy specific, depending not only on the Union policy makers 

but also members, local representatives and, most specifically, management. 

CONCLUSION 

This chapter has shown that there is an increasing move amongst organizations to 

adopt empowennent policies. In most cases this is a response to global competition 

and the need to change out-of-date structures in order to become more flexible and 

competitive. The literature tends to suggest that organizations which introduce 

empowennent for proactive reasons such as these have more chance of making the 

initiative a success than those who introduce them on the back of downsizing or other 

negative issues. The provision of infonnation appears to be a key to empowennent, 

and many organizations list clarifYing their vision and mission as their 'number one' 

empowennent issue. This appears to distinguish empowennent from the more ad-hoc 

employee involvement policies with which it is often associated for although direct 

communications with employees are a central part of employee involvement 

techniques, empowennent appears more connected to value and culture change. Yet, 

in general there seems to be a surprising lack of training to support these initiatives, 

particularly at the front line level. Moreover, a major feature of empowennent 
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appears to be the role of managers. Whilst in rhetoric their new role is one of a coach, 

there is evidence that, in practice, they are becoming jealous guardians of their status 

and authority. Organizations need to reassure managers that the change to their role 

which empowerment brings, "results not so much in the loss of authority over staff as 

in the exercise of a different kind of authority, generally of a much more satisfying 

kind" (Stewart, 1994: 3). 

Concluding, the trend towards empowerment has brought with it the promise of 

widespread changes to organizational culture and climate, yet there is evidence that 

the differences in practice are often little more than cosmetic due, in part, to the 

economic situation within which it has to be operationalised. With the exception of a 

few positive views expressed in McCardle et aI's research, rationalisation of labour, 

job stagnation, and the need for constraints on empowerment indicate that external 

factors have the potential to damage the ideology of empowerment, leading to 

cynicism and internal blockages. For, as was highlighted in Chapter Two, there 

appears to be a psychological dimension to empowerment which incorporates the 

SUbjectiveness and unpredictability of human nature. The following chapter looks at 

how the characteristics of empowerment, outlined in this chapter, are processed by 

individuals by drawing on both sociological literature pertaining to orientations to 

work, and the role of cognitive psychology, in understanding the individual 

differences in employee reactions to this managerial phenomenon. 
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CHAPTER FOUR: Empowerment as a Person-specific Concept 

"Here then is the crux of the dilemma of how to empower people. It's the old 
proverb about leading a horse to water. Since it is ultimately up to an individual 
how committed he/she chooses to be, it follows that you are unlikely to be able 
to empower everyone to the same degree. Some employees simply do not want 

more responsibility or additional skills" 
Oddey (1993: 8) 

INTRODUCTION 

The above statement by Oddey recognises that empowerment, whether introduced in 

teams or not, is ultimately an individual experience (Ripley and Ripley, 1992). This 

reflects the conceptualization of ''being empowered", which was introduced in 

Chapter Two. Hence, it becomes clear that empowerment is not only a phenomenon 

based on the contextual factors, outlined in Chapter Three, but that it also depends on 

how these factors are interpreted by individuals. Thus, the two key issues which arise 

in the literature are the practice of empowerment and the feeling that one is 

empowered. By devoting separate chapters to these two issues, the researcher hopes to 

emphasise the distinction which exists between them. The following chapter bases 

itself around the cognitive model of empowennent devised by Thomas and Velthouse 

(1990) and discusses, whether on the basis of this model, and other psychological 

literature, there may be a particular type of person who is likely to be more 

"empowerable" than others. However, in doing so, this chapter will not ignore the 

crucial role which is played by sociological expectations in this arena. The 

sociological debate of expectations and orientations to work, which largely derives 

from the Aflluent Worker thesis (Goldthorpe et aI, 1968), takes the view that wants 

and expectations are not psychological constants but that they are culturally 

detennined and that, as such, they vary as other aspects of an individual's life change. 

EMPOWERMENT AS A PSYCHOLOGICAL PHENOMENON 

The fact that individuals will differ in their attitudes to work was illustrated by 

Sheridan's 30-60-10 philosophy (cited in Zuidema and Kleiner, 1994) which stated 

that 30% of employees will always give more than their job requires, 60% will 
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respond to the way that they are treated and 10% will always give less than their job 

requires. Hence, it would seem that the target of empowerment policies must be to 

change the attitudes and gain the commitment of this middle 60% of employees by 

altering the way employees are treated. As discussed in Chapter Two, Conger and 

Kanungo's (1988) approach to empowerment is defmed as "a process of enhancing 

feelings of self-efficacy among organisational members through the identification of 

conditions that foster powerlessness and through their removal by both formal 

organisational practices and informal teclmiques of providing efficacy information" 

(1988:474). Self-efficacy is a psychological term which is becoming increasingly 

popular to describe a person's belief in their own effectiveness and Bandura (1977) 

suggested that these efficacy expectations will determine how much effort and how 

long people will persist in the face of adversity. Hence, in Conger and Kanungo's 

(1988) view, empowerment will enable people to feel that they are competent in their 

work through the removal of those processes which induce a feeling of powerlessness. 

In this sense they conceivably allow for the fact that powerlessness may remain if the 

critical factors are not identified. However, they do not dwel1 on this contingency and 

instead see empowerment as a process, with assumptions being made about the 

relationship between objective conditions and psychological reactions, rather than a 

model of several interacting factors. 

The effect of interacting factors is, however, tackled by Thomas and Velthouse(1990) 

who develop the ideas of Conger and Kanungo (1988) through the theoretical 

development of a cognitive, interactive model which sees the external, contextual 

factors of empowerment as dependant on the interpretations of individuals, as they 

write, "we view such judgements as subjective interpretations (constructions) of 

reality so that task assessments are also influenced by individual differences in 

interpretive processes" (1990: 667). This reinforces the belief of Klose (1993) that 

empowerment is a person-specific concept which relies upon the extent to which 

employees feel that they can be both proactive and reactive to the situations 

surrounding their job. In this sense, feelings of being empowered are generated from 

the ''psychological environment" (Lewin, 1951) and the orientations which employees 

bring to their work. 
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This chapter will employ Thomas and Velthouse's model as a useful basis for a wider 

consideration of the importance of individual employees in the empowerment process. 

In doing so, it will highlight interesting areas which can be further explored in this 

research. However, the focus on Thomas and Velthouse's model should not 

necessarily suggest that the researcher considers the model to be flawless nor that it 

will be heavily relied upon throughout this thesis. Rather, a model of empowerment 

which specifically addresses the role of the individual allows the researcher to explore 

this aspect through the consideration and expansion of these basic concepts. 

THE COGNITIVE MODEL OF EMPOWERMENT 

Thomas and Velthouse see empowerment as "intrinsic task motivation" and, as such, 

they interpret 'being empowered' as something which is produced from the 'pull' of 

the task rather than the 'push' of management policy. Hence, they imply that the sense 

of empowerment which individuals feel can not automatically result in a set of 

techniques which management 'do' to workers but on the evaluation of these 

techniques by the employees themselves. They argue that this is not a simple input

output relationship but that it, as Marchington et al found in their study of employee 

involvement, "is affected by the prior expectations which people bring with them to 

work" (1994: 887). Sociological literature suggests that people's orientations to work 

will vary throughout their life cycle as various aspects of work and home life become 

particularly important to individuals. The issue of orientations will be discussed 

throughout this chapter, where at particular stages of the model they are felt to be 

relevant. In this way, it is hoped that by drawing on evidence from both disciplines, a 

broader understanding of individual differences to empowerment will be established. 

Indeed, rather than merely looking at particular, objective variables when designing a 

model of empowerment, Thomas and Velthouse quote Roberts and Glick (1981) who 

identified the need for "alternative theoretical perspectives that distinguish between 

situational attributes ... and incumbent cognitions about those attributes" (1981: 193). 

Hence, Thomas and Velthouse argue for a far more complex model of empowerment 

than previously devised and they suggest that no matter how objective external events 
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are, "individuals' judgements and behaviour regarding tasks also are shaped by 

cognitions that go beyond verifiable reality" (1990: 669). 

The cognitive model which Thomas and Velthouse propose consists of a loop -

"ongoing cycle" - between environmental events which derive from interventions 

(defined here as the characteristics of empowerment proposed in Chapter Three); task 

assessments and behaviour. This model is shown in Figure One, below: 

FIGURE ONE: Cognitive Model of Empowerment (Thomas & Velthouse. 1990) 

Environmental 
Event. 
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Essentially the authors claim that environmental events "provide data to the individual 

about the consequences of ongoing task behaviour and about conditions and events 

relevant to future behaviour" (1990: 669). This process resembles what sociologists 

would categorise as social meaning (Grint, 1991), defming meaning through 

interpretation of external cues rather then mere observation. These environmental 

events impact on task assessments, which impact on behaviour, which impact on 

environmental events and so forth. External to the loop are two intrapersonal 

elements which, in the main, will account for individual differences, these are: 

interpretative styles and global assessments. Each of these model constituents will be 

discussed in the following sections and other more group orientated factors, such as 

orientations to work, which were not considered by the authors but which are 

considered relevant to the model, will be examined. 

Task Assessments 

Task assessments are defmed by Thomas and Velthouse as occurring, ''within the 

individual and refer to the task itself, rather than the context of the task" (1990: 668). 

Hence, these are impinged upon by the intrapersonal elements of the model. They 

defme four dimensions of assessment in their model which resemble the 

characteristics of the expectancy model of motivation (Vroom, 1964): impact (relating 

to the degree to which behaviour is seen as making a difference), competence (relating 

to a people's level of skill if they try), meaningfulness (the value of the task goal or 

purpose) and choice (relating to whether individuals perceive that they have a choice 

about doing that task). 

Before turning to the impinging factors of global assessments and interpretative styles, 

it is worth discussing how these elements of task assessments might be seen to relate 

to other literature on participation and empowerment. The degree to which people see 

their work as making a difference may be dependant upon the amount of feedback 

they receive from their manager (Bennis, 1989), the visibility or task significance of 

their job (Hackrnan and Oldham, 1980). Secondly, relating to competence, Hepse and 

Wall (1976) found that there were pockets of people, in their study of participation, 

who did not desire participation but who had a high need for autonomy, they found 
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that these were people who were in occupations which might be considered as 

"expert" such as midwives who "have a legally recognised position, and may treat 

their patients without the presence of a doctor, thus giving them a high perceived 

status level" (1976: 423). Hence, it might be suggested that such "experts" or people 

who perceive themselves as "competent" do not require any environmental 

interventions to empower them as the knowledge and use of this competence is 

enough to "empower" them. Indeed, the concept of ability and its relationship to 

empowerment must not be overlooked. Such people may be considered to belong to 

Sheridan's 30% of employees who will always do more than their job requires. 

Thirdly, the meaningfulness of tasks might also rely on the feedback of managers but, 

additionally, it could be dependant on how challenging the task is (Locke, 1968) and 

the level of information the employee has received as to how the goal fits in with the 

organization's wider aims (Foy, 1994). Finally, choice might be seen as being 

contingent on the enhancement or exploitation debate discussed in Chapter Two. In 

this sense, one must consider whether empowerment really offers the opportunity to 

exercise initiative and this will rely on the ability of managers and organizations as a 

whole, to genuinely accommodate the autonomy of the individual. Kelly and Kelly 

(1991) dwell on the issue of choice as it relates to the social psychological theories of 

cognitive dissonance and self-perception. They argued that if employees are not given 

a choice about participating in "New Industrial Relations" schemes imposed by 

management, then a change in employee attitudes is unlikely to occur. Applying these 

theories specifically to empowerment, if employees are always used to a hierarchical 

structure and then they are offered more discretion, then the simplest way to resolve 

the tension between old attitudes and new behaviour, is to alter attitudes accordingly. 

Attitude change may also occur purely because they see themselves taking on more 

tasks and infer from this that they must be more empowered. However, if employees 

do not perceive that they have a choice in being empowered, or that their unions have 

not participated in its introduction, they are more likely to be able to distinguish 

behaviours from attitudes. Hence, they will see the extra work that they are doing not 

as attributable to empowerment but to the imposition of a policy by management. 
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Global Assessments 

Global assessments are defmed by Thomas and Velthouse (1990: 673) as, 

"generalized beliefs about the four [task] assessment dimensions, aggregated across 

tasks and over time". They are beliefs (but not necessarily underlying, stable aspects 

of personality) that are based on past experience and which allow an individual to 

make an assumption about new stimuli. Hence they are labelled: Global Impact; 

Global Competence; Global Meaningfulness; and Global Choice. Thomas and 

Velthouse state that if an individual's global assessments are high on each of the four 

assessment dimensions then they will be more optimistic about undertaking 

ambiguous task assessments. 

Global Impact is related, by Thomas and Velthouse, to Locus Of Control. Rotter's 

locus of control (1966) is a model about whether people believe that they are 

responsible for things that happen to them (internal locus of control) or whether their 

fate is generally decided by external events (external locus of control). Rotter (1966)'s 

construct has been used to a wide extent in evaluating how people behave at work 

(Renn and Vandenberg, 1991; Spector, 1982; Dailey, 1978; Andrisani and Nestel, 

1976; Kimmons and Greenhaus, 1976; Broedling, 1975; Mitchell, Smyser and Weed, 

1975; Gemmill and Heisler, 1972). The majority of this research has claimed that 

"internals" are happier at work, Gemmill and Heisler (1972) found that "internals" 

reported less job strain; more job satisfaction; and positional mobility than 

"externals", a fmding confirmed by Andrisiani and Nestel (1976) who found 

"internals" to be more satisfied at work. The research also suggests that "internals" 

prefer a participative, autonomous working environment (Kimmons and Greenhaus, 

1976; Mitchell, Smyser and Weed, 1975) and are more likely to be motivated to work 

than "externals" (Broedling, 1975). It might be suggested, therefore, that those who 

have a more "internal" profile in this research are more likely to welcome 

empowerment. If one has an internal locus of control (high global impact) then one 

might assume that they will have a stronger desire to be empowered as they will feel 

that proactive behaviour is more likely to be rewarded (Joe, 1971). Yet, locus of 

control is not necessarily a static belief and should be a target of change for managers, 

rewarding and reinforcing employees' 'empowered' behaviour may give them a more 
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internalised sense of control through coaching and targeting empowerment at different 

individuals' needs. This in turn is likely to increase an employee's global competence 

which represents their level of confidence and self-efficacy (Bandura, 1977). 

Global meaningfulness relates to the "aggregate extent to which individuals 

psychologicaUy invest in the tasks in which they are involved" (Thomas and 

Velthouse, 1990: 674). It is the belief of the researcher that this variable may be 

affected by a person's needs specifically for autonomy and achievement (McCleUand, 

1985). If an employee has a high need for achievement and autonomy, one might 

assume that empowerment policies will hold more meaningfulness for them. 

However, the effect of n(Autonomy) may be contingent on whether empowerment is 

introduced in an individual or team context. Yet, more widely, the meaningfulness of 

events may depend on the social meanings which individuals give to their work and 

organization. 

Taylor in his theory of Scientific Management based his studies on the assumption 

that employees' primary driver for work is money. Gordon O'Brien (1992) suggests 

that writers still tend to believe that orientations are largely instrumental but that 

employees do have some desire for skill at work. He suggests that if workers' attitudes 

are still largely instrumental, then the de-skilling of tasks, which some theorists see as 

accompanying empowerment, will have little effect on employee attitudes which will 

be far more concerned with pay issues. To gauge the instrumentality of workers' 

attitudes, researchers have tended to rely on responses to the "Lottery Question". This 

generally asks employees whether they would continue working if they won the lottery 

(for example see Morse and Weiss, 1955; Kaplan and Tausky, 1974; Mannheim and 

Rein, 1981). Responses to this question, set to employees for over 40 years by 

different theorists, have generally ranged from between 60-80% of employees who 

would continue working. Further fmdings suggest that younger people are more likely 

to continue working than older and that men are more likely to continue working than 

women (Campbell et ai, 1976; Warr, 1982; Hakim, 1992, 1995). 
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Focusing on gender differentials Hunt (1975) found that employers perceived women 

as less committed to their work and more unwilling to take on responsibilities at work 

which compete with their domestic responsibilities. These results are generally 

interpreted as an indication of the prejudice of employers and male-dominated 

organizations. Hakirn (1992, 1995) found that, when asked the lottery question in 

1984-5, two thirds of women would still prefer a paid job compared to three quarters 

of men, whereas this differential had all but disappeared when Gallie and White 

(1993) conducted their research in 1992. However, Hakirn argues that this differential 

still exists because the fact that one third of women choose not to work at all is not 

taken into account by these figures, and that working women are a self-selected 

sample who one would expect to have above average work commitment. In essence, 

Hakirn concludes that the adult female population divides into two fairly equal sectors: 

those who work full-time, are committed to their careers and personal development 

and generally achieve higher grade occupations, whilst the second group, "give 

priority to the marriage career, do not invest in what economists term 'human capital', 

transfer quickly and permanently to part-time work as soon as the breadwinner 

husband permits it, choose undemanding jobs 'with no worries or responsibilities' 

when they do work, and are hence found concentrated in lower grade and lower paid 

jobs which offer convenient working hours with which they are perfectly happy" 

(1995: 434). Interestingly Adler (1993), basing her fmdings on an American survey, 

states that women have less job autonomy than men, even when gender composition 

of occupation and authority position have been controlled for. However, these 

attitudes to work and the instrumentatility orientation which some employees, 

particularly older employees and women according to the research, hold, are not 

necessarily stable and will tend to alter according to an individuals work-family 

interface. Goldthorpe et a1 (1968) found that workers with heavy family 

responsibilities tended to be more concerned with extrinsic rewards than with skill use 

or satisfaction, ''the role obligations of the worker with a young family may also come 

into conflict with .... any high degree of participation in union affairs or work based 

clubs and societies. The demands made on him as husband and father are at this stage 

likely to be given relatively high priority on his time and energy outside of work" 

(1968: 148). However, as children grow up and the responsibilities decrease, one 
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might suggest that both women and men's orientations to work will become less 

instrumental. Longtitudinal studies of work orientations would help distinguish the 

extent to which expectations and desires can change over time. Moreover, age is 

suggested to have a positive relationship with job satisfaction (Ang, Goh and Koh, 

1993; Mottaz, 1987; Rhodes, 1983) and, hence, such effects must be taken into 

account. Related to age is the effect of tenure for, whilst it is argued that younger 

people are more easily disappointed in the absence of intrinsic rewards (Mottaz, 

1987), the reinforcing effect of remaining in a job for a long time may actually 

decrease job satisfaction. As Kohn and Schooler argue, "we believe that, in industrial 

society, where occupation is central to men's lives, occupational experiences that 

facilitate or deter the exercise of self direction come to permeate men's views, not 

only of work and of their role in work, but also of the world and of self' (1983: 33). 

Not only are work orientations expected to differ according to neutral demographics 

such as age and gender, but also according to the actual nature of one's job. Kohn and 

Schooler (1983) argue that people often become what they do, and this view is 

supported by much of the work surrounding orientations to work. Goldthorpe et al 

suggest on the basis of their Affiuent Worker thesis that semi-skilled workers are 

more instrumental in their orientations than skilled workers. Indeed, Fox (1976: 37) 

wrote that "the lower we direct our attention within the occupational status scale, the 

more likely we are to fmd people deriving little conscious meaning from their work 

apart from the pay and security it offers". O'Brien suggests that education is related to 

the orientations to work which people possess, with those with higher levels of 

education having a desire for "intrinsic or expressive work values" (1992:55). Indeed, 

Kohn and Schooler, 1983 found that, education directly affects values and 

orientations, by researching the effect of "social stratification" which they defmed as a 

combination of education and occupational status (i.e. grade). They found that, in 

terms of social-stratification, "the higher men's positions, the more importance they 

attach to how interesting their work is, the amount of freedom it provides, the chance 

to help people, and the chance to use their abilities. The lower their positions, the 

more importance they attach to pay, fringe benefits, the supervisor, co-workers, the 

hours of work, how tiring the work is, job security and not being under too much 
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pressure" (1983: 15). Hence, it could be argued that, those with lower educational 

levels and those in lower grades may be less interested in being empowered. This then 

would suggest that people self-select themselves into a particular job, organization or 

occupation on the basis of their values and orientations. For example, it might be 

hypothesised that those who stay in education for longer, do so because of an intrinsic 

enjoyment of work and mental stimulation. These more highly educated individuals 

then qualify for, and require jobs which stretch them and satisfy them intrinsically. 

Meanwhile, those who leave school early are likely to do so, either because they want 

to earn money from an early age or because they do not intrinsically enjoy the tasks 

involved in school work. 

On the basis of this rather lengthy discussion of orientations to work issues, and 

particularly from the argument set out above, it might be suggested that not all 

employees actually desire more autonomy or the opportunity to demonstrate their 

skills at work. As O'Brien writes, "not all people seem to want work that allows 

expression of personal needs for skill use and autonomy. Many want work because it 

relieves boredom, structures time and maintains social contacts" (1992; 55). Hugh 

Wilhnott in his examination of empowerment discourse, suggests that BPR advocates 

such as Hammer, derive their meaning of empowerment from a discourse which 

Wilhnott calls "functionalist humanism". He states that this approach centres around 

the idea that "human beings are essentially desirous of greater freedom from the 

restrictions of mechanistic governance" (1995: 92). By taking this approach, Wilhnott 

believes that organizations ignore the possibility that some individuals do not desire 

empowerment. This belief is further advocated by Eccles, who states that many 

employees do not desire empowerment and ''would simply prefer to be told what the 

company's goals are, how it intends to pursue those goals, what that means for them 

and their jobs and what, in consequence, they will be required to do" (1993: 16). 

Work Orientations are also likely to be affected by job insecurity. In many of the 

organizations which are introducing empowerment, there is also a threat of job losses 

as organizations "downsize" and rationalise their workforce. Hence, many employees 

are placed in a dilemma where they are expected to take on more responsibility whilst 
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facing the threat of redundancy. In such circumstances, WilImott argues that 

commi1ment to the organization and therefore incentive to take on extra responsibility 

is diminished, as he writes, their "commi1ment to the organization is likely to remain 

partial and conditional, if not narrowly instrumental" (1995: 96). This belief that 

employees become more instrumental in their orientations when faced with job 

insecurity was also asserted by Etzioni (1961). However, the effect of job insecurity is 

discussed more critically by Klandermans et al (1991) who state that people react 

differently to job insecurity depending on their causal attributions. Whilst some feel 

less motivated to work and be involved in organizational life, others' effort will be 

contingent on the extent to which they feel that performance will be reflected by job 

losses, whilst others will turn to collective action such as union involvement. Hence, 

in an atmosphere of job insecurity, it appears that some employees will 

psychologically withdraw from their work and become purely instrumental in their 

orientation. Such employees are likely to be unwilling to participate in empowering 

activities or to take on extra responsibility. However, van Vuuren et al (1991)'s 

detailed look at reactions to job insecurity, suggests that if employees see the 

possibility of keeping their job as within their control, then they wiJI alter their 

behaviour accordingly. In such situations, then, employees will feel obliged to take on 

extra work and responsibility in order to maintain their status quo. Indeed, Greenhalgh 

and Sutton argue that this is likely to occur, even if it means competing with one's 

peers, "when positions are scarce, a co-worker's survival in the organization might 

mean one's own demise. Thus trust diminishes, and people become more guarded in 

what they share and disclose, which further erodes trust and changes the nature of 

interpersonal relationships" (1991: 170). Employees might also be expected to be 

conscious of their self-image and the perception of self by others, and this is likely to 

affect the way in which they react to empowerment policies, for instance those who 

resist empowering activities may be seen more positively in the eyes of threatened 

workers. Essentially, then, individuals may be driven by parochial self-interest, rather 

than a pure cognitive process. Hence, on the basis of this, one must conclude that 

employees are likely to differ considerably on the global meaningfulness which they 

attribute to the empowerment process. As well as differing psychological needs, and 

different reactions to external factors such as job insecurity, the different cultural and 
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social backgrounds of individuals are likely to affect the extent to which they will 

psychologically invest in the 'empowering' tasks in which they are encouraged to be 

involved. 

Global choice is defmed by Thomas and Velthouse as, "a person's generalized 

tendency to experience himlherselfas origin or pawn" (1990: 674). The authors quote 

the work of Deci and Ryan (1985) to describe this variable, stating that the construct 

"leads individuals to interpret situations in terms of greater or lesser degrees of self

determination" (1990: 674). It might be hypothesised that the psychological concept of 

perceived. control could be of importance here and also, to some extent to global 

competence. Burger (1989) stated that perceived control applies to the perception that 

one can control one's performance, and that the interaction between giving people a 

choice and feelings of competence may well result in more positive affects. There 

have been several psychological studies on the effects of perceived control (Glass and 

Singer, 1972; Langer and Rodin, 1976, White, 1959), a number of which have 

demonstrated that giving people a choice of task materials often results in better 

performance on that task (see Monty and Perlmuter, 1987) and Patchen found, in the 

case of participation at work, that, "people will value more highly goals which they 

help set for themselves" (1970: 239). The work of Parker and Price (1994: 913), 

claims that empowerment is merely a perception of control and should be defmed as 

"the belief that one has control (Le. the belief that one can influence decisionsr. They 

readily adopt perceived control as an interchangeable term for empowerment 

enforcing their view that empowerment is more a factor of an employees emotional 

reactions to it as to the managerial process itself. Thomas and Velthouse have 

developed this concept further by arguing that perceived control is just one aspect of 

their cognitive model and allows for the effects of other contingent variables. 

Interpretive Styles 

Thomas and Velthouse state that the interpretive styles influence how other messages 

are perceived. They list three styles: attributing, evaluating and envisioning which 

contribute to whether people construe events in an empowering or disempowering 

way. Causal attributions relate to how we understand and explain our own behaviour, 
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and research by Lefcourt (1976) and Seligman (1975) has found that employees do 

have different dispositions to the attribution of events to internal! controllable or 

extemalluncontrollable factors. If stable, global judgements are made there is an 

assumption that the thing that has caused the behaviour is a permanent feature. If the 

attribution is negative (l am unable to make my own decisions; my manager does not 

allow me to be empowered) then one is less likely to be empowered, according to 

Thomas and Velthouses's model, than if they are unstable (l wasn't able to get the 

information I needed to make the decision today; my manager was busy today and, 

didn't get the chance to support me). Similarly stable, external attributions are more 

motivating in positive situations (l am empowered; my manager is "empowering''). 

Klandermans et al (1991) argue that, whilst causal attribution has been linked to 

objective circumstances and personality characteristics (e.g. the effect of depression, 

hypothesised by Seligman,1975), it is essentially a social process, stating that 

"attributions are formed, transformed and strengthened in social interaction" 

(1991:55). Applying causal attribution theory to job insecurity, the authors explain the 

uncertainty which exists in such circumstances, a situation which might equally be 

applied to culture change and empowerment, "situations that generate job insecurity 

are in many ways ambiguous; employees may receive cues or hear rumours, 

sometimes even announcements .... but they do not know for certain ...... this uncertainty 

gives rise to multiple, and divergent, intelpretations of the situation" (1991: 56). They 

continue by arguing that people make sense of their situation through interaction with 

others in the same circumstances, creating shared beliefs among groups of employees 

(Hewstone, 1988). If this is the case, it might be hypothesised that those who are 

members of specific groups, such as the recognised trade unions, will shape their 

attributions on the basis of union communications about empowerment and that shared 

beliefs and defmitions among union members will be created. Whilst this theory is 

attributable to employees in the same office, same work team, or social group, the 

aspect of union membership is interesting due to the more "official" nature of 

communications and the present employee relations climate. 

If one, considers the effect of union membership, it might be most useful to consider 

why employees join trade unions in the first place and, hence, what kinds of people 
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would be likely to be members. Taking a social psychological perspective, Hartley 

(1992) considered that structural factors of wider society and the organization will 

affect whether unions are actually recognised and , hence, whether union membership 

is actually available. Yet, she considers psychological aspects of the individual such as 

social networks, social and instrumental beliefs, and aspects of job satisfaction, as 

more likely to affect whether employees join a union in a recognised workplace. In 

doing so she dismisses the effect of personal and social characteristics, a fmding borne 

out by a number of studies (eg Bain and Price, 1983). Overall, negative job attitudes 

have been found to be, at least, a "trigger" (Hartley, 1992: 170) for joining a trade 

union whilst the belief that the union will be more instrumental than management in 

helping employees achieve their needs (Van der Vall, 1970) and the social influences 

of significant others also appear to have an effect. Union membership, therefore, is 

triggered by a number of different structural and psychological processes which in 

turn affect the causal attributions which one might make about empowerment. 

Evaluation will depend upon the expectations which a person has ofhimlherself. For 

example, a perfectionist will never be satisfied with less than a 100%, hence any 

outcome below this target is evaluated as a failure and will not be motivating (Ellis, 

1980). This has possible implications for the effect of educational qualifications, since 

those who have a high-level of education may expect more from themselves than 

those who have few, or no, qualifications. The third interpretive style: Envisioning, is 

defmed by Thomas and Velthouse as, "the cognitive imagery of future events" 

(1990:676). Research has shown that high-performing individuals work at creating 

positive images of success (Harrisoo, 1983). Indeed, Miller and Prichard (1992) 

found, in line with previous studies (Fenwick and Olsoo, 1986) that people who 

expressed an interest in becoming a member of a problem-solving group were 

younger, more ambitious (in terms of job advancement) and were more positive in 

their expectations that the planned employee involvement programme would have 

beneficial effects for both themselves and their organization. They stated that their 

fmdings, "generally support the view that workers' interests in employee involvement 

and career development tend to reflect a search for self-expression and personal 

achievement" (1992: 426). In this study by Miller and Prichard, optimism was related 
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to age and ambition so it is plausible that the contribution of demographics to this 

cognitive model of empowennent should, therefore, be considered. Thomas and 

Velthouse (1990) do not explicitly refer to demographical variables such as gender, 

age or tenure in their paper, although they may have considered that such variables 

would unconsciously impinge on all aspects of the model. 

IMPLICATIONS OF THE COGNITIVE MODEL OF EMPOWERMENT AND 
CONCLUSION 

It is the view of the researcher that Thomas and Velthouse's model explains the 

cognitive process of empowennent in a fairly comprehensive mauner, explaining in 

some detail the internal psychological processes which occur when empowennent is 

introduced to a workforce. Yet, as stated at the beginning of this chapter, the model 

was primarily presented to give structure to a consideration of the relevant literature 

through analysis and expansion of the core concepts. Indeed, possibly due to the fact 

that it is a theoretical model not based on any original qualitative or quantitative data, 

it is considered to be rather detached from organizational reality and does not 

specifically account for more sociological variables such as previous exposure to 

empowennent; orientation to work; trade union membership, tenure, age or gender or 

for reactions to wider social issues such as privatization and job insecurity. A 

discussion of some of these factors and their hypothesised relationship to the model, 

has demonstrated the need to take both psychological and sociological factors into 

account when considering an individual's reaction to organizational reality. 

Despite these omissions, the concepts derived from the cognitive model make a 

valuable contribution to any evaluation of empowennent, by highlighting the 

importance of individual characteristics when introducing an organization wide 

programme. There are clear personality constructs, such as locus of control, which 

Thomas and Velthouse believe lead to greater intrinsic motivation and empowennent, 

with the implication that such differences could identify an "empowerable" employee. 

This would clearly hold an interest for many organizations, as would the contribution 

of socially derived orientations or reactions to work or the work environment. 

However, it should be considered that there may be characteristics of the actual 
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empowennent policies themselves which impinge on this model of "empowerabiIity" 

and supersede any effects of individual personalities. Indeed, this brings into question 

the truth behind the proverb of leading the horse to water which Oddey used in the 

opening statement of this chapter. He implies that the most an organization can do is 

introduce empowennent to· its workforce, and that it is up to the employees to do the 

rest. Yet, rather than assuming that the horse does not want to drink, the challenge 

should be, to discover if there is something in the water that is stopping them. 

This, then, should be a central question of any empowerment policy: what is it that 

makes people feel empowered, and are the individual differences, which Oddey talks 

of in the opening statement of this chapter, due to some groups of employees or 

individuals being more "empowerable" than others or are they due to the failure of 

managers to target the roots of the subjective interpretations which people make? In 

essence, then, the success of empowennent might be seen as contingent not just on the 

individual, their occupation and social group, the organization or the wider industrial 

situation but on the interplay of all these factors. In conclusion, for those organizations 

who have introduced empowennent, the time has now come to evaluate their success 

or, as Byham wrote, they must take a walk into the 12th Dimension to discover, "how 

people feel, what's going on in their minds, what it's like for them on the inside" for, 

as he argued, "most of the light around here comes from people" (Byham, 1988: 19). 

RESEARCH OUESTIONS 

Hence, from a consideration of the previous literature in this area, the main research 

questions which emerge are listed below. Question Six relates to the contingency 

approach which this research will take. As discussed in Chapter Two, contextual 

factors will be taken into account to consider whether they account for any differences 

between the organizations. Hence, each of the research questions will ultimately be 

considered in the light of how contingent they are on organizational reality and 

circumstance. 
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1. Is there a universal underlying interpretation of empowennent throughout the 

organizations studied? 

2. Do personality and biographical factors, including the wider social factors such as 

orientations to work which may interact with them, impact on the feelings of 

empowennent amongst employees? 

3. To what extent do organizational factors, such as management behaviour, impact 

on the feelings of empowennent amongst employees? 

4. Do characteristics of empowennent programmes impact on the feelings of 

empowennent amongst employees? 

5. What variables best predict positive reactions to empowennent? 

6. How do the organizations, and operating units, differ in respect to the above and 

can this be explained by the culture of these workplaces? 

The following chapter will detail the research methods which were used in the light of 

these research questions, the limitations of these methods and how these were 

minimised or overcome. 
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CHAPTER FIVE: Method 

"A man may be very sincere in good principles, without having good practice" 

Samuel Johnson. 

INTRODUCTION 

This chapter looks at the methodologies used in this research, from the general 

methodological approach - Triangulation, to the specific methods used to collect and 

analyse the data. The chapter is divided into four main sections: Approaches To 

Methodology; Previous Approaches to Empowerment; Research Questions and 

Research Methods. 

APPROACHES TO METHODOLOGY 

The long standing debate over the value of quantitative (White and Mitchell, 1976) 

and qualitative (Silverman, 1970) methods has treated the two approaches to research 

methodology as discrete and dichotomous. Whilst quantitative methods are seen as 

advantageous in that they can cover a wide sample, are relatively fast and economical, 

and provide relevant data for policy decisions, they are attacked for being inflexible, 

artificial and unable to take into account the social meanings that people place on their 

actions. Likewise, whilst qualitative methods have their advantages, such as being 

able to study situations over time and understand their context, their time consuming 

nature, both in terms of implementation and analysis, and problems of generalisation 

cause many to avoid their adoption. Gradually, however, there is an emergent 

recognition that a bridging of the gap between these two methodologies is beneficial, 

particularly in the study of organizations. As Easterby Smith et al (1991: 26) remark, 

"increasingly there is a move amongst management researchers to develop methods 

and approaches which provide a middle ground, and some bridging between the two 

extreme viewpoints". By combining quantitative and qualitative approaches one can 

develop ideas and theories through induction from exploratory, qualitative data and 

then formulate and test hypotheses using quantitative data. Whilst much of the case

study Industrial Relations research uses the WIRS surveys as quantitative background 
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(McCarthy, 1994), this research includes a questionnaire, which was drawn up, in 

part, on the basis of issues arising from the management interviews and employee 

focus groups. Hence, rather than comparing the case-studies to a national norm, this 

research focuses much more on the contextual differences within and between the two 

organizations. 

In the study of empowerment, a hybrid of these two approaches is a particularly 

fruitful way forward. The lack of literature in the area, and the fact that organizations 

tend to implement empowerment in different and individual ways, provides strength to 

the need for qualitative, exploratory techniques which allow an appreciation of, "the 

different constructions and meanings that people place upon their experience" 

(Easterby Smith et ai, 1991: 24). The qualitative stage of this research will, therefore, 

be focused upon the context in which the organizations under study are implementing 

empowerment and the attitudes which people have towards this process. This 

approach is enhanced by the use of 'real' , named organizations. Emergent themes will 

hence provide a "grounded" theory (Glaser and Strauss, 1967) which can then be 

tested using quantitative techniques. 

The positivist! quantitative approach to methodology argues that research should, 

amongst other characteristics, be independent, value-free and that the results should 

have the ability to generalize to the population. The independence of the researcher 

frum the organizations studied has been assured throughout the fieldwork in that, ''the 

thing under study is separate from, unrelated to, independent of, and unaffected by the 

researcher"(Evered and Louis, 1991:11). The independence of the researcher perhaps 

reduces the possible richness and comprehensiveness of the data obtained but, the 

trust gained within the organization by the autonomy of the researcher was seen to 

outweigh this, debatable, loss. Value-freedom is a difficult phenomenon to prove, let 

alone adhere to in a research context. The selection of a topic (in this case, 

empowerment) is in itself a value judgement, in that the researcher must have found 

the topic interesting and relevant in order to select it as a topic of study. Moreover, in 

derming how well empowerment is being received in organizations by those people in 

it, one is having to make a decision between what is a desirable and, conversely, an 
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undesirable effect of empowerment. Although some of these value judgements wi11 be 

borne out in the exploratory research, the nature of interviews and focus groups 

automatical1y necessitates data reduction (Miles and Huberman, 1994). That is that 

those questions and target areas which the researcher chooses to concentrate on in the 

process, and the themes that the researcher perceives as emerging from these 

qualitative techniques, necessarily incorporate some degree of subjectivity. Although 

the selection of two organizations for study which will 'flag up' particular themes 

through their inevitable contrasts and similarities, it will also buffer the effect of 

subjectivity to some extent. For, Easterby Smith et al warn that such value judgements 

should not affect the analysis of the data, "it is important for them to resist the strong 

temptation to look for data that conflffils whatever position they are currently holding" 

(1991: 40). Yet, even in the case of quantitative, so-cal1ed positivist, techniques some 

value judgements must be involved in the selection, formatting and positioning of 

items in a questionnaire although these should be minimised. The generalizability of 

quantitative techniques is dependent on the correct sampling techniques (see later in 

this chapter) and clear knowledge of the parameters within which the research is set. 

Even then, the existence of correlations and discrepancies between individuals cannot 

be fully explained by these methods. Although qualitative research is often criticised 

for having only situational relevance, it is also able, in a hybrid situation, to take 

account of those external factors that may cause such discrepancy or correlation. As 

Mitchel1 writes, "the analyst may, therefore, take account of the unique circumstances 

surrounding the event in the case being analysed in order to show these circumstances 

obscure the simple and direct way in which the general principles are operating" 

(1983: 206). 

The preceding argument justifies the researcher's decision to study more than one 

organization in the analysis of empowerment policies and to make internal 

comparisons within each. By retaining the individuality of each case and by 

identifYing differences between the two case studies in terms of background context, 

implementation of and reactions to empowerment crusades, one may use these special 

features to help explain discrepancies between the organisations' results and, hence, 

this adds to both the validity and reliability of the research and its fmdings. Such a 
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technique was adopted by Collinson and Edwards (1996) who stated that, although 

they were not assuming the generalizability of their study, the fact that their 

organizations were all undergoing major restructuring; were selected from a range of 

product markets and technologies; and were not "leading edge" exemplars, helped to 

create a context within which their results could be intelpreted. 

Hence, it would seem that, although philosophically the two methodological 

paradigms of quantitative and qualitative are distinct, in practice they can be combined 

to create a wider and convergentIy valid perspective on the phenomena under study. 

As Crompton and Jones wrote, "in organizational research it is not a mutually 

exclusive decision between quantitative and qualitative methodology. In reality it is 

very difficult to study organizations without using both sorts of methods. In any event 

quantitative data always rests on qualitative decisions" (1988: 72). A concern about 

combining these two methods remains, that is that the two methods will not provide 

convergent results. In this case, it may be that the nature of the concept is too complex 

for these methods to allow for. It is in this situation that opportunities for further 

research may emerge. 

PREVIOUS APPROACHES TO EMPOWERMENT 

It is apparent from the literature review that the subject of employee empowerment is 

a relatively new and unresearched one, dominated by prescriptive and anecdotal 

literature. Those who have written in this area tend to be consultants who are either 

telling the story from the inside and primarily concentrating on the plight of managers 

in this process (Arthur, 1994; Foy, 1994; Nixon, 1994) or trying to create definitions, 

models or processes from general overviews of previous literature and unspecific case 

studies (Nicholls, 1995; Hopfl, 1994; Bowen and Lawler, 1992; Thomas and 

Velthouse, 1990; and Conger and Kanungo, 1988). 

Those who have conducted surveys (Waddington and Whitson, 1996; The Industrial 

Society, 1995; Lowe, 1994; Parker and Price, 1994) and case studies (Collinson and 

Edwards, 1996; Claydon and Doyle, 1996; Cunningham et ai, 1996; Rees, 1996; 

McCardle et ai, 1995; and Panteli and Corbett, 1995) have looked at the opinions of 
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"empowered" employees, with the exceptions of the Industrial Society; Lowe; and 

Cunningham et al who merely looked at management views, but have tended to take 

narrow defmitions of empowerment or concentrate their studies on the objective 

changes occurring in the organization for their conclusions of empowerment. This is a 

limitation of surveys which was highlighted by McCarthy (1994) who argued that 

surveys are generally limited to closed questions which take little account of the 

historical background or contextual factors. As such, surveys on empowerment will 

reveal broad patterns indicating the incidence of "empowering" organizations and the 

content of their initiatives but they will fail to capture the depth of meaning which 

would allow one to understand exactly how and why such initiatives are introduced, 

and the impact of this on different actors within the organizations. Indeed, in the case 

of empowerment and HRM techniques the appropriateness of survey techniques might 

be lessened further by the ambiguity which surrounds them, "given the range of claims 

made for HRM, and the problems of distinguishing between its impact and the 

multiplicity of techniques its advocates borrow and use, no standardised set of 

responses .... can hope to capture its essence" (1994:321). The limitations of de

contextualised surveys are further investigated by Morris and Wood (1991) who 

followed up a large-scale survey with in-depth interviews to see if the results 

produced were similar. In fact they found that the results produced varied considerably 

with the latter revealing "a good deal of what might be called subterranean activity 

below the institutions" (1991: 278). Yet, whilst it is clear that the use of qualitative 

data such as interviews and focus groups enhance fmdings in this area, the use of 

survey-type methods allows these more localised fmdings to be generalised to the 

larger population. 

Therefore, what appears to be missing from the literature is a study of the subjective 

notions of empowerment within organizations, particularly at the employee level, 

which incorporates both questionnaire data and a more in-depth case study approach. 

The nature of empowerment with its contextual and psychological dimension makes 

an interdisciplinRlY qualitative and quantitative approach especially valuable. From 

the literature on the etymology of empowerment, it appears that the subjective, 

psychological aspect of empowerment is an area that merits further research. Indeed, 
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Cunningham et al (1996) state that most organizations are merely evaluating the 

success of empowerment with measures which are "predominantly concerned with the 

effect empowerment has on the bottom line of the organisation and not upon its 

impact on employees" (1996: 151). Firstly, one might ask, do people interpret 

empowerment differently and why?, because the variety of defmitions discussed in 

Chapter Two indicate that interpretations may well vary. Moreover, the occupational 

psychological literature, most particularly the model of Thomas and Velthouse, 

suggests that one might be able to isolate those factors that contribute to making a 

person feel empowered as the literature on management fads implies that the mere 

presence of the policy may not sufficiently convince employees of its merit. To 

investigate this sUbjective nature of empowerment, an exploratory, qualitative 

methodology, in the form of managerial and employee interviews, is needed to probe 

for those factors which are perceived as attributable to whether or not a person feels 

empowered and in order to empathise with the organizational context of the cases. A 

questionnaire can then be designed to test for the generalizability of these attitudes and 

of other aspects of the empowerment process that the exploratory research raises as 

interesting. 

RESEARCH METHODS 

Choosing The Sample Organizations 

The researcher wanted to choose established organizations for this study which 

claimed empowerment was crucial to their further development and which saw the 

programme as integral to the profile of their organization. The aim was to avoid those 

organizations considered as "high profile empowerers" such as Nissan, Rover and 

Xerox due to the danger of duplicating other research and the fear that the researcher 

may be denied access due to the "overloading" of such studies. Keeping clear of such 

organizations would also allow the researcher to get a more general view of how 

everyday organizations were implementing, and coping with, empowerment policies. 

This rationale is similar to that undertaken by other authors looking at Employee 

Involvement and HRM techniques (Storey, 1992; Marchington et ai, 1992). The 

earliest stage of identifying these organizations involved reading practitioner 
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magazines; newspapers; conference flyers; and through word of mouth. Ideally one 

organization would have been researched from each of the Public, Private and 

manufacturing sectors as it was thought this would cover a1l the main sectoral sources 

of variation that occur in the population. The researcher found, like Crompton and 

Jones (1988), that gaining access to manufacturing organizations was particularly 

difficult. Although preliminary access was gained in two organizations from this 

sector, industrial relation problems in one and the fact that the other already had a 

research student examining the empowerment process raising problems of duplication, 

meant that no further research was conducted in these, or indeed any, other 

manufacturing organizations. However, the problem of representativeness that this 

might raise was, to some extent, mitigated by the inclusion of a largely engineering 

department, Payphones, in BT and the use of internal comparisons within the 

organization. Despite this, the fact that only two organizations have been studied in 

this investigation, suggests that the sample is not of a truly cross-sectional nature. 

Indeed, initial interviews held with manufacturing organizations, and indications from 

the literature set out in Chapter Three, imply that such organizations may be 

introducing empowerment for different reasons (for example, to enhance the quality of 

products) and further research in this area may produce different predictors offeelings 

of empowerment. Some of these possible differences are outlined by the differences in 

the experience ofBT Payphones, a largely engineering Directorate. The more common 

use of multi-skiIling in this Directorate and the belief that, by improving quality, 

engineers may, effectively, be doing themselves out of a job are issues which emerge 

here and which might best form a starting point for research into similar 

manufacturing environments. However, it should be noted that it is not necessarily 

anticipated that these general issues are the sole preserve of such organizations. 

Negotiating Access 

Having selected organizations from the sources outlined above, the researcher wrote 

letters to a contact within the organizations. This contact would usually be the 

Personnel Director unless a specific name was given in any of the sources used. The 

letter (see Appendix A) introduced the researcher and the nature of the study planned, 

explaining why the researcher had chosen to write to the organization concerned and 
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why the area of research had been selected, including the value of the research to the 

organization. Buchanan et al suggest that ''when negotiating access it is helpful to 

offer a tangible product in return for co-operation" (1988: 58) and the researcher 

included a reference to previous research which had been conducted in another 

organization and wrote that "I have provided written reports with a wealth of 

statistical data, providing fmdings which have consequently been followed up by the 

organization due to their importance and interest to those involved" (Appendix A). 

The letters were followed up by telephone calls approximately two weeks later, as 

stated in the initial letter, and this gave the researcher the opportunity to explain in 

more detail to the contact or "gatekeeper" (Buchanan et ai, 1988) the nature of the 

research and the time it would require from managers and employees. Those 

organizations who still expressed an interest at this stage were visited and discussions 

were held with the "gatekeepers" regarding the viability of the research. After these 

initial meetings with the "gatekeepers", research plans were drawn up (See Appendix 

B) so that others within the organization could be informed of the research and give 

their approval. At this stage the researcher was left with two very large organizations 

who were clearly interested in the research and required a way of evaluating the 

success of their empowerment initiatives: The Benefits Agency and BT. 

Selecting Operating Units 

Due to time and resource constraints, it was decided that studying the entirety of both 

the organizations was not a viable option (Hickson, 1988). Hence, it was decided to 

choose two operating units on the basis of their initial reactions to empowerment. The 

selection of these units, by choosing those which were seen to differ most in their 

attitudes towards empowerment would, it was believed, potentially enhance the 

validity of the fmdings (patchen, 1965) by considering whether these differences were 

reflected in this new research. Selection of such a sample involves "purposive 

sampling" (Morse, 1989). A major disadvantage of purposive sampling is that 

"making an informed selection of cases requires considerable knowledge of the 

popUlation before the sample is drawn" (Singleton et ai, 1993: 160). In the case of BT 

this weakness was to some extent overcome because the selection of the units was 

based on attitudes expressed in the annual staff survey that is analysed by Directorate. 

103 



From an analysis of these results the Personnel and Marketing directorates emerged as 

those directorates which expressed the most positive and negative attitudes towards 

empowerment, respectively. However it was felt that as the Personnel Directorate was 

the driver of the initiative, the results may be misleading and, hence, the second most 

positive directorate was chosen: Payphones: As stated earlier, the inclusion of this 

Directorate was also useful in that it allowed some examination of the introduction of 

empowerment to a more manufacturing based organization. 

In The Benefits Agency, identifying two operating units was more difficult. Whereas 

in BT the operating units are organised on the basis of function, in The Benefits 

Agency they are divided by geographical area - Districts. The initial contact, who 

worked at Head Office on the Quality Team, advised the researcher that the best way 

to isolate operating units was on the basis of their quality status i.e. whether or not 

they had received the organization's quality award. He referred the researcher to one 

of his team who travelled around the country evaluating Districts on their moves 

towards quality. Basing the selection of the units on the advice of this contact clearly. 

incorporates a degree of subjectivity, and while a quality district is not necessarily one 

which advocates empowerment, because The Benefits Agency claimed that 

empowerment was necessary in order to meet quality status, it was nevertheless 

considered likely that this relationship did exist. Moreover, the contact's greater 

knowledge of the population increased the likeliness that an informed selection of 

cases was made. The districts were: Preston, a quality award winner and regarded by 

the contact as the "best example of an empowered workforce" and North 

Leicestershire, who had yet to apply for the award and were considered to be "a bit 

behind the times". 

Purposive sampling relies upon the accuracy of the information on which the sampling 

is made. As discussed above, whilst it could be relatively safely assumed that the Staff 

Perception Survey used in BT was truthful and accurate, the reliance of 'gate

keepers' knowledge in The Benefits Agency is open to subjectiveness. However, the 

fact that this selection was made on the basis of progress towards the Quality Award 

reduces this subjectiveness to some extent. It is interesting that, whilst these units 
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were chosen on the basis of their differing attitudes towards empowerment, there was 

no conclusive evidence of these differences in the results. This may be due to the 

inaccuracy of selection methods, as discussed above; the failure of the questionnaire to 

accurately measure feelings of empowerment (this is unlikely due to the convergent 

validity suggested by the qualitative data); or may just reflect the consistency of 

attitudes across operating units. Research into other operating units within these 

organizations may prove interesting for comparative purposes and may give some 

indication as to why this phenomenon occurred. 

Once these operating units had been selected, contact was made with a "link" person 

in each unit through whom the remainder of the research was arranged (Buchanan et 

al, 1988: 60). The establishment ofa "link" who is then able to act as a 'middle man' 

between the researcher and the 'gatekeeper', facilitates the research in that he/she 

becomes "a useful administrative mechanism, but is also a valuable source of 

information". 

Data Collection 

Data were collected from three separate sources in an attempt to answer the research 

questions. Firstly, background information about the Organizations was gathered 

through internal documentary data, annual reports and union newsletters and through 

observation of the offices at work. Secondly, management views were gained through 

semi-structured interviews and, fmally, employees perceptions were obtained by 

employing two methods: focus groups and questionnaires. Each of these different 

sources and methods are discussed below. Ideally, interviews with the Unions would 

have added a further dimension to this research and they were invited to participate. 

Only Union representatives from one operating unit took the opportunity to meet with 

the researcher whilst others sent letters briefly outlining their standpoint on 

empowerment. This feedback is outlined in Chapter Six and, whilst it adds to an 

understanding of the context of empowerment, further research might focus more 

strongly on the Union view of empowerment. The methods used to obtain data from 

managers and employees will be discussed generally at fIrst, and then will specifY the 

selection of the sample and other practical details. 
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Background Research 

Documents 

To give a contextual background to the attitudes expressed by managers and 

employees in this research. it was considered useful to gain as much documentary data 

about the two organizations as possible. The fact that the organizations were so large 

meant that Annual Reports and other 'public' information was easily available. Other 

documentary evidence was obtained through the "gatekeepers", such as management 

training manuals/videos, minutes of team briefings and management meetings, and 

employee perception surveys. The breadth of this data, however, is relatively limited 

as organizations are reluctant to release such sensitive information for fear it may end 

up in the wrong hands or that a competitor will recognise the identity of the 

organization concerned. Such problems were overcome, to a large extent, in this 

research both by a development of trust between the "gatekeepers" and the researcher 

and an agreement that sensitive information would be returned after use. Information 

was also obtained from the Unions represented in these organizations both as a direct 

request to their Head Offices and through published newsletters and documents. 

However, in al1 cases, Rummel and Ballaine (1963) suggest that five questions should 

be asked before the authenticity of such documents is accepted: (I) Where was it 

produced? (2) When was it written? (3) Is it a valid document? (4) Who was the 

author? (4) May the document be accepted as true? In this research, it was 

acknowledged that much of the attitudes expressed in the documents obtained, would 

be affected by the authors' positions within the organizations. For instance training 

documents and other background to the empowerment initiatives was likely to contain 

much optimistic management rhetoric whilst union newsletters and booklets were 

likely to take a more pessimistic approach. However, this subjectivity remains integral 

to 1he contextual backgroimd within which these empowerment initiatives were 

introduced and, as such, these documents create a good contextual backdrop for the 

interview, focus group and questionnaire data. The majority of the documentary data 

obtained is discussed in Chapter Six. 
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Non-participant Observation 

Whereas all other techniques used in this research are secondary sources, participation 

allowed the researcher to investigate the organizations at fll'St hand. As Rummel and 

Ballaine (1963: 92) write, "there are many aspects of human behaviour which can be 

studied satisfactorily in no other way". The researcher spent a day in both Benefits 

Agency districts and a day, which involved a team briefmg about the empowerment 

initiative, within BT Payphones. Unfortunately, no such opportunity for observation 

was available in BT Marketing, due to the time constraints on staff. Non-participant 

observation maintains the image of the researcher as an outsider, and in all cases the 

researcher was introduced as such to staff. It is possible that accurate observations are 

made more difficult in this situation because the presence of an outsider may affect the 

behaviour of those being observed. However, although this was a disadvantage, non

participant observation was not being used in this research as another form of data 

collection (Rummel and Ballaine, 1963). Instead, the chance was taken for the 

researcher to learn more about the organizations, the way they operated, working 

conditions, and the day to day activities of staff. In this sense, the observation periods 

in both organizations were included as part of the research methodology primarily so 

that the researcher could both gain a greater appreciation of the organizational 

contexts and ask more relevant questions in the interviews, focus groups and 

questionnaires. 

Managers 

Although this research focuses on the effect of empowerment practices on employees, 

omitting management from the research would lessen its validity and reliability by 

ignoring vital information particularly as management construct the nature of the 

empowerment programme as it is experienced by employees. Moreover, the fact that 

organizational factors such as culture, climate and management behaviour will not be 

assessed independently but merely through the eyes of employees suggests that results 

may form part of an employees' global assessment rather than an evaluation of 

independent environmental events. Hence, it was felt that by considering the views of 

managers in addition to those of employees, such perceptions could be placed in 

context. For both these reasons, it was decided that a selection of managers be 
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interviewed from the most senior level to line managers in order to form the context 

for the research. 

Management Interviews 

The interview provides the best opportunity to gather data about managers' 

orientations to empowerment and their empowerment programme as it provides, 

..... the opportunity for the researcher to probe deeply to uncover new dimensions of a 

problem and to secure vivid, accurate inclusive accounts that are based on personal 

experience" (Burgess, 1982: 107). Interviews are based on the basic natural form of 

conversation, that is asking questions and giving answers. However, Mischler (1986) 

argues that interview research is directed at "making sense of what respondents say 

when the everyday sources of mutual understanding have been eliminated by the 

research situation itself' (1986:3). Mischler wishes interviews to be seen as the 

natural discourse that they are, rather than as a set of stimuli and responses which have 

no meaning other than themselves. Instead of the continual standardising of questions 

and interviewer behaviour so that all interviewees receive the same "stimulus" (an 

approach advocated by Miles and Huberman, 1994), Mischler argues that questions 

should be directed to the particular people being interviewed, changing the way the 

questions are asked, or the order in which they are put, according to the nature of the 

interpersonal encounter. In the case of the interviews in this research, such flexibility 

was necessal)' as the managers' duties and proximity to policy-making altered. 

Easterby Smith et al argue that researchers are likely to be more successful if they are 

"clear at the outset about the exact areas of their interest" (1991: 75) and, hence, this 

need for structure, particularly to allow comparison between the two organizations and 

to enhance the validity and reliability of the research, had to be balanced with the 

flexibility needed for exploratory investigation. This is the intention of semi-structured 

interviewing that reacts to the individual situation but which follows a general outline 

of research questions. Semi-structured interviews also allow the respondent to answer 

the questions in some detail until their response is considered to be irrelevant to the 

main body of research. At this point the researcher can bring the subject of the 

conversation back to the point without interrupting the informality of the interview. 
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The semi-structured interview schedule used in this research can be found in 

Appendix C and the questions were primarily used as prompts to direct the 

conversation. The interviews covered the reasons why empowerment was introduced 

and the ways in which it had been implemented; individual's interpretations of their 

personal style of management; and opinions as to the success of the initiative. 

Selecting The Sample 

Choosing the sample for management interviews necessarily involves quota sampling 

but also incorporates some measure of convenience sampling due to the problem of 

obtaining access to busy managers. Again this sampling reduces the width and 

comprehensiveness of data collection but, as Singleton et al (1993: 165) remark, the 

use of non-probability sampling for the collection of qualitative data is not a problem, 

"in fact," they argue, "under these circumstances generalizing to a specified 

population and estimating sample precision are usually unimportant or irrelevant". 

All the management interviews lasted about one hour and managers seemed happy to 

answer all questions. Initially the 'gatekeepers' of the organization were interviewed 

so that the researcher could gain basic, factual information on the setting up of the 

empowerment initiatives and preliminary attitudinal data. These interviews were held 

in closed offices in both organizations so the views expressed by both 'gatekeepers' 

were unaffected by the presence of others. Within the operating units, the District 

Managers of both Districts of The Benefits Agency were interviewed, again in closed 

offices. In BT, the Director of Payphones met with me in his office but the, then, 

Director of Marketing would not meet with me and referred me to his "direct reports" 

(those who worked directly for him), who were subsequently interviewed in their 

offices. The remainder of interviews were held in open plan offices so it might be 

suggested that, the fact that members of the managers' teams were within earshot, may 

have affected the attitudes expressed. 

In The Benefits Agency the interviews were arranged by the 'links' in each District, 

after the researcher had asked to speak to a selection of managers of differing grades. 

In BT the size of the Directorates; the fact that managers were spread over a wide 
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geographical area; and the unfamiliarity of the 'links' with all managers made a 

similar sampling technique impossible. Instead the researcher chose to look at chains 

of command, that is that each manager interviewed was asked to select a couple of 

managers who worked for them. To avoid bias, the researcher asked them to choose 

one manager who they felt was positive about empowerment and one who had more 

negative attitudes. One problem which occurs in a large proportion of research studies 

carried out in organizations, is the limited availability of organizational members for 

interviews. This is partly reliant upon the degree of access to the organization, which 

in this research was quite good, and the interest of organizational members in the 

research proposal. For managers the degree of interest is often the most salient factor 

and, for this reason, once the managers had been selected in each organization they 

were sent a letter introducing the researcher and explaining the nature of the 

interviews (see Appendix D), as well as a copy of the research plan. The number of 

managers interviewed in each operating unit is shown, in Table 1, below. Interviews 

were not tape-recorded but notes· were taken during • the interviews (for rationale 

behind this decision, see below). 

TABLE ONE: Number of Managers Interviewed by Operating Unit 

THE BENEFITS AGENCY 

Preston: The District Manager 
2 department managers 
3 line managers 

N. Leicestershire: The District Manager 
3 department managers 
2 line managers 

BRITISH TELECOMMUNICATIONS Plc 

Marketing: 2 Direct Reports (of Director) 
3 middle managers 
2 line managers 

Payphones: The Director 
2 Direct Reports (of Director) 
1 middle manager I 3 line managers 

I OVERALL TOTAL INTERVIEWED: 

110 

Total Number 

6 

6 

7 

7 

26 



Taking Of Notes 

The taking of notes during a one-to-one interview is generally seen as a matter of 

choice; whereas long pauses to write extensive notes is not desirable during an 

interview, if the researcher is able to combine meaningful note-taking with the 

maintenance of a conversational aspect to the interview, this is particularly useful. In 

this situation not only is transcription of the interviews likely to be more accurate but 

also, as Rummel and Ballaine write, "it allows the interviewer, at times, to take his 

eyes off the subject without appearing to let his attention wander; this is advantageous 

as the interviewee may become disconcerted if he feels constantly regarded" 

(1963:103). Before the interviews began, the managers were asked if they minded 

notes being taken and were assured that what they said was confidential and that 

anonymity would be preserved. No members of management objected to the taking of 

notes. 

Miles and Huberman (1994) remark that "raw field notes are usually fairly illegible 

and contain private abbreviations ..... field notes taken during an interview usually 

contain half or less of the actual content.. ... but a write-up usually will add back some 

of the missing content because the raw field notes, when reviewed, stimulate the field 

worker to remember things said at that time that are not in the notes" (1994: 51). To 

try and keep the data from the management interviews as accurate as possible, the 

notes were written up straight after each interview. Some may argue that not tape

recording the interview introduces bias, in that the researcher will necessarily exclude 

some parts of the interview from the notes. The researcher believes that, in the case of 

exploratory interviews, and particularly when developing a "grounded" theory, such 

sUbjectiveness is, to some extent, desired. Indeed, tape-recording has disadvantages of 

its own. The intrusive nature of being recorded, particularly for people in positions of 

power, suggests that the managers may have been less likely to be fully candid if they 

knew their comments were being made 'on the record'. 

Employees 

The main focus of the research is how empowerment is received by non-managerial 

employees and both qualitative and quantitative methods were employed to provide 
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data in the light of the research questions. Firstly, groups of employees were invited to 

take part in focus groups where more detailed, contextual data could be obtained; 

secondly, following on from these focus groups, questionnaires were sent to non

managerial employees in the participating operating units, to investigate more closely 

the impact of the individual and the possible interaction between the issues raised. 

Therefore, the methods used for gathering data on employees' perceptions, are 

discussed in two separate sections below. 

Focus Groups 

The purpose of the initial employee focus groups is to gain an insight into the 

attitudes, cognitions, experiences and perspectives of those on the receiving end of 

empowerment. This is to be done both as an interesting exercise in itself and as a 

preliminary tool to explore topics and generate hypotheses for later quantitative 

research. One regularly ignored, but valid, method of qualitative research, that might 

be best employed in these circumstances, is the use of focus groups. Focus groups are 

used most widely in marketing, but are less commonly used in all other areas of social 

science research. They are essentially group interviews but differ in that it is the 

interaction between the members of the group that is most important. Indeed, the 

central ethos of focus groups is "the explicit use of the group interaction to produce 

data and insights that would be less accessible without the interaction found in a 

group" (Morgan, 1988: 12). This method is particularly useful for preliminary studies 

as it ensures that, "issues which might have been ignored in an outsider's inventory of 

the topic are included" (1988:34). 

Focus groups are practical in many ways too. They allow a relatively high number (6-

12) of people to be interviewed at one time which saves time and resources for both 

the researcher and the organisation involved. The participants also, essentially, have 

control of the interview situation so they require less prompting and tend to direct the 

conversation to what they feel is important. This method is particularly good for 

identifYing themes because if a point is seen as particularly relevant by other 

participants it will be elaborated and, if not, it will tend to be ignored. However, there 

exists a disadvantage in that the presence of dominant others may restrain the 
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reporting of accurate experiences and perspectives. It was found that the topics of 

conversation tended to follow the views of the majority. Whilst this is beneficial, in 

some respects, due to the fact that emergent themes were those which the general 

population are most likely to identify with, the failure of those who held a minority 

opinion to voice it openly may affect the more precise details of feelings amongst 

employees. This limitation was overcome by the researcher, to some extent, through 

the probing of exceptional comments and the direct questioning of those participants 

who kept quiet. However, it is still probable that the views of the majority are those 

which emerged. To overcome this it was decided that any sensitive areas which were 

raised were done in such a way that they seemed instantly acceptable, for example, 

"People often feel stressed and overwrought in a situation such as the one which 

you've described, how does it make you feel?". However, it should be noted that 

members of the focus groups still seemed reluctant to talk about their personal 

opinions, instead saying things like, "I think that people generally feel that..". 

The amount of involvement needed by the researcher in a focus group interview is a 

matter of choice but tends to relate to the size of the group. In this research 5 or 6 

people generally took part in each focus group. In this instance the interview was 

limited to about 3 or 4 main topics with pre-planned probes under each topic (see 

Appendix E) but it was only loosely referred to, as the group, as is the purpose of 

focus groups, tended to cover these points in their general discussions. Indeed as 

Walker (1985) writes, ''the task of the group interviewer .. .is not to conduct interviews 

simultaneously but to facilitate a comprehensive exchange of views in which all 

participants are able to speak their minds and to respond to the ideas of others" (1985: 

5). 

Easterby Smith et al (1991: 93) state that the setting for focus groups is important and 

that they, ...... should take place in surroundings within which the participants feel 

relaxed and unfrequented. This can often be on their home ground, for example in 

their office". In this study, all focus groups were conducted at the participants' place 

of work, normally in a meeting or training room with the exception of one focus group 

at North Leicestershire, where the only available room was the District Manager's 
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office. Although the District Manager was not present, it might be suggested that the 

location may have had some effect on the attitudes expressed by employees. The focus 

group interviews were recorded due to the fact that taking notes during a discussion 

between a group of people was impractical, likely to be inaccurate, and possibly 

distracting. On no occasion were the interviews disturbed by other members of staff 

passing through, or entering, the room being used. There was evidence that the 

presence of the tape-recorder inhibited some participants at fIrst, but most relaxed 

after a few minutes and seemed to forget that it was there. 

Selecting The Sample 

Due to heavy workloads and the reluctance of the organizations to release 6 or 7 

employees from their work for a couple of hours, the selection of the sample had, to a 

large extent, to be organized by the 'links'. In all cases it was emphasised that the 

researcher required non-managerial employees from a cross-section of departments 

and, as far as it was possible to ascertain, with a variety of attitudes towards the 

empowerment initiative. The reliance, particularly in BT, on the permission of 

managers to allow employees to take part in the focus groups, may be hypothesised as 

having some effect on the results. Selection bias may have occurred due to the fact 

that those managers who allowed such focus groups to take place may have been more 

open-minded to the idea of empowerment and those who refused may have been 

afraid of what their staff would say. However, the refusal for focus groups to take 

place was rare and, when they did occur, genuinely appeared to be due to lack oftime 

or available staff. Despite this, the following problems did arise: 

1) One of the Benefits Agency focus groups in North Leicestershire was unusually 

small (4 employees) due to the fact that the remainder of employees who were to take 

part were' off sick' or taking part in training courses. Additionally, one member of the 

group had just been promoted to line manager level. Clearly this created problems of 

confidentiality for the remaining participants. As Buchanan et al (1988: 61) write, 

"this kind of interference demolishes the permissive atmosphere which the researcher 

has to create, but can be difficult to avoid". Due to the fact that it was considered 

unlikely that the number of participants would increase if the interview was 
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rescheduled, two actions were taken to prevent the loss of reliability and validity of 

interview: a) The 3 non-managerial participants were asked whether or not they 

wished the manager to be present. They stated that his presence would make little 

difference as he was only recently promoted and was really 'one of them' b) A further 

focus group was held at the smaller Loughborough office in the District to increase 

representativeness and to check the frrst interview's reliability and validity. Indeed, 

the mixture of optimistic and pessimistic comments which emerged suggest that the 

manager's presence had no significant effect. 

2) One Benefits Agency focus group was held on a Friday when a lot of people were 

'off sick' so a number of the chosen participants did not appear. Further participants 

were, therefore, opportunisticaIly chosen from those non-managerial employees 

available. Luckily this convenience sampling actually gathered a cross-section of ages, 

departments and attitudes. 

3) Access to employees for focus group participation is often prevented by workloads 

or resistant managers. For example, in the case of Payphones, focus groups had to be 

held with staff in the Support Offices who liaise with the engineers rather than with 

the engineers themselves, as the latter had already had time out to participate in the 

organization's own focus groups and BT were reluctant to release their staff for any 

similar, duplicating exercises. Whilst this may have had an effect on the focus group 

responses (payphone engineers were considered to be more positive about 

empowerment than those in the Support Offices), the fact that engineers were included 

in the Questionnaire Sample means that these two forms of data could be compared to 

test for such effects. Moreover, some participants had previously been engineers and 

this mitigated the discrepancy to a large extent. Due to the size of the BT directorates, 

it was decided that two focus groups be conducted in each of Payphones and 

Marketing in an attempt to make the fmdings more representative. The profiles of the 

focus group participants are shown in Table 2, below. 

115 



TABLE TWO: Profiles of Focus Group Participants 

THEBENEflTSAGENCY 

Total 
Preston: 7 participants: 5 women and 2 men 

2AAs; 5 L02s 
Average Tenure: 4 years & 3 months 

N. Leicestershire: 

(1) 4 participants: all men 
1 AA; 2 L02s; and 1 recently promoted line manager (LO 1) 
Average Tenure: 6 years, 11 months 

(2) 5 participants: 4 women and one man 
2 AAs;3 L02s 
Average Tenure: 7 years,S months 16 

BRITISH TELECOMMUNICATIONS Plc 

Payphones: 

(1) 6 participants: 5 women and one man 
5 clerical staff and 1 senior technician 
Average tenure (BT): 8 years, 3 months 
Average tenure (payphones): 2 years, 8 months 

(2) 4 participants: 1 woman and 3 men 
2 senior technicians, 1 technical officer & one clerical officer 
Average tenure (BT): 15 years & 6 months 
Average tenure (payphones): 9 years & 8 months 

Marketing: 

(1) 6 participants: 2 women and 4 men 
2 agency staff and 4 Commos 
Average Tenure (BT): 10 years 
Average Tenure (Marketing): 9 months 

(2) 8 participants: 2 women and 6 men 
AllCommos 
Average Tenure (BT): 9 years & 2 months 
Average Tenure (Marketing): 7 years & 7 months 24 

TOTAL NUMBER OF PARTICIPANTS: 40 
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Before the focus group was to take place, those taking part were sent a letter (see 

Appendix F) which explained the independence of the research and the fact that, 

although the proceedings would be recorded, no-one from within the organization 

would have access to the tape. Again they were assured of confidentiality and 

anonymity. The tape recordings were transcribed with no cleansing of the dialogue 

except to protect the anonymity of the individuals participating, or referred to, in the 

discussion. 

AnaJyxis of Qualitative Data 

As previously discussed, instead of developing pre-set ideas as to which themes would 

emerge from the interviews and focus groups, the researcher took more of a 

"grounded" theory (Glaser and Strauss, 1967) approach. As Miles and Huberman 

write, "a more inductive researcher may not want to precode any datum until he or she 

has collected it, seen how it functions or nests in its context, and determined how 

many varieties of it there are" (1994: 58). By reading through the interview and focus 

group transcripts, certain themes began to emerge which were then coded and 

compared across operating units and organizations. Coding the transcripts after 

completion of the qualitative research is considered a better method for there is a 

danger that, otherwise, as Miles and Huberman (1994) state, "new data collected to 

verify the pattern are being sought out selectively" (1994:70). 

The approach that the researcher took was one of "pattern coding" (Kaplan, 1964) 

which looks for repeatable regularities between the transcripts. Pattern coding is 

advantageous in that it is able to reduce large amounts of data into a smaller number 

of analytic units; makes later fieldwork more focused; and lays groundwork for cross

case analysis (Miles and Huberman, 1994). The danger remains, however, that the 

researcher will see confirmatory instances far more easily than disconfmnatory 

instances (Nisbett & Ross, 1980). In order to overcome this, Miles and Huberman 

suggest that "patterns need to be subjected to skepticism - your own and that of others 

- and to conceptual and empirical testing" (1994: 246)(sic.). Hence, by combining 

such research with quantitative analysis, much of the suggested bias of this approach 

is mitigated. 
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Validity and Reliability of Qualitative Data 

Easterby Smith et al (1991) state that the validity of qualitative research can be 

evaluated by asking the question: Has the researcher gained full access to the 

knowledge and meanings of informants? This is elaborated by Miles and Huberman 

(1994) who separate intemal and external validity. Internal validity is measured, they 

argue, by frrst ascertaining whether or not events have been uncontrolled and 

unmodified by the researcher's presence and action - "natural validity" (Warner, 

1991).ln this research the confidentiality of the participants and the independence of 

the researcher was accentuated at every opportunity (in letters, at interviews and focus 

groups), however it is impossible to state unequivocally that the researcher's presence 

did not affect the data. Additionally, the problem of subjectivity involved in the 

analysis of qualitative data, as discussed above, must be acknowledged. A further test 

of internal validity which Miles and Huberman advocate is an examination of whether 

the triangulation of methods (i.e. quantitative and qualitative approaches) produces 

convergent conclusions. If they do not, as previously discussed, this is not necessarily 

a sign that the methods are not valid, but that an explanation for these differences 

should be sought (Mathison, 1988). External validity, state Miles and Huberman, is 

related to whether or not the results can meaningfully be transferred across cases 

(Kennedy, 1979) and compared to prior theory. These questions will be answered in 

the fmal discussion chapter. 

Reliability of qualitative data is centred around the question, "Will similar 

observations be made by different researchers on different occasions?" (Easterby 

Smith et ai, 1991: 41). The organic process of initiatives such as empowerment may 

damage the reliability of studies, for example once the initiative is well established, it 

is possible that attitudes may change towards the process. Additionally, external 

events such as redundancies and, particularly in the case of The Benefits Agency, new 

work processes may affect people's attitudes. Clearly the researcher can not allow for 

these changes but, an acknowledgement that these changes may affect the reliability of 

results is important. Instead the researcher must consider that the study has been done 

with reasonable care (Miles and Huberman, 1994). That is, for example, was the data 

collected across the full range of appropriate settings and were the research questions 
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clear and the methods used congruent with these research questions? These points 

have already been discussed, to a large extent, previously in this chapter. Reliability 

and validity have been of prime concern to the researcher throughout the research but 

may have been weakened by the need to fit in with the practicalities of organizational 

life. As Buchanan et al (1988) write, ''whatever carefully constructed views the 

researcher has of the nature of social science research, of the process of theory 

development, of data collection methods, or of the status of different types of data, 

those views are constantly compromised by the practical realities, opportunities and 

constraints presented by organizational research" (1988: 54). 

Questionnaires 

The advantage of using questionnaires in this research is that it allows the researcher 

to test those themes that emerge in the qualitative research amongst a wider, more 

representative sample whilst also investigating the responses of individuals. 

Additionally, the questionnaire format allows links to be made between supposedly 

factual data regarding factors such as biographical data, job grade and participation in 

various employee involvement techniques, and attitudinal responses through the use of 

regression analysis, so that the impact of various factors can be measured. However, 

the use of questionnaires requires consideration of a number of factors, as discussed 

below. 

The use of questionnaires as a way of selecting data will mean that, inevitably, some 

factors which may contribute to employee empowerment will have been omitted from 

the questionnaire format. However, the fact that: the questionnaire was based on 

themes emerging from the qualitative data and previous literature; was piloted 

extensively; and included open questions and "other" categories, meant that these 

problems were negated, to a large extent. Despite possible omissions, the success in 

identifYing common issues; the few factors entered into "other" categories; and the 

relatively high variance accounted for by the multiple regressions suggests that the 

questionnaire covered all the main factors which make people feel positively towards 

empowerment. 
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Sampling 

The questionnaires were sent to non-managerial employees in the four operating nnits 

being studied in this research. Those who took part in the focus groups were sampled 

from the same population and the managers interviewed also belonged to these units, 

which means that the qualitative research can provide contextual knowledge which 

will help to interpret the quantitative data. In the case of The Benefits Agency the 

need for sampling did not occur, as all of those included in the population of non

managerial employees were sent a copy of the questionnaire. In Preston this 

population totalled 230; in North Leicestershire it totalled 216. The Marketing 

directorate of BT has a relatively small number of non-managerial employees, so all 

members were sent the questionnaire, totalling 135. However, in the case of 

Payphones, the number of employees was considered too large to include in the 

sample. In this case, systematic sampling was employed to select a sample, "whenever 

the population list is very long or the desired sample is large, it is usually much easier 

to draw a systematic sample than to draw manually a simple random sample" 

(Singleton et aI, 1993: 158). To keep the number included in the systematic sample 

relatively similar to the other operating units, a ten per cent sample was taken from an 

employee database (using the sampling software: "Merit"), this sample totalled 213. 

However, taking a systematic sample has its dangers, "the available population listing 

may have a periodical or cyclical pattern that corresponds to the sampling interval. 

This can create serious sample biases (Singleton et ai, 1993: 158) but, the fact that the 

BT database was listed in alphabetical order, meant that the sampling avoided such 

bias. 

The Questionnaire Package 

Dillman (1979) argues that three things can maximise survey responses: minimising 

costs; maximising rewards; and establishing the trust that these rewards will be 

delivered. In regard to the flI'St of these suggestions, the researcher included pre-paid 

envelopes for the return of the questionnaires to each member of the sampled 

population. Herberlein and Baumgartner (1978) state that, " ... high return rates are due 

in part to lowering the costs involved in completing and returning a questionnaire. 

Hence investigators regularly include post-paid return envelopes to directly reduce 
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costs for the respondents" (I978: 458). However, cost does not necessarily only refer 

to monetary spending and the cost of returning questionnaires in terms of time and 

privacy may also be in the forefront of a respondent's mind. It was thought that the 

questionnaire used in this research may appear long to respondents so it was 

emphasised in the cover letters sent, and at the beginning of the questionnaire, that it 

should only take about 15 minutes to complete (the time taken by pilot respondents). 

Assurances of confidentiality were also highlighted and no specific detail was 

requested on the questionnaire as to the respondent's name or job title nor was any 

coding as to the operating units explicit on the questionnaire. Regarding the 

maximising of rewards, it was emphasised in the cover letters that management had 

already been interviewed and that this was the employees' chance to have their say. 

This, and the fact that a management report would be published that would be 

available to them, was intended to increase the salience of the research to the 

respondents. Indeed, Herberlein and Baumgarmer state that, "when the content of the 

questionnaire is salient to the respondent and the respondent is knowledgeable and 

interested in the topic, the cost of responding may be reduced, and personal input to 

the study may be judged by the respondent as more important" (1978: 458). 

In the case of BT, there had been recent reductions in the workforce and response had 

been low in the internal employee attitude survey, sent out the month before. This 

motivated the researcher to include further incentives for the respondents. Armstrong 

(1975) claimed, in a review of published evidence on the use of monetary incentives, 

that the larger the monetary incentive used, the greater the increment in the response 

rate. Rather than promising money, the researcher felt that the fact that the 

questionnaires were being sent out close to Christmas and that monetary resources for 

the research were low, a luxury item may be a more practical incentive. Hence, 

members of BT were sent two rafl1e tickets, one of which they were asked to send 

back with the questionnaire, which was then entered into a rame to win a bottle of 

champagne. Although there was evidence that some respondents felt this was a way of 

betraying anonymity, for example by noting on their questionnaire that they were not 

returning their rame tickets for this reason, most respondents did include their rame 

ticket with the questionnaire suggesting it had acted as an incentive. 
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Cover Letter 

All questionnaires were sent with an attached, dated cover letter written on one side of 

University headed paper signed individually with a blue ball-point pen (Dil1man, 

1984). Each letter declared the identity of the researcher; the purpose of the research; 

and the specification of a fmal return date (see Appendix G). It is argued that the 

mention of management and union support for the research adds considerable strength 

and authenticity. However, although the unions were made aware of the 

questionnaires in both organizations and gave their approval for the research, only 

those in the North Leicestershire District of The Benefits Agency gave permission for 

this to be mentioned in the covering letter. Additionally, although the research had 

management support, BT suggested an endorsement by management was not 

explicitly mentioned to emphasise the researcher's independence and in the Preston 

district of The Benefits Agency the management asked, for similar reasons, to have 

the word "full" from "full co-operation of management" removed from the letter. 

Dil1man (1984) argues that each letter should be addressed to the individual 

respondents but, not only was this not practicable due to the size of the sample, it was 

felt that addressing the letters would compromise assurances of confidentiality. 

Distribution 

Due to the fact that The Benefits Agency was being researched on the basis of 

District, all respondents worked in the same town or surrounding area. Hence, the 

researcher was able to deliver the questionnaires to the 'link' at each office who then 

distributed them via team leaders. The importance of completing the questionnaire 

was emphasised to the respondents by the team leaders at this distribution stage. In BT 

the sample of respondents was spread throughout the country so the questionnaires 

had to be internally mailed by the organization. Hence, it might be suggested that, the 

fact that the envelopes were personally addressed may have cast doubt upon the 

respondents' anonymity. The dispersion of respondents could also have decreased the 

motivation to fill them out for, whereas in The Benefits Agency all employees 

received a questionnaire so they could discuss it and see others filling it in, the 

isolation of those chosen in BT may have had an effect. To try and mitigate this, a 

voice-com (a phone call that is distributed to every employee's answering machine) 
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was sent by a senior manager of both Payphones and Marketing to inform people that 

they may be receiving a questionnaire and to encourage them to fill it out. 

Once the questionnaires have been sent and a date has been established for their 

return, it is usual to send reminder letters to encourage the response of those who have 

not yet returned the completed questionnaires. There are suggestions in the literature 

that this should be done as frequently as is needed for an acceptable response rate 

(HerberJein and Baumgartner, 1978). However, there is a danger that in doing so the 

researcher will annoy the respondents and damage the research relationship. 

Generally, it is best to consider the reasons for the non-response and make decisions 

on further action on this basis. The 'links' in both organizations were kept informed 

of the response rates throughout the response period and both the line managers in 

The Benefits Agency and the senior managers in BT (through the use of Voice-corn) 

thanked those who had replied. on the researcher's behalf, and encouraged those who 

had not to do so. After the date established for the questionnaires' return, it was 

decided that, although the response rates were not as high as the researcher would 

have wished, particularly in BT, there were identified reasons for this, as outlined 

above, and that it was unlikely that sending a further reminder in the form of a letter 

would significantly increase the number of returns. 

The response rates obtained for the four operating units were: 44% (n = 95) for the 

North Leicestershire district of The Benefits Agency; 61.4% (n = 140) for the Preston 

district; 34.3% (n = 46) for the Marketing directorate of BT; and 28.8% (n = 61) for 

the Payphones directorate. The restrictions on the time of employees explains, to some 

extent, the relatively low response rate obtained from the questionnaires, particularly 

in BT. The rate was considerably higher in The Benefits Agency because many 

managers allowed their staff time at work to fill it out, whilst the geographical 

diversity of the BT sample meant such time could not be made available. However, 

the sample size was still large enough for analysis of data and tentative generalisations 

to the entire population, and the fact that this research is the first to look at these 

relationships between feelings of empowerment and personality/ organizationaV 

biological characteristics, means that an indication of relationships from 342 
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respondents creates a framework for further research on larger samples. The response 

rate in BT was also small due to, what appears to be, a fatigue of employee surveys. 

Whilst the timing of the distribution was considered carefully, so that no other 

questionnaires were being completed at the same time, the fact that the recent CARE 

Survey had received an unusually low response rate made the researcher wary of the 

possible low number of returns. The decision to offer an incentive to these 

respondents may have created a biased sample, although the choice of a relatively 

neutral, luxury item - Champagne, was hoped to avoid such bias. 

The Design of The Questionnaires 

Length 

A questionnaire should generally be long enough so that it contains all questions 

needed to gather all the information essential to the study but short enough to 

guarantee as high a response rate as possible. The general rule states that the shorter 

the questionnaire the higher the response rate, so one might conclude that the optimal 

length of a questionnaire is where it covers all essential information in the fewest 

possible questions. However, despite this common belief, studies that have actually 

examined the effects of questionnaire length have found no effect or only a modest 

negative effect (Berdie, 1973; Champion and Sear, 1969; Mason et ai, 1961; Scott, 

1961; Sletto, 1940). Indeed, Herberlein and Baumgartner's study of questionnaire 

response rates found that, with an average questionnaire length of 7 pages, 72 

questions and a less than half an hour completion time (only slightly shorter than the 

questionnaire used in this research), there was "no significant zero-order correlation 

between any of the length measures and overall responses" (1978: 452). Moreover, 

even when they had allowed for those factors accounting for most of the variance, the 

negative effect of an extra questionnaire item on response rate was still only, a 

negligible, 0.05%. It is even suggested by the authors that length may have a positive 

effect, "length, then, may signal importance to the respondent, possibly even enough 

to overcome the costs associated with it" (1978: 459). Hence, although the 

questionnaire used in this research is rather long at 10 pages, 105 questions (l04 in 

The Benefits Agency), research suggests that this will have no or little effect on the 
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response rate, indeed it may even increase its perceived importance. However, to 

decrease any effect still further the researcher acknowledged that it "may look rather 

long" in the cover letter sent and emphasised that it should only take about 15 minutes 

to complete. The length of the questionnaire appeared to deter a number of 

respondents from replying, or from completing the questionnaire fully. Indeed, some 

respondents commented that completing the questionnaires truthfully had taken them a 

considerable amount of time. There was a requirement for the questionnaires to be of 

this length due to the need to include as many possible predictors as possible. Perhaps, 

now that this exploratory research has been completed, and the crucial variables have 

been identified, future investigations can use a more compact version of this 

questionnaire with the aim of achieving a higher response rate and, hence, a greater 

approximation to the general population. 

Piloting 

"The preparation of a good questionnaire requires time and thought. The questionnaire 

must serve its goal of providing reliable and valid data in a usable form which meets 

the needs of the researcher" (Cragg, 1991: 182). This, then, is the role of piloting a 

questionnaire prior to sending it out: to allow for any problems with the questionnaires 

to be identified and corrected. Piloting normally occurs through the consultation of 

three groups involved in the research (Dillman, 1978): colleagues; those that will use 

the data (management within the organisations); and potential respondents (focus 

group interviewees). The combined efforts of these three groups and the researcher 

can then isolate problems of interpretation, word meaning and content and alter them 

accordingly.' Moreover, in this research two more groups were consulted: MBA 

students and the staff in the University data preparation unit. 

The MBA students were consulted at an early stage, through one of the researcher's 

supervisors, they were asked to read the questionnaires and give feedback on them. As 

the majority ofMBA students work in the business world it was useful to gather their 

comments about layout, question construction and whether or not they would 

complete the questionnaire. Several suggestions regarding wording (especially the 

clarity of instructions), positioning of questions and, most particularly, the excessive 
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length of Rotter (1966)'s locus of control, were given and acted upon by the 

researcher. These suggestions were reiterated by colleagues who also offered 

suggestions as to how to make the questions more specific in order to increase their 

validity. The questionnaires were also shown to the 'links' in both organizations, who 

consulted other members of the management team and who were able to make the 

questions more relevant to their organization (e.g. which grades would be responding 

to the questionnaire). They also asked for changes to be made to certain words in 

order that the questionnaire be more focused to their context, the specific changes 

made on the basis of piloting the questionnaires with management were: 

The Benefits Agency: These requests were made on the basis that the grade structure 
within The Agency is quite specific about references to supervisor, manager etc. 

Section 5: Q4 "AlIA4" and "B3 supervisor and above" added 

Q9 replace "the supervisor's" with ''the management's" 

Section 6: all references to "manager" changed to "supervisor" 

BT: These requests were made on the basis that top management do not like the word 
"empowerment" and try to avoid its usage. 

Introduction: ''your organization's empowerment programme" changed to 
.... jor a better life" 

Section 1: Q5 "Br Apprenticeship" added 

Section 7: Extra question added: 
Q2 "I believe that .... jor a better life" is about empowerment". 

It might be suggested that these slight differences will affect the comparability of the 

questionnaires across the two organizations, but it is believed that by making the 

questions more understandable in their context, the items' validities are actually 

increased. 

Additionally, in The Benefits Agency, after the focus groups had been drawn to a 

close, the participants were asked to read the questionnaire. This acted as a piloting 

exercise, to see if there were any questions which they did not understand or which 

contained ambiguity - no problems were raised. In BT, the questionnaires were 
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distributed to 6 people in the Personnel department who completed them in the 

researcher's presence. Not only was this process useful in identifying ambiguities (for 

example, Section 1, question 4 "live with parents" was added as an option) but it also 

allowed the researcher to estimate the average completion time: about 15 minutes. 

Finally, the researcher requested feedback on the questionnaire from the data 

preparation department at Loughborough University. Cragg suggests that, "if the data 

analysis is on a computer, then the questionnaire must be designed in such a way that 

coding and data input are both easy and error free. If another person is to input the 

data then seek their views on the questionnaire layout" (1991: 182). A few minor 

changes were made at this stage, mostly concerned with the clarity and specificity of 

the instructions accompanying particular questions. 

The Structure Of The Ouestionnaire 

The interdependence of the qualitative and quantitative methods employed in this 

research is highlighted by the fact that the management interviews and employee focus 

groups contributed to the construction of the questionnaire. Whilst some of the 

questions are based on the existing literature, the number of factors previously 

identified is limited and the requirement of this research was to further the 

nnderstanding of empowerment. Hence the knowledge gained through the use of 

qualitative methods allowed the researcher to construct meaningful and original 

questions. However, before addressing the actual content of the questionnaire, the 

format of questions and the scales used to measure the responses to questions should 

be considered. These will be dealt with below. 

Open and Closed Questions 

Falthzik and Carroll (1971) conducted a study that consisted of a one question 

questionnaire sent to a number of personnel departments within large American 

organizations: half of whom received the question in an open format and half in a 

closed format. They found that the response rate was much higher from those 

organizations who received the closed question format (78%) as opposed to those who 

received the open format (27%). However, despite such research, the majority of 
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questionnaires will use of a combination of both open and closed questions as the 

usefulness of a particular fonnat varies with the question asked. For example, closed 

questions allow answers to be compared much more easily for analysis putposes and 

the alternatives presented often make the meaning of the question easier for the 

respondent to understand. Closed questions are particularly useful when asking about 

factual aspects of the respondent's background (age, tenure etc.). However, used in 

other contexts they sometimes force the respondent to fonn an opinion or may not 

include in the alternative answers that situation which is most applicable to the· 

respondent. To overcome this, as many categories as possible are included (pHoting is 

a useful way of identifying these alternatives, as discussed above) and an "other, 

please specify" category allows the respondent to include other situations, if 

applicable. Closed questions are used primarily in this questionnaire for attitudes and 

opinions, using the Likert Scale. 

The Likert Scale is employed regularly in attitude and opinion questionnaires. It 

allows answers to be given within a range of possible answers with attitudinally 

anchored tennini on a numbered continuum. Usually the range gives five possible 

answers: strongly disagree; disagree; neither agree nor disagree; agree; strongly agree. 

However, two problems exist with this scale: firstly there is a tendency for 

respondents to circle a number towards the centre of the scale for fear of making a 

decisive choice and secondly, no meaning can be intetpreted from the distance 

between the numbers on the scale. The use of attitudinal scales can commonly lead to 

self-reporting bias. That is that respondents may have wished to create a positive 

impression of themselves in the eyes of the researcher. However, the fact that 

responses regarding personality seemed to be relatively neutral, with no extreme 

scores, suggests that this effect was not a large one. More significant appears to be the 

fear of truthfully completing the questions, regarding their organization. One of the 

employees who took part in the BT focus groups stated that the insecurity of staff 

made them wary of being identified: 

"Regarding the questionnaires, I think the trouble is, they [employees in general] 
don't fill them in with the truth anyway. I mean people knaw you won't be showing 

them about, but I think people are actually frightened to put pen to paper and say how 
they really feel about the company" 
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There did appear to be more positive views raised in the questionnaires, particularly 

about management, than in the focus groups but these were still lower than those 

found in internal perception surveys. This suggests that respondents were encouraged 

to respond more honestly by the fact that this study was being conducted by an 

external researcher. Nevertheless, the use of management interviews and focus groups 

has aIlowed the more optimistic results of the questionnaire study to be set in context, 

forming another 'data set' with which these other results can be compared. The fact 

that most of the fmdings from the questionnaire were corroborated by the qualitative 

data, suggests that, whilst attitudes may have been reported slightly more 

optimistically, the basic relationships between the variables have retained their 

validity. 

Open questions are most usefully employed when an issue is complex and the relevant 

dimensions or critical factors are unknown, as in the defmition of empowerment. They 

can also be used at the end of a questionnaire, as in this case, to alIow people to add 

their own comments on the area covered by the questionnaire. Using open questions in 

this way allows respondents to express themselves in their own words and this often 

produces interesting and relevant comments (see Chapter Eight). 

Questionnaire Items (see Appendix H for full questionnaire) 

The questionnaire was designed to take an exploratory look at the different factors 

affecting empowerment, as suggested by previous literature and the qualitative data. It 

sought to determine whether, and to what extent, attitudes to empowerment are 

affected by personal background and demographics, general attitudes to work, 

individual personality characteristics and attitudes, perceptions of organizational 

culture and climate, and aspects of the empowerment programme itself. In total, the 

questionnaire comprised 105 items (104 in the case of The Benefits Agency) over 10 

sheets which were printed on one side only and stapled together. It was separated into 

7 sections each looking at these different aspects of the individual, their work, and 

their attitudes. The questionnaire items included in each section and the rationale for 

their inclusion are discussed in detail below. Where established scales have been used 
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in this research, their alpha coefficient of internal reliability was calculated for this 

sample. The differences between the alpha coefficients for the sub-samples of 

organization and gender were also considered and, unless specified, these were similar 

to each other and to that of the entire sample. 

Section One: You and Your Job 

Section One of the questionnaire has 19 questions which are primarily concerned with 

exogenous variables (Kohn and Schooler, 1993: 74) in a closed-question fonnat. That 

is that it consists of variables related to gender, social background, education et cetera, 

the possible effect of which, on feelings of empowennent, was discussed in Chapter 

Four. This includes the debate over gender differences, for example the fact that The 

Benefits Agency has a large concentration of women employees in clerical grades 

whilst BT has a large number of male, blue-collar workers, suggests that employees 

from the two organizations may perceive empowennent differently. Moreover, a 

highly graded structure such as that found in The Benefits Agency, may affect the 

perceptions of respondents who are on the lowest 'rung' of this hierarchy. Factors 

such as Trade Union membership, tenure and education are also tested for in this 

section. Due to the confidentiality assured to respondents, there were some details 

about employees' actual jobs that could not be included in the questionnaire. The fact 

that respondents in The Benefits Agency primarily did similar jobs negated the effect 

of this omission, however, it is possible that differences in the jobs undertaken by BT 

respondents may account for the lower R2 adjusted scores which were found in that 

organization. Further research might consider the effects of job content (for example, 

whether or not the job involves dealing with customers) over a broader sample, where 

issues of confidentiality are not so salient. 

Questions related to orientations to work and empowennent are also included in 

Section One. From exploratory research it appears that people feel that the actual 

practice of empowennent, and taking part in "empowering" activities, takes up a lot of 

time. Therefore, it is suggested that the existence of dependants at home (elderly 

parents, children etc.) may mean that a respondent has 'no time' to be empowered and 

also that the presence of such significant others creates different life priorities. It was 
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also thought that the importance of a respondent's wage to the household may have an 

effect. If a respondent is the sole or main earner in hislher household, the requirement 

to adopt empowering behaviours in order to be appraised highly may lead to people 

projecting the right image without truly believing in the concept, i.e. empowerment by 

coercion. A similar superficial reaction to empowerment may relate to the perceived 

job security that a respondent has. Hence, as suggested in Chapter Four, if a person 

believes that redundancies are imminent, he/she may display "empowering" 

behaviours without reaUy believing in them. Or, alternatively, this may lead to some 

employees 'detaching' themselves from the job and create widespread cynicism 

towards empowerment processes. Question 15: 

Ifwithout haviDg to work, you had what you would regard as a reasonable 
UviDg income, do you think you would still prefer to have a paid job, or 
wouldn't you bother? 

Would still prefer paid job 1 
Wouldn't bother 2 
Do voluntary work 3 
Other (please specify) ......................... 4 
Don't know 5 

also looks at orientation to work and whether if people did not have to work, and yet 

could stilI receive a salary, they would do so. This question evaluates respondents' 

commitment to work and the organization and is also central to a recent debate about 

women's orientation to work. The question is taken from the British Social Attitudes 

Survey, as cited by Hakim (1992). 

In the exploratory research, a general theme emerged whereby those who had 

previously been exposed to an empowerment programme, were more likely to see 

empowerment as a 'fad'. Hence, previous exposure to empowerment is included as a 

question in this section. FinaUy, a question was included which asked which 

participative techniques (based on those mentioned in documentary data and 

qualitative research) employees took! had ever taken part in. This was included for 

comparative purposes, as a later question in Section Seven asks to what extent these 

same activities make them feel empowered. It was believed that this interaction 

between empowerment orientations to particular techniques in the abstract and 

empowerment in practice would provide interesting results regarding the nature of 
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empowerment (a similar technique was used by Travers et ai, 1992 in their analysis of 

individualistic and collectivistic attitudes) . 

Section Two 

This section of the questionnaire looks at how people would like to work, independent 

of their current job or organization. It is intended to measure a person's disposition 

towards empowerment or, as it might be termed, their propensity to be empowered. 

The rationale behind the inclusion of this scale was to allow an examination of the 

interaction between individual dispositions to being empowered and their actual 

experiences of empowerment in practice. The scale was devised using both 

established scales and items which were created on the basis of the qualitative 

research and previous literature. 

The items below are based on exploratory research, previous literature and a 

brainstorming session where the researcher tried to encapsulate the characteristics 0 f 

empowerment: 

(2) I would be reluctant to air my views to the management of an organisation 
which I worked for in case it dsmaged my career. (reverse coded) 

(3) In make a mistake I'm always prepared to admit it. 

(5)1 am the sort of person that likes to foliow rules to give me a sense of order. 

(reverse coded) 

(6)1 often shy away from making msjor decisions. (reverse coded) 

(8) I like to take ownership for my actions. 

(14) If people trust me to do things weD 1 normally perform better. 

(16) In meet a problem I've never encountered before, I feel confident I could 
make a decision about it without consulting others. 

The questions shown below are adapted from the n(Achievement) scale (Steers and 

Braunstein, 1976), removing any specific job or organization references: 

(1) I take moderate risks and stick my neck out to get aheacL 

(4) I try to avoid added responsibilities. (reverse coded) 

(9) I do my best when my assignments are fairly difficult. 

(15) I try very hard to improve on my past performance. 
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The last item of this established scale is in Section 4. The development and validation 

of this instrument found that n(Achievement) has a mean of 4.3 and a standard 

deviation of 0.71. The alpha coefficient of internal reliability was 0.66 and, with a 

sub-sample, the test-retest correlation over two weeks was 0.72. Previous research has 

found that n(Achievement) correlates with job involvement (0.31) and organizational 

commitment (0.32) (Steers, 1971). For the present sample, the alpha coefficient of 

internal reliability was found to be 0.50 for the n(Achievement) scale. This was found 

to be considerably more reliable for men (0.59) than for women (0.43) in the sample 

but should be treated with caution when applied to both the male and female sample, 

as both coefficients are relatively low. 

The questions below are taken from the scale n(Autonomy) again removing any 

specific job or organizational references (Steers and Braunstein, 1976): 

(7) I dlsregard rules and regulations that hamper my personal freedom. 

(10)1 like to work alone. 

(11)1 consider myself a "team player". (reverse coded) 

(12) In life, I try to be my own boss. 

(13) I go my own way regardless of the opinions of others. 

The development and validation of this scale found that n(Autonomy) had a mean of 

3.7 and a standard deviation of 0.62. The alpha coefficient of internal reliability was 

0.61 and, when tested on a sub-sample, the test-retest correlation over two weeks was 

0.77. Previous research has been found to correlate -0.25 with organizational 

commitment (Steers, 1971). For the present sample the alpha coefficient of internal 

reliability was found to be 0.44 for the n(Autonorny) scale. This was found to be 

considerably more reliable for those in The Benefits Agency (0.47) than for those in 

BT (0.31). However, the coefficients are all rather low and hence results derived from 

this scale should be considered carefully. 

Section Three 

Section Three consists of two personality tests: Locus Of Control (Rotter, 1966) and 

Job Insecurity (Ashford et ai, 1989). The wide usage ofRotter's constrnct of internaV 

external control for evaluating people at work and its possible linkage to employees' 
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global assessments of the empowerment process was discussed in some length in 

Chapter Four. In analysing the results of this scale Renn and Vandenberg's (1991) 

suggestion that the analysis is not conducted, as some studies have done, by 

classifying the sample into sub-samples of "internal" or "external" respondents, was 

noted. Indeed, Rotter (1975) himself dismissed typologies or bi-modal distributions 

and Renn and Vandenberg suggest that earlier studies may have drawn false 

conclusions by not treating their results as a normal distribution. The test-retest 

reliability of Rotter's 29 item scale has been calculated as consistent and acceptable, 

varying somewhere between 0.49 and 0.83 and its validity was confIrmed by Hersch 

and Scheibe (1967) who found that, "the performance of the subjects on the I -E scale 

is consistent with their performance on a variety of other self-report devices" (1967: 

612). The test ordinarily consists of 29 items (23 items and 6 filler items taken from 

the 60 item James scale) but in this research, piloting found that people perceived the 

test as too long and some of the items irrelevant. To overcome this, the researcher 

shortened the test, retaining those items seen to be relevant to organizational life. The 

test used in this questionnaire was a third of the length of the original: 10 items (8 

items and 2 filler items): 

I more strongly believe that: 

I) In the long run people get the respect they deserve in this world 

Unfortunately. an individual's worth often passes unrecognised no matter 
how hard he/she tries 

2) Without the right breaks one cannot be an effective leader 

Capable people who fan to become leaders have not taken advantage of 
their opportunities 

3) One should always be wUUng to admit his/her mistakes 

It is usually best to cover up one's mistakes {Filler Item} 

4) I have often found that what is going to happen wt11 happen 

Trusting to fate has never turned out as wen for me as making a decision to 
take a deflnite course of action 

5) Becoming a success is a matter oC hard work, luck has little or nothing 
to dowtth it 
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Getting a good job depends mainly on being in the right place at the 
right time 

6) The average citizen can have an influence in govemment decisions 

Thla world is run by a few people In power and there Is not much the 
average person can do about it 

7) When I make plans, I am almost certain that I can make them work 

It Is not always wise to plan too far ahead because many things tum out to 
be a matter of good or bad fortune anyhow 

8) Who gets to be the boss often depends on who was lucky enough to be in the 
right place first 

Getting people to do the right thing depends upon ability; luck has Uttle 
or nothing to do with it 

9) A good leader expects people to decide for themselves what they should do 

A good leader makes it clear to everybody what their jobs are. {Filler Item} 

10) What happens to me is my own doing 

Sometimes I feel that I don't have enough control over the direction my 
life is taking 

The alpha coefficient of internal reliability for this adapted scale was calculated as 

0.64, being a more reliable scale for those in The Benefits Agency (0.67) than for 

those in BT (0.57). The fact that the scale will not be using bi-modal or typologies, but 

will be treating the results as a normal distribution and that previous shortening of the 

scale (Andrisani & Nestel, 1976) has proved valid and reliable, suggests that the 

researcher can assume the scale accurately measures internaV external orientations. 

Moreover, five items were included in the questionnaire from the Job Insecurity Scale 

(Ashford, Lee. and Bobko, 1989). The scale consists of 17 items which ask how 

important certain features of respondents' jobs are to them, those features considered 

relevant to empowerment such as variety, freedom and feedback were included: 

1) The freedom to schedule your own work 

2) The freedom to perform your work in the manner you see fit 

3) The feedback you receive from your supervisor about your performance 

4) A job where you do a variety of tasks 

5) Ajob where you do an entire piece of work from start to finish 
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The mean of the original scale was 69.7 with a standard deviation of 6.4. The alpha 

coefficient of the original scale was 0.78 and, for this adapted scale it was calculated 

as 0.77. 

Section Four: You and Your Team 

This section looks at the concept of individualism. Travers, Bacon and Storey (1995) 

created a new scale to measure individualism and collectivism in work-related 

attitudes, which they constructed using three main areas identified by Triandis, 

McCusker and Hui (1990): interdependence; self-reliance; and attitudes to in-groups. 

Individualism was assured if responses suggested, "they resist group membership, 

prefer to work alone and seek their own solutions to problems, and exhibit greater 

emotional detachment from the in-group" (1995: 3). It would appear from the 

literature review that there is some conflict between individualism and empowerment. 

Whilst empowerment is one of the initiatives to be advocated by a more 

individualistically orientated management and is often tied to individual appraisal 

schemes (particularly in The Benefits Agency), it also tends to involve team-work 

activities. Indeed, referring back to Rotter (1966)'s Locus Of Control, DaiJey (1978) 

found that whilst "internals" were more likely to enjoy participative management 

techniques. "externals" were more satisfied with their co-workers. Hence, there 

.appears to be some conflict as to where empowerment fits into the shift towards 

individualism and the inclusion of this scale is to explore this issue further. The six 

items that the researcher chose to use from the 18 item scale, were those which related 

particularly to teamwork and respondents were asked to answer these questions 

whether or not they worked as part of a team. Two of the items taken were taken from 

the factor that accounted for most of the variance in Travers et aI's study -

Performance Related Individualism; 1 from the second highest loading factor - Social 

Reciprocity; and 2 from the fourth factor - Group Affinity: 

(11 If a group is alowing me down it is better to leave it and work aloDe 

(2) It is important to me that the values of my colleagues are simUar to my 
own (reverse coded) 

(3) I like to be iD a poSitiOD where I have a IItroDg af1iDity with my colleagues 
(reverse coded) 
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(4) I perceive myself as an active group member (reverse coded) 

(5) It is important to me how I am regarded by my co-workers (reverse coded) 

(6) I like to be judged by my own merits not on the performance of a team 

The alpha coefficient of internal reliability for this adapted individualism scale was 

calculated as 0.52. This score is disappointingly low and suggests that the applicability 

of this scale must be treated with caution, particularly in regard to women (0.39). The 

seventh question in this section is taken from Steers and Braunstein (1976)'s scale: 

n(Achievement): 

(7) I try to perform better than my co-workers 

The alpha coefficient of internal reliability and the test-re-test correlation of this scale 

can be found in Section Two. 

Section Five: You and Your Organization 

Whereas Section Two asks respondents to answer questions on the basis of how they 

would like to work, Section Five asks specifically about the organization that they 

work for, allowing a comparison between the abstract and perceived reality as 

previously discussed. Eleven of the 22 items have been created on the basis of 

exploratory research and previous literature that highlighted those aspects of an 

organization's culture and climate which may affect how its employees perceive, and 

feel about, empowerment: 

(lIMy organization cares about its customers 

(31 My organization believes in teamworking 

(41 A feeling of "us" and "them" exists within my organization (reverse coded) 

(6) My organization values the ideas put forward by its employees. 

(S) My organization believes in having lots or layers of management 
(reverse coded) 

(10) My organization has a clear vision of what needs to be done and how to 
achieve it. 

(13) The values which my organization holds are clearly communicated to me 

(14) The organizational culture encourages its employees to continue to train 
and learn 

(16) Top management provides strong and clear leadership 

137 



(181 Morale is high in my organization 

(2211 am proud to tell people which organization I work Cor 

Eight of the items included in this section are taken from Hayes (1994)'s Employee 

Empowerment Questionnaire (EEQ): 

(211 have a lot oC control over how I do my job 

(5) I can make changes to my job whenever I want 

(711 do not have to go through a lot oCred tape to change things 

(9) J do not need to get the management's approval beCore I handle problems 

(1111 have the authority to correct problems when they occur 

(12) I am allowed to be creative when I deal with problems at work 

(17) I am allowed to do almost anything to do a high-quality job 

(19) I am encouraged to handle job-related problems by myselC 

Hayes based his items on the Baldridge Quality Award (Hayes, 1994), and found that 

8 items loaded on to the factor which he labelled "belief that they have authority". 

Restricting the remainder of his work to these 8 items he calculated the scale had a 

mean of 3.43 and a standard deviation of 0.62. The Cronbach Alpha estimate of 

reliability was 0.85. Hayes also found that his EEQ had positive, significant 

correlations with job satisfaction (0.34), task variety (0.35), task importance (0.30), 

participation (0.60), organization based self-esteem (0.49) and supervisor's 

commitment to quality (0.21). He suggested from these results that, "empowerment is 

better fostered through job redesign" (1994: 45) rather than management or co-worker 

attitudes. That is that empowerment is achieved through real changes to jobs rather 

than cultural change. The use of the EEQ, a valid and reliable measure of 

empowerment, in this research is a useful tool to act as a further dependent variable 

for analysis, particularly as, unlike those questions in Section Seven, it is unrelated to 

differing interpretations of empowerment. For the present sample, the alpha 

coefficient of internal reliability was calculated as 0.77. 

The remaining questions in this Section are taken from Ashford et al (1989)'s scale of 

powerlessness: 
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(15) I have enough power in this organization to control events that might 
affect my job 

(20) In this organization, I can prevent negative things from affecting my 
work situation 

(21) I understand this organization well enough to be able to control things 
that affect me 

Interestingly, Jacobson (1991) found that this powerlessness scale which was used as 

part of a job insecurity measurement, was the most important component in relation to 

the antecedents and consequences of job insecurity. Whilst its relationship to job 

insecurity will be considered in this research, the scale is used primarily to examine 

the level of power which individuals feel they have in their organization and over their 

job. In this way, the debate over whether empowerment does lead to feelings of power 

amongst employees can be examined. Ashford et al found that this three-item scale 

had a mean of 9, a standard deviation of 2.6 and an alpha coefficient of 0.83. In this 

research the alpha coefficient was calculated as 0.72. Each of the items in this section 

were considered as separate scales (if they were derived from one) but also were 

broken down into manageable, meaningful factors of organiZational culture and 

climate using Factor Analysis (see below). 

Section Six: You and Your Manager 

It emerged from the exploratory interviews, that the attitude of employees' immediate 

supervisors was perceived as central to whether or not people felt empowered. Parker 

and Price (1994) studied this effect with a survey of 692 workers and 141 managers in 

American mental health homes. They found that workers felt most empowered (which 

they dermed as "perceived control over decision making'') when they perceived their 

managers as both empowered and supportive. Hence, a measure to investigate this 

effect was added. The 5 items used in this section were taken from the Supervision 

module of the Michigan Organizational Assessment Questionnaire (Cammarm et aI, 

1979): 

(2) My supervisor has the respect or staff 

(3) My supervisor feels each member of staff is important as an individual 

(4) My supervisor encourages staff to participate in important decisions 
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(5) My supervisor encourages people to speak up when they disagree with a 
decision 

(6) My supervisor makes most decisions without asking statT for their opiniolls 

Two of these items (Questions 4 and 5) collected on a factor tenned "participation", 

the others were taken from other factors to try and cover the main issues that arose 

from the exploratory interviews. The "participation" factor has an alpha coefficient of 

internal reliability of 0.76. Several intercorrelations emerged between the factors so it 

has not been unusual to use a smaller version of the scale. For this adaption of the 

MOAQ, the alpha coefficient of internal reliability was calculated as 0.54, this rose to 

0.86 if the fmal question was reverse coded, so the item was reverse coded on the 

scale. Question 1 of Section Six enquires as to the gender of the respondent's 

immediate manager to test for the effect, suggested in the literature discussed in 

Chapter Three, which suggests that women make more empowering managers. 

Section Seven: You and Empowerment 

The fmal section of the questionnaire looks at how employees feel about 

empowennent in general and then, more specifically, in their organization. The use of 

a semi-structured question: 

FIrstly, could you please give three words in the space below that describe 
your understanding of the term "empowerment" . 

.......................................................................................................................... 

.......................................................................................................................... 

to begin the section is useful, due to the fact that respondents commonly misintezpret 

the wording used in questiounaires (Belson, 1981). This effect is likely to be amplified 

in the case of "empowennent" as it is a highly value driven tenn which the 

exploratory interviews and focus groups suggest varies amongst staff. In this case, all 

employees may have been answering the remainder of Section Seven of the 

questionnaire in different ways. A more objective, less variable, option would have 

been to include a fonnal defmition of empowennent. However, the researcher believes 

that this would have led to a loss of the richness of the data and because the contested 

concept of empowennent had emerged as a central theme both in the literature and the 

qualitative data, it was felt that the values which individual respondents placed on the 
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term were an important aspect of the research. Moreover, the fact that: (a) the 

defmitions given suggested that most respondents in both organizations defmed 

empowerment in a similar way; (b) 54% ofBT respondents who expressed an opinion 

agreed that they thought ' .. for a better life' was about empowerment; and (c) the 

dependent variables were highly inter-related; suggests that respondents were 

generally interpreting empowerment in consistent ways. By formatting the 

questionnaire in this way, the subsequent questions can be understood in the context 

of deviant influences upon the interpretation. Yet, by restricting the answer to three 

words, the analysis of these varying defmitions is made simpler. 

Questions 2-7 of this fmal section ask for respondents' opinions as to whether or not 

they perceive empowerment as occurring in their organization. In the case of BT, 

where the use of the word empowerment is avoided, respondents were asked whether 

they believed their culture change programme was actually about empowerment. 

Opinions, like attitudes (see later in this Chapter). do not always reflect what occurs in 

the real world. More often, opinions are a result of a person's background, past 

experience, and psychological 'make-up' and, of course, these factors are tested for 

elsewhere in the questionnaire and will be considered in the analysis of the results. 

The suggestion in Chapter Ten that BT respondents may have been answering the 

empowerment questions from a slightly more abstract viewpoint, is a valuable 

contextual factor in this research and allows differences in the labelling and 

introduction of empowerment policies to be accounted for. Further research may 

consider whether similar abstract viewpoints are taken by respondents in other 

organizations where the empowerment initiative is targeted towards particular 

behaviours or merely where the word "empowerment" is omitted from organizational 

'jargon'. 

Questions 8-15 (or 9-16 in BT) refer back to question 20 of Section One. They ask 

respondents whether, in their opinion, the various management initiatives listed 

contribute to their empowerment: 
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To what extent do you agree that the following activities contribute to your 
empowerment: 

(8) Regular team briefings 

(9) Quality improvement teams 

(101 Suggestion schemes 

(111 Personal action plan 

(12) Peer group meetings 

(13) Training and development 

(14) Multi.skilllng 

(15) Performance Related Pay 

In Section One, respondents were asked if they participated in these activities. Hence 

the distinction is made between those who are making their judgements of 

"empowerability" on the basis of experience, and those who are answering in the 

abstract. This should give interesting results regarding the theory and practice of 

empowerment (Travers et ai, 1992). Hence, the questionnaire may fmd that, whilst in 

the abstract people think of certain activities as empowering, those who encounter 

them in practice do not. As discussed earlier, closed questions restrict answers only to 

those options that the researcher gives. It was, therefore, important to ask respondents 

if there were any other activities which they undertook at work and perceived to be 

empowering. Although some further answers were given here (see Chapter Eight), it 

appears that the majority of empowering activities were covered in questions 8-15. 

Question 17 (or 18 in BT) requires respondents to rank factors according to how 

important they perceive them to be to their empowerment: 

(17) Please rank in order from 1· most important to 6·least important, how 
important you beUeve the following factors are to whether or not you can be 
empowered? 

Senior management attitudes 

Line Managers attitudes 

Your own personaUty 

The work that you do 

TheStrand2/Penona! 
Development training 

Other factors (please specify) 

D 
D 
D 
D 
D 
D ......................................... , ........ . 
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This question could be said to be sensitive to, what is tenned, the "fonnat effect". That 

is "respondents are more likely to endorse a particular option if it has been explicitly 

listed, than if they have to spontaneously think of it for themselves" (Foddy, 1993: 8). 

The format effect, rather like the disadvantage of closed questions, implies that by 

listing a number of factors to be ranked, one may unconsciously exclude other, 

possibly more important, factors and yet this would be impossible to detect. Two 

methods were used to overcome this problem: fIrstly, a conscious effort was made to 

include as many relevant factors as possible, this was achieved through identifYing 

factors from exploratory interviews, previous literature, meetings with the 'links' and 

piloting; secondly, a box was included which was labelled "other factors (please 

specifY)". This, it was hoped, would encourage respondents to think more carefully 

about whether or not other factors, not explicitly listed, could have an effect on 

empowennent. Very few other factors were given by respondents. Finally, a space was 

left at the end of the questionnaire where respondents were asked to add any other 

comments which they had regarding empowerment in general or within their 

organization and this encouraged many responses. Unfortunately, however, in a few 

cases, the writing was illegible and, hence, these particular comments had to be 

excluded from the results. 

The Use of Attitudinal Scales 

Lee (1993:75) claimed that "Respondents wish to manage impressions of themselves 

in order to maintain their standing in the eyes of the interviewer". Because of this a 

researcher must always be aware that when people are asked questions about their 

feelings, actions or emotions both in an interview situation and in questionnaires, the 

respondent will act to protect himlherself and portray themselves positively. The 

researcher must be aware that attitudes are not always contingent with actual 

behaviour. It is a proven psychological phenomenon, illustrated by La Piere (1934), 

that people often say one thing and do another in practice. Hence, when analysing the 

results of these questionnaires, the fact that the attitudes expressed may not necessarily 

be borne out in practice must be considered. 
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Describing The Sample 

Gender Composition 

The sample of respondents consisted predominantly of women, with over three-fifths 

of respondents being female (62.6%, n == 214). This is a higher ratio of working 

women than the national average in the U.K. which is calculated as 56% of men to 

44% of women (Hammond, 1994) and is likely to be due to the high number of 

women employed in The Benefits Agency and in Marketing professions (see below). 

The ratio may also reflect more widely the higher incidence of women in non

managerial jobs (Davidson, 1996). There was a predominance of female respondents 

in The Benefits Agency (74.5% of sample were women), whereas in BT the 

respondents were more likely to be men (63.6%). This would suggest that we are 

looking at two very different samples as regards gender composition and hence, the 

possible effect of gender when making comparisons between the two organizations 

must be considered. Moreover, whilst the gender composition of The Benefits Agency 

regions is relatively similar with both containing a large percentage of women, there is 

a relationship between gender and operating unit in BT with 78.7% of respondents in 

Payphones being men compared to 43.5% in Marketing. 

Age 

The respondents' ages range from 17 to 64 years of age with an average age of 32.42 

years. 68% (n == 229) of respondents fall between the ages of 22-36 indicating that the 

respondent sample is relatively young which might be expected in a non-managerial 

sample. Those in BT had an average age of 36.56 years, significantly higher than the 

average age of those in The Benefits Agency (30.59 years) (t = -5.38, df = 337, p < 

0.001). Overall, the female respondents (Mean = 31.29 years, s.d. = 10.01) in the 

entire sample were significantly younger than the males (Mean = 34.31, s.d. == 9.17). 

This difference was significant at the 1% level (t = 2.78, df = 337: p < 0.01). An 

analysis of variance with age as the dependent variable; organization as the 

independent variable and gender as the covariate showed that there was a significant 

difference between organizations (F= 14.90, df= (2, 336), p < 0.005), but gender was 

non-significant (p = 0.349). Hence this suggests that gender does not have much effect 

on the age compositions for the two samples and that age is more directly related to 
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organizational membership. Generally, men and women in BT were significantly older 

than men and women in the Benefits Agency. 

Presence of Dependents at Home and Earner Status 

It was suggested in the literature that the presence of dependents at home may affect 

orientations to work and also the extent to which employees feel that they are able to 

commit themselves to various empowering activities. This literature (Goldthorpe et aI, 

1968) suggested that workers with young families give priority to this aspect of their 

life and are less likely to spend time and energy on work-based activity. In this 

sample, 43.2% had dependents at home but this varied between the organizations. 

59% of respondents in BT had dependents at home compared with 36.2% in The 

Benefits Agency and this may indicate why security at work emerged as particularly 

important to those who took part in the focus groups in BT. Moreover, women were 

less likely than men to have dependents, indicating that some of the men's dependents 

may be non-working wives. Separate chi square analyses were conducted for the 

relationship between gender and dependents in the two organizations. These revealed 

that whilst there was no difference between men and women in the possession of 

dependents in The Benefits Agency, there was a relationship in BT (X2 = 13.51, P < 

0.005). In BT men were far more likely than women to have dependents (X2 = 13.51, P 

< 0.005). Indeed, of the 59% of respondents who had dependents in BT, 79% were 

male. This suggests that male respondents in BT appeared to have a much more 

"traditional" role in the family, with dependents at home, whereas in the Benefits 

Agency, men and women did not differ in this respect reflecting, perhaps, the more 

empathetic attitude in The Benefits Agency towards working women with dependents. 

Indeed, one female respondent from The Benefits Agency stated that children's 

activities were provided by her organization and that one of the activities which she 

found most empowering at work was to "Organize a playscheme during school 

holidays for the children of staff". In the entire sample, respondents were most likely 

to be joint earners (49.1%) and this was the case in both organizations, perhaps 

reflecting a more general trend for dual-career partoerships (White, Cox and Cooper, 

1992). However, there was a relationship between the organizations and earner status 

with those in BT more likely to be the main earners than those in The Benefits 

145 



Agency, and those in The Benefits Agency more likely to be joint earners (X2= 47.4, P 

< 0.005). This seems to further reflect the additional fmancial responsibility placed on 

those in BT. 

Separate chi square analyses were conducted for each organization to explore the 

relationship between earner and gender. In the Benefits Agency there was a 

relationship between gender and earner status (x.2 = 30.75, P < 0.005) with women 

(57.7%) being far more likely than men (35%) to be the joint earner and men being 

much more likely to be the main earner (21.7%) than women (1.7%). The percentages 

of those who were main earners or who lived with parents were relatively similar for 

both sexes. In BT there was not a significant relationship between earner status and 

gender, suggesting that any population differences between gender in earner status are 

over-ridden by the effect of the organizational context. About equal proportions of 

men and women were the sole earner. However, of the 29% of the BT sample who 

were main earners, 80.6% were male and of the 43% of BT respondents who were 

joint earners, 60.9% were male. Hence it seems that in BT, and particularly in 

Payphones where 36.1 % of respondents were main earners, there is a more traditional 

male workforce with more fmancial responsibility. 

Education 

92.1% (n = 315) of the respondents had O-levels! CSEs! GCSEs and 50.6% (n= 173) 

had A-levels. Hence over half of the sample had reached a good academic standard 

which might have been expected considering the status of the organizations involved 

and the inference that these organizations would have relatively stringent selection 

procedures. Chi square tests were conducted on educational qualifications to 

detennine the difference between the sub-samples: organizations and men and women. 

Interestingly, whilst women (96.3%) were more likely than men (85.9%) to have 

GCSEs! O-levels (there was no relationship between gender and A-level attainment), 

it was the men who were more likely to have gone on to get a degree (19.5% 

compared to 9.3%), but women who were more likely to have achieved a higher 

degree (3.3% compared to 1.6%). Of these women who obtained a higher degree, 

85.7% worked in the Benefits Agency whilst one worked in BT Marketing. As regards 
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differences between the organizations, only two qualifications were related to 

organization: those in The Benefits Agency (58.3%) were more likely to have A

levels than those in BT (34.6%) (X2 = 16.55, P <0.005) and to have GCSEs/ O-Ievels 

(94.5% as opposed to 87.9%; x2 = 4.584, P < 0.05). There was a relationship between 

gender and A-level attainment in The Benefits Agency, with 67.9% of those with A

levels being women (X2 = 7.49, p < 0.005), however no such relationship was found in 

BT, suggesting again that. the relationship between organization and A-level 

attainment is not merely related to the different gender compositions in each 

organization. Again in The Benefits Agency, a relationship was found between gender 

and GCSE/O-Ievel but this was not found in BT. 

In BT 7.5% had BT apprenticeships, where all but one holding these were in 

Payphones, making up 11.5% ofPayphones sample. Moreover, chi squares calculated 

for regions produced interesting results as regards educational qualifications. In 

Payphones, respondents were less likely to have national examinations, with 83.6% 

having GCSEsI O-Ievels) compared to 93.5% in Marketing; 97.1 % in Preston and 

90.5% in Leicester (X2 = 11.749, P < 0.001) and only 26.2% having A-levels 

compared to 45.7% in Marketing; 65.7% in Preston and 47.4% in Leicester (X2 = 

28.13, P < 0.005). As was suspected from the professional status of Marketing, 

respondents in that sample were more likely to have a degree (l9.6%) and 

professional qualification (17.4%) than those in the other operating units. It appears 

from some of the comments which were made on the questionnaires that many of the 

employees in The Benefits Agency are aware of their relatively high educational 

attainment but feel frustrated in that they are not promoted on this basis: 

"It is not available to all, it depends on whether or not your face fits. They do not 
recognise the importance of educational qualifications. The reward scheme and pay is 
so low thOt workers don't want extra responsibility! Empowerment should equate to 

financial gain and it doesn 'I" Female, Age 24 

"Empowerment in this office means getting the A4s (L02s) to do as much B3 (LOl) 
work as possible, because of lazy incompetent B3s and HEO/Senior managers who 
want the work done for the cheapest cost, often irrespective of the quality of work 

done. A lot of Als and A4s are better qualified and more competent than the grades 
above. The people in the grades above know this andfeel threatened, therefore 

promotion will continue to be given to 'time-served' members of staff, preferably 
educationally unqualified (or virtually), despite capabilities. I understand that 
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educational qualifications doesn't automatically mean a person would be beller as a 
supervisor/ manager, but going to the other extreme of holding back highly qualified 
people for whatever the reason, cannot surely be good for any organization. Gel the 

'old-school' managers out!" Female, Age 28 

Yet BT employees, particularly in Payphones, seemed frustrated that their 

organization would not support them to become better qualified: 

"Now would be a good time for me to go back to college to gain higher professional 
qualifications but BT do not seem to have any interest in backing me to do that. The 

company has helped me only so far and when I look for continued help the attitude is 
'consolidate what you have '. Well at present those opportunities are not there so to 

continue in part-time education would empower me for the future but BT do not seem 
to see that" Male, Age 32 

Grade Membership 

In The Benefits Agency, 19.7% of those who specified their grade were Als, the 

lowest administrative grade whilst 80.3% were A4s. In BT, the grade structure is more 

complicated and varies across operating units. Of those who specified their grade, 

17.6% were TSLs, 17.6% were COs, 47.3% were Commos and 17.6% were members 

of another grade, normally senior technicians and omitted engineering grades. from 

Payphones. The fact that these grades cannot be compared across organizations, or 

across operating units in BT, means that grade in this research, merely acts as a 

descriptive variable and will not be included in further analysis. 

Job Status 

Overall 84.8% of respondents worked full time, and this differed significantly 

according to gender (ol = 10.60, p = 0.001). 20.1% of women worked part-time as 

opposed to 7% of men. The number of women working part-time in this sample 

appears to be lower than the national average (approximately 50% of employed 

women are temporary or part-time workers, Davidson, 1996). There may be two 

explanations for this: frrstly the fact that the respondents are quite young may mean 

that the women employed have yet to consider becoming part of a more flexible 

workforce; and, secondly, the women in the sample may be more career orientated 

than the average population of working women. A t-test was performed to see if 

women working part-time were older than those working full-time, although those 

women working part-time were slightly older (mean age == 32.56 years; 30.96 years 
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for full-time) this effect was not found to be significant suggesting that women in this 

sample may merely be more career orientated than the wider population. 

Moreover, there is an association between part-time work and the organizations (·l = 

7.21, p < 0.005). 18.7% of those who worked in BA were part-timers compared to 

7.5% in BT. Separate chi squares were calculated to test for the relationship between 

gender and job status in the two organizations, whilst there was a relationship between 

job status and gender in The Benefits Agency, a similar relationship was not found in 

BT, suggesting that the relationship between the organizations in job status is not 

related to any wider gender effects. Instead, it is suggested that the higher proportion 

of part-time workers in The Benefits Agency, may be related to the good maternity 

leave and part-time benefits offered to those in Civil Service. 

Team Membership and Responsibility for Staff 

Overall 96.8% of the sample worked as a team, and there was no indication of a 

relationship existing between team membership and gender, organization or operating 

units. This, therefore suggests that team membership is a universal phenomenon 

throughout this sample, this may reflect a more general shift to the values of 

teamworking or be a more specific factor related to empowerment. However, it might 

be possible that the difference between teamworking in manual (sharing skills) and 

clerical (sharing ideas) jobs may affect perceptions of teamworking between 

employees who work in these different job areas. Yet, when this was examined, there 

appeared to be no difference between the operating units in either organization, with 

the difference instead occurring between the two organizations. Only 14 of the 342 

respondents were responsible for staff and this was associated with organization. 

Those in BT were more likely (9.3%, n = 10) than those in BA (1.7%) to be 

responsible for staff and this was particularly true of Payphones where 9 of those who 

had staff worked, this result was expected due to the fact that Senior Technicians in 

Payphones are generally responsible for a number of engineers. Senior Technicians 

are responsible for staff in that they offer technical support for the engineers but they 

do not manage them and are not considered of a managerial grade. Hence, as was 
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expected of a non-managerial sample, most respondents were not responsible for any 

staff. 

Tenure 

Respondents had been working in their organization for an average of 8.47 years with 

77.3% having an organizational tenure ofless than 12 years. This is comparable to the 

latest Labour Force Survey (Office for National Statistics, 1997) which found that the 

greatest proportion of the workforce (21%) had been with their present employer for 

more than five years but less than ten years. BT staff had worked in their organization 

for significantly longer than their Benefits Agency counterparts (t = .5.71, df = 328, P 

< 0.001) with their average tenure being 11.75 years, seemingly longer than the 

national average, but did not differ regarding length of tenure in role or grade. The 

respondent sample had been in their present role for an average of 3.12 years and in 

their present grade for an average .5.92 years suggesting that promotion and job 

rotation are not frequent in the organizations concerned. 

Men were likely to have both a longer organizational and role tenure than women 

respondents. Men had been working in the organization for an average of 9.85 years 

(s.d. = 7.72) with women having worked an average of 7.64 years (s.d. = 7.12), this 

difference was significant at the 1% level (t = 2.65, df = 328, P < 0.01). Male 

respondents had worked in their present role for an average of3.79 years (s.d. = 4.19) 

with women having wo~ked an average of 2.72 years in their role (s.d. 4.35). This 

difference was significant at the 5% level (t = 2.20, df = 332, P < 0.05) and is likely to 

be related to the difference in the overall organizational tenure. Separate t-tests were 

conducted for the two organizations to see if tenures differed on the basis of gender in 

these two organizations. 

In the Benefits Agency, no significant differences were found for length of tenure 

between men and women. However, in BT men had a significantly higher average 

organizational tenure of 12.91 years compared to 9.82 years for women (t = 2.07, df= 

102, P < 0.005); a significantly higher grade tenure being 7.88 years for men and 3.59 

years for women (t = 3.80, df=103, P < 0.005); and a significantly higher role tenure, 
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being 4.95 years for men and 1.62 years for women (t = 2.07, df= 102, P < 0.05). It is 

suggested here that this difference in tenure between men and women accounts for the 

significant differences in tenure which were found between Marketing and Payphones 

where the gender compositions differ markedly. This is confIrmed by the results of t

tests conducted on tenure and Directorate which show vel)' similar statistical outputs 

to that of the gender t-tests for BT. As suspected, respondents in Payphones had 

worked in BT for significantly longer than those in Marketing (t = 2.07, df= 102, p < 

0.005) and subsequently had signifIcantly longer grade (t '" 2.30, df= 103, P < 0.05) 

and role (t = -5.74, df= 102, P < 0.001) tenures. However, when a Simple Factorial 

Anova was conducted to test for the role of gender in these relationships, it was 

revealed that whilst there was a significant effect on tenure by organization (p < 

0.005) this was not true for gender when it was examined as a covariate(p = 0.423). 

Previous Exposure to Empowerment 

Overall, 50.1 % (n = 168) of respondents had been exposed to empowerment 

previously. in their careers. An association was found between previous exposure and 

organization, with a far smaller proportion of BT respondents (24.8%) than BA 

respondents (61.1%) having had previous experience of empowerment (X2 = 37.31, P 

< 0.005). Finally, there was an association between previous exposure and operating 

unit with those in Preston District (66.2%) being considerably more likely to report 

being exposed to empowerment before: 

"Management need a continued approach not just a go at it every now and then, as it 
is at the moment. The idea of empowerment is a good one but I have not yet seen it 

work in our organization and don't think it will unless there is more commitment from 
management" Female, Age 20 

"Empowerment was raved about constantly, with phrases like 'inverted pyramid' for 
some considerable time but like most other 'fly by nights' it doesn 'f seem to have 

taken offlike originally planned" Female, Age 23 

The difference between the organizations in terms of exposure is interesting in that in 

Chapter Six it was explained that whilst the term "empowerment" had been used in 

BT in the past and similar initiatives had been introduced, the programme was 

relatively new to the Benefits Agency culture. It is suggested here that there may be 

three reasons for this apparent contradiction. Firstly, as is implied by the quotes given 
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above, The Benefits Agency introduced their policy earlier than in BT and employees 

may have perceived that "empowerment" has been put on a "back-burner" in recent 

times and are in actuality answering this question in relation to the present initiative. 

Secondly, exposure to empowerment may have been at a previous employer which is 

being compared to the present initiative and, as such, it could have implications for 

these fmdings. Alternatively, the numbers who report that they have been exposed to 

empowerment previously in their careers are surprisingly high for a new scheme and 

may suggest that people are merely using the term loosely. 

Trade Union Membership 

Over half of the overall sample were members of a trade union (54.5%, n = 186). 

Whilst this is considerably higher than the national average of 32% (Millward et ai, 

1992), it might still be considered low given that the sample incorporates a Public 

Sector organization, which are traditionally highly unionised (public sector 

unionisation in 1987 was estimated by Incomes Data Services to be 81 %), and an 

engineering division (BT's overall unionisation was 80% in 1989, see Chapter 5). One 

reason for this is likely to be related to the general trend away from trade union 

membership since 1979. Arguably, the decline in Trade Union membership over the 

past 20 years and the youth of the sample, may indicate that many employees merely 

had never been members of a union and did not see the need to be one in the new, 

unitarist organizational climate: 

"] think it's like, political, ] mean unions just aren't as strong as they used to be. 
When] joined the union was evident and encouraged me to join but now, ] don't 

know, do they approach new staff?" 
Female participant of Benefits Agency Focus Group 

Secondly, there were a high number of women in the sample which may have reduced 

the percentage overall as women are generally less likely to be trade union members 

(Davidson. 1996). Indeed, a higher proportion of men (69.3%) than women (45.8%) 

were members of a union tl = 17.75, p < 0.005) which reflects what one would 

expect in the wider population. Moreover, a far higher proportion of BT employees 

(75.5%) than BA employees (45.1%) were Trade Union members (X2 = 27.17, P < 

0.005). Separate chi squares were calculated to explore whether the difference in 
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union membership between the two organizations was explained by their differing 

gender compositions. Whilst there was no relationship between gender and trade 

union membership in The Benefits Agency, men were far more likely than women to 

be members of a trade union in BT ('1..2 
= 15.59, P < 0.005). This is likely to be due to 

the fact that the Communication Workers Union is a traditional, male engineering 

trade union which is unlikely to attract women members. Also the fact that Payphones 

is highly engineering based will accentuate this relationship, indeed there was a 

further relationship between operating unit and trade union membership with Preston 

having the lowest proportion of Trade Union members (38.6%) and Payphones the 

highest at 85%. All those who belonged to a union in BT were members of the CWU 

and all union member respondents in Preston belonged to the CPSA, however in 

Leicester 28.3% of those who were members of a union, were members of PTC. The 

trade union culture which prevails within the two organizations is also important, and 

the fact that the CWU still determines pay at a national level through collective 

bargaining may increase the relevance of membership to BT employees. The 

decentralisation of pay determination in The Benefits Agency to the District level may 

lessen the significance of unions for members in these individual units. 

FACTOR ANALYSIS 

The following section presents: the resulting factors from factor analysis. of the 

"Propensity to be empowered" scale (Section Two of the questionnaire) and the "You 

and Your Organization" scale (Section Five); and the reliability coefficients obtained 

for these factors. Taking an overall single score for these scales would not be as 

informative as performing factor analyses, as the aim of the questionnaire study is to 

identifY those aspects of a person's disposition! organizational culture and climate 

which are related to feelings of empowerment. Factor analysis is a method by which 

data is broken down into a meaningful, manageable number of factors by the 

identification of underlying themes or dimensions. It is a preparatory step for further 

bivariate and regression analysis. The method of factor analysis employed used 

Principal Components Analysis with Varimax rotation to extract orthogonal factors 

using SPSS for Windows (SPSS Inc, 1995). 
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The primary aim of factor analysis is to fmd common factors, that is those factors 

which contain 2 or more items with significant loadings. Child (1970) argues that, 

essentially, it is only the common factors which are required in an analysis and he 

suggests Kaiser's criterion as one way to isolate them. Kaiser's criterion works on the 

rule that only factors which have latent roots (eigenvalues) of more than 1 should be 

considered. Child states that this method of obtaining the common factors is 

particularly suitable for principal components analysis which was used in this 

research. However, he also suggests using Cattell's (1966) scree test which is based 

on the graphical representation of the descending variance accounted for by the 

factors, with the cut-off point coming where eigenvalues seem to level off. The SPSS 

package used allowed both of these techniques to be employed and the two main 

factor analyses which were performed, revealed a total of four factors on one scale and 

five factors on the other. 

Child (1970) suggests that factor loadings should be accepted if they are greater than 

±..0.3 provided the sample consists of more than 50 respondents. All factors in the 

factor analyses performed in this research had loadings of more than ± 0.3 and most 

were much higher than this. The inclusion or otherwise of missing values appeared to 

have little effect but, the researcher decided to exclude all those respondents who had 

not completed every item on the inventories from the factor analysis. 

The importance of sample size in relation to the 'subject to item' ratio was discussed 

by Kline (1987). He argues that the minimum ratio should be 3 to 1· where the sample 

size is at least 100. In this research, the sample size, even when missing cases were 

deleted listwise, was large enough to produce meaningful factors and the ratio 

remained much higher than the minimum suggested by Kline. In the following 

sections, the resulting factors from analysis will be presented in total with a brief 

interpretation of these factors at the end. 

Identification of Factors from the "Propensity to be empowered" scale. 

Factor analysis was performed on the 16 items measuring "Propensity to be 

empowered" and Table 3 presents the summary of these factors. Factor analysis 
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produced 4 reliable factors that in total accounted for 48.5% of the variance. So that 

easy reference could be made to the factors, the researcher gave each factor a 

"subjective" label that best described the content items, these are presented in Table 4 

which also shows the factor loadings of each item. 

TABLE THREE: Summary of Factors - Personal dispositions to work. 

FACTOR LABa. ElGENVAUJE %VARIANCE %CUMVARIANCE 
1 Desire for 3.20 20.0 20 

Challenge and 
hard work 

2 Avoidance of 1.94 12.1 32.1 
Responsibility 

3 Autonomy/ 1.46 9.1 41.2 
Independence 

4 Team Orientation 1.16 7.3 48.5 

TABLE FOUR: Factor Analysis of the "Propensity to be empowered" Inventory 
(48.5% of the variance) 

FACTOR ITEM LOADING ON FACTOR 
Factor 1: Desire for Challenge 

and hard work (20%) 
Improving on onnance 0.7105 
Taking ownership for actions 0.6866 
Performing better ifpeople trust you to do well 0.6391 
Doing best when assignments are fairly difficult 0.6194 
Alwa to admit making a mistake 0.3566 

Factor 2: Avoidance of Responsibility 
(12.1%) 

Shying away from making major decisions 0.7632 
Trying to avoid added responsibility 0.6286 
Following rules to give a sense of order 0.4798 
Feeling confident enough to make a decision - 0.3994 
about something you've never encountered 
before without consulting others 
Reluctance to air views to management in case it 0.3724 
damaged career 

Factor 3: Autonomy/independence 
(9.1%) 

Going own way regardless of opinions of others 0.7096 
Disregard of rules and regnlations that hamper 0.6738 

freedom 
Being own boss 0.5682 
Taking moderate risks and sticking neck out to 0.4928 
stay ahead 

Factor 4: Team Orientation 
(7.3%) 

Liking to work alone 0.8073 
Not considering oneself a team nlaver 0.6410 
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A Cronbach Alpha reliability coefficient was calculated for each of these subscales to 

test their internal reliability. Tests were also conducted to see if the exclusion of any of 

the items from the scales would improve their reliability. However, in no case was the 

exclusion of an item found to increase the alpha coefficient of the scale and hence no 

items were handicapping the factors' reliability. Table 5 shows the alpha reliability for 

each of the four factors, along with the Cronbach Alpha scores of reliability for each 

organization. Only one of these factors· Desire for Challenge and Hard Work· had a 

high enough reliability to be considered a true and reliable factor so the remaining 

three, although being included in some of the analysis, will be treated with caution and 

all three will be excluded from the regression analyses in Chapter Eight. 

TABLE FIVE: Internal Reliability Coefficients for Factors extracted from "Propensity 
to be empowered" scale. 

FACTOR NO. OF ITEMS CRONBACH ALPHA 
Desire for Challenge 5 0.68 

and Hard Work 
Avoidance of Responsibility 5 0.48 
Autonomy/ Independence 4 0.51 

Team Orientation 2 0.41 

FACTOR INTERPRETATION OF "PROPENSITY TO BE EMPOWERED" 

Factor I: Desire for Challenge and Hard Work 

This factor consists of five items and accounts for 20% of the variance. It covers those 

aspects of individuals' personalities which welcome a challenge and hard work. Such 

people wish to improve on their past performance, do their best when their targets are 

fairly difficult et cetera. The emergence of this as the major factor is not surprising as, 

as discussed in the review of the literature, empowerment requires people to take 

ownership and make decisions rather than just following a set of rules, hence it would 

seem that those who score higher on this factor are more likely to thrive in an 

empowered environment. Moreover, if people who score highly on this scale are not 

interested in being empowered, it suggests that this relationship must be affected by a 

further interacting factor. 
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Factor 2: Avoidance of Responsibility 

This factor consists of five items and accounts for 12.1% of the variance. To some 

extent it represents the antithesis of Factor 1 in that it incorporates issues relating to 

those who prefer to shy away from making decisions and who like to follow rules 

rather than taking the initiative. Because these items were reverse coded for analysis 

purposes, a Iow scorer on this factor is most likely to avoid added responsibilities. 

Factor 3: AutonomY! Independence 

This factor consists of four items and accounts for 9.1% of the variance. It relates to 

those aspects of respondents' personalities which are associated with taking risks and 

getting ahead regardless of others. It is not strictly an individualistic personality trait 

because it does not only relate to the disregard of other workers, but also to the rules 

and regulations which govern work practices. This is an interesting factor, as it would 

suggest that people who score highly on it may not necessarily be interested in 

empowerment, due to the fact that they go their own way anyway. Perhaps it is these 

types of people who see empowerment as merely authorizing what they are already 

doing. 

Factor 4: Team Orientation 

This factor consists of two items and accounts for 7.3% of the variance. It is related to 

whether or not people prefer to work as part of a team or on their own. Those who 

score higher on this factor are more likely to want to work alone and any correlations 

found between this factor and the dependent variables will help to further understand 

the relationship between teamwork, team orientation and empowerment. 

Identification of Factors from the "You and your Organization" scale. 

Factor analysis was performed on the 22 items measuring organizational culture and 

climate and Table 6 presents the summary of these factors. Factor analysis produced 5 

reliable factors that in total accounted for 54% of the variance. So that easy reference 

could be made to the factors, the researcher gave each factor a "subjective" label that 

best described the content items, these are presented in Table 7, below, which also 

shows the factor loadings of each item. A Cronbach Alpha reliability coefficient was 

calculated for each of these subscales to test their internal reliability. There were not 
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found to be any items which increased the reliability coefficient considerably and so 

none of the extracted items were omitted from the scale. Table 8 shows the alpha 

reliability for each of the five factors. One of the factors - Bureaucracy - did not 

appear to have a high enough reliability to be considered a true and reliable factor. 

Hence, although it will be included in some of the analyses in Chapter Eight, it will be 

treated with caution and will be excluded from the regression analyses. Separate factor 

analyses were performed for each organization but the factors generated were very 

similar to those produced for the whole sample. 

TABLE SIX: SUMMARY OF FACTORS - Organizational Culture and Climate. 

FACTOR lAB8.. ElGENVAUJE %VARIANCE o/oCUMVARIANCE 
1 Freedom and 6.37 29 29 

Autonomy 
2 Customer and 1.98 9 37.9 

Staff Care 
3 Power, Security 1.32 6 43.9 

and Morale 
4 Vision and 1.19 5.4 49.4 

Direction 
5 Bureaucracy 1.02 4.6 54 

FACTOR INTERPRETATION OF "YOU AND YOUR ORGANIZATION" 

Factor 1: Freedom and Autonomy 

This factor accounts for 29% of the variance and is labelled "Freedoin and 

Autonomy". The factor actually consists of seven of the eight items taken from the 

Employee Empowerment Questionnaire (Hayes, 1994), the eighth item "I do not have 

to go through a lot of red tape to change things" loaded onto the fifth factor -

"Bureaucracy" - in this analysis. Not only does this confmn the relative reliability of 

Hayes' scale but it also indicates that the actual re-design of work to give more 

freedom and autonomy is a distinct feature of organizational culture and climate. This 

is reflected in some of the comments made by employees on their questionnaires, 

suggesting that this factor is accurate and reliable: 

"1 can undertake certain tasks with advice if necessary and without first obtaining 
clearance from my supervisor, and control such tasks or duties through to 
completion" Female, Age 35, The Benefits Agency 
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"I can hire and sack staff who work for me and they can be either B3s [LO Is] or C3s 
[HEOs] (grades higher than me)" Female, Age 30, The Benefits Agency 

"When my Director is away from the office, he will trust that I make the right 
decisions, in his absence, the word trust is important for me personally, it states 
satisfaction of my performance" Female, Age 32, BT. 

Factor 2: Customer and Staff Care 

Customer and Staff Care accounts for 9% of the variance. It incorporates issues such 

as dedication to employee training and development, communication of organizational 

values and customer care. This factor is interesting in that some of the literature 

reviewed in Chapter Two indicated that the change of emphasis towards customer 

requirements was actoally taking place at the cost of staff care. 

" When my supervisor is not available - stepping into his role and helping other staff 
with difficult decisions about work! authorizing payments etc - dealing with customer 
queries" Female, Age 24, The Benefits Agency 

"If empowerment is used as a cost-cutting exercise and it is not backed up by properly 
funded training it can be a bad thing and mistakes can be made, the customer loses. " 
Female, Age 46, The Benefits Agency 

Factor 3: Power. Security and Morale 

This factor accounts for 6% of the variance. It incorporates the powerlessness scale of 

Ashford et al (1989) which was originally designed to predict feelings of job 

insecurity. It is perhaps not surprising, therefore, that morale also loads onto this 

factor. This relationship indicates that employees may experience some form of 

learned helplessness (SeIigman, 1975), in that those who score Iow on this scale have 

been frustrated by the inability to do things their way, are fearful that they will not be 

able to secure their livelihood and consequently demonstrate a lack of morale. Such 

feelings seem to relate to the attributional and interpretative styles, as suggested by 

Thomas and Velthouse (1990). Again, respondents' comments suggested that this 

factor was one which was applicable to their experiences: 

"You must ensure empowerment does not lead to degrading. Your supervisor must be 
willing to help ifneeded. There must not be afeeling of being used - possibly dictated 
by the supervisor themselves" Male, Age 27, The Benefits Agency 

"Empowerment seems to represent the manager's ability to 'off-load' his 
responsibility to the lower paid members of his staff. In my organization the emphasis 
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is to be empowered to gain job security. However, in reality, staff often can read 
betWeen the lines" Female, Age 29, The Benefits Agency 

"The government's cost-cutting and constant disregard for civil servants and the way 
they have reduced (in real terms) the wages of staff plus recent revelations about 
privatisation makes morale almost non-existent and makes it very diJficult for people 
to motivate themselves to get involved" Female, Age 24, The Benefits Agency 

Factor 4: Vision and Direction 

This factor accounts for 5.4% of the variance and centres around issues of pride in the 

organization, where this appears to relate to the strength of leadership and 

achievement of goals and whether the organization values the ideas put forward by its 

employees. Essentially, then, this factor is concerned with whether employees 

consider their organization to be a good firm to work for and may, plausibly, give 

some indication of an employee's commitment to the organization. The fact that often 

these variables are seen negatively, reducing commitment, was demonstrated by 

employees' comments: 

"I feel that not enough information or respect is given to people of my grade and we 
are not seen as important enough to discuss these matters with" 

Female, Age 28, The Benefits Agency 

"The civil service uses short sighted, fire fighting management techniques. It is not 
remotely interested in empowerment, it is a very dictatorial organization. Training 
and career development are not a priority unless it suits them {i.e. Investors In People 
Award}, and speed is always a priority over quality, as long as there are people doing 
ajob, it really doesn't matter ifit's done well, the civil service is a very de-motivating 
environment" Female, Age 26, The Benefits Agency 

Factor 5: Bureaucra£Y 

This factor consists of three items and accounts for 4.6% of the variance. These items 

relate to the bureaucratic nature of organizations incorporating the number of layers of 

management, feelings of ''us'' and ''them'' and the level of red tape encountered. This 

is an interesting factor in that it represents exactly what modem "empowering" 

organizations claim that they are trying to get away from. The first two items on this 

factor were reverse coded for analysis so respondents who score highly on this scale 

are more likely to believe that their organizations have succeeded in moving away 

from such styles of management. Many of the respondents commented on the level of 

their organization's bureaucracy, suggesting that this factor is reliable and expected: 
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"There's a need to cut out a lot of the forms which are not always understandable and 
the bureaucracy in getting work done within BT. .. Female, Age 47, BT 

"Too much red tape and too many procedures to get the job done quickly and 
efficiently" Female, Age 52, BT 

"Very hard to be empowered in this organization as the level of bureaucracy, rules 
and regulations mean we work within strict guidelines, can vary these rules so 

everything is set down for us" Female, Age 24, The Benefits Agency 

TABLE SEVEN: Factor Analysis of the "You and your Organization" Inventory 
(54% of the variance) 

FACTOR ITEM LOADING ON 
. FACTOR 

Factor 1: Freedom and autonomy 
(29%) 

I am allowed to be creative when I deal with problems at work 0.7583 
I have the authority to correct problems when they occur 0.6956 
I do not need to ~et the supervisor's aooroval before I handle problems 0.6955 
I can make changes to my job whenever I want 0.5313 
I am encouraged to handle job-related problems bv mvself 0.5227 
I have a lot of control over how I do my iob 0.5035 
I am allowed to do almost anything to do a high quality job 0.4562 

Factor 2: Customer and Staff Care 
(9%\ 

My, • on believes in teamworldng 0.7916 
My organi7Jltion cares about its customers 0.6716 
The orgaoizatioual culture encourages its employees to continue to train and 0.6598 
learn 
The values which my 0 . on holds are clearly communicated to me 0.5110 

Factor 3: Power, Security and Morale 
'(6%) 

I understand this orgaoization well enough to be able to control things that affect 0.7257 
me 
In this orgaoizatioo, I can prevent negative things from affecting my WOIX 0.6836 
situation 
Morale is high in my organization 0.6033 
I have enough power in this orgaoization to control events that might affect my 0.5379 

job 
Factor 4: Vision and Direction 

(5.4%) 
I am proud to tell people which 0 . on I worl<; for 0.6569 
My orgaoization has a clear vision of muu needs to be done and how to achieve 0.5609 
it 
Myo . on values the ideas put forward by its emolovees 0.5216 
To ement provides strong and clear leadership 0.4972 

Factor 5: Bureaucracy 
(4.6"10) 

A feeling of"lIS~ and "them" exists within my 0 on 0.6930 
My, 'on believes in having lots of layers of management 0.6914 
I do not have to ,,"0 throUll.h a lot of red taoe to change things ·0.3456 

161 



TABLE EIGHT: Internal Reliability Coefficients for Factors extracted from "You and 
your Organization" scale. 

FACTOR NO. OF ITEMS CRONBACH ALPHA 
Freedom and Autonomy 7 0.76 
Customer and Staff Care 4 0.72 
Power, Security and Morale 4 0.76 
Vision and Direction 4 0.72 
Bureaucracy 3 0.44 

CONCLUSION OF. AND REFLECTIONS ON. RESEARCH METHODS 

Inevitably, any research project has its limitations regardless of the methodological 

approach taken and a discussion of these limitations must be considered. Due to the 

fact that this research is of an exploratory nature, one might expect that there are still 

fruitful areas of employee empowerment which can be investigated through further 

research. Hence, this conclusion will address issues from a theoretical perspective, 

identifYing limitations, explaining how some of these limitations have been overcome 

and suggesting new areas where further research would be beneficial to the study of 

feelings of empowerment amongst employees in the United Kingdom. 

The longitudinal nature of doctoral research, suggests that several changes may have 

occurred over this time period. The research presented here was conducted over a 

period of two years and the changes which have taken place within the organizations 

studied may have had an effect on the reliability of the results. The availability of 

managers and employees for interviews meant that the qualitative research was spread 

over a number of months. However, within the individual operating units, the research 

was generally conducted over a small time span. Yet, there is still the suggestion that 

intervening factors (i.e. changes in management within the Marketing directorate of 

BT and the Benefits Agency district of North Leicestershire; the announced merger 

between BT and MCI; the announcement of Treasury reductions for The Benefits 

Agency) may have had an effect. Where possible, the impact of these changes were 

considered when analysing the results. Paradoxically, the fact that this research is not 

intentionally of a longitudinal nature, suggests that a "snapshot" of these organizations 
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and the individuals within them, has been obtained and that orientations and attitudes 

will change over time. 

The nature of empowennent itself may have impacted on particular limitations of the 

longitudinal design. The fact that both initiatives were launched at a similar time as 

the onset of this research suggests that initial interviews may have been dominated by 

'teething problems' and issues which have since been overcome, for example, the 

resistance of management. Similarly, the empowennent initiatives may have been 

superseded, and there was some indication of this in the qualitative data, by other 

management policies or priorities. The researcher was aware of the possibility of these 

effects but the fact that the qualitative data and the quantitative data (which were 

collected at the end of the research period) were generally compatible, suggests that 

. such changes had negligible effects on attitudes. 

The methods of research discussed here suggest that this research has been conducted 

using methodological pluralism (Bell and Newby, 1997) or "triangulation" which 

Webb et al (1965) defmed as, "the onslaught of a series of imperfect measures". 

Research in organizations necessitates this approach to some extent, for, as discussed 

earlier, the validity and reliability of different methods can be compromised by 

organizational reality. In this research triangulation has been adopted for both data 

source (managers and employees) and data method (interviews, focus groups and 

questionnaires). earney (1990) suggests that research methods should move from 

uncontrolled to more controlled, this has been achieved here whereby the subjective 

nature of qualitative research has been followed by objective, quantitative research in 

the fonn of questionnaires. The correlation between the fmdings from managers and 

employees and qualitative and quantitative research is not assured. However, as 

discussed above, this may mean that the concept is too complex to be neatly analysed 

and requires further research. What is advantageous about this hybrid approach, 

however, is that it reduces, what Mark and Shotland (1987) term, "inappropriate 

certainty" which may occur if just one source or method is used. As Easterby Smith et 

al (1991) write, ''the strength of almost every measure is flawed in some way or other, 

and therefore research designs and strategies can be offset by counterbalancing 
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strengths from one to another" (1991: 133). In this research, however, the method was 

not merely chosen in order to minimise flaws, but was that approach which the 

researcher believed was best suited to answering the exploratOlY research questions, in . 

that their emphasis on both contextual and individual factors, demanded this inter

disciplinary mix. The next chapter will introduce the case-study organizations and 

operating units, comparing and contrasting their structure, background, 

union/management relations, and approaches to empowennent. In this way, the 

following chapter will begin to provide a contextual backdrop for the research. 
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CHAPTER SIX: The Case-Study Organizations 

"a place of obscurity: the space behind the principal figures of a picture: that against 
which anything is. or ought to be seen" 

Defmition of "Background" in Chambers 20th Century Dictionary 

INTRODUCTION 

This chapter examines the history, organizational structure and union/management 

. context of the two organizations who took part in this research: The Benefits Agency 

and Br plc. It questions why they undertook their current empowennent programmes 

and the content and nature of the training and official publications which accompanied 

the initiatives. From taking a broad overview of the organizations, it then considers 

the selected business units and how each District! Directorate has introduced the 

policy at that more local level. 

The evidence presented here is based upon organizational documentation, interviews 

with the empowennent initiatives' implementation teams, union documents and 

observation. The use of organizational documentation and the nature of those 

interviewed, means that the official, management espoused policy is used to describe 

the initiatives and how and why they were introduced. Although this contains much of 

the management rhetoric and may seem rather uncritical of management, it is felt that 

this, supplemented by an examination of the union's role in, and attitude to, 

empowerment initiatives, will best fonn the context within which the rhetoric and 

reality debate can be understood. 

This chapter will conclude by drawing out the similarities and differences between the 

two organizational contexts and the case study units within them. By considering their 

comparativeness, the results presented in the following chapters can be more easily 

placed in context and their implications for wider industrial society examined. 
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PART ONE: The Benefits Agency 

INTRODUCTION 

This section looks at The Benefits Agency as an organization. It examines its 

structure, purpose, characteristics and the current issues which face the Agency. 

Moreover, it looks at the development of quality within the Agency and examines how 

and why it introduced an empowerment policy. The chapter then looks at the two 

Districts under study: Preston and North Leicestershire and progresses their moves 

towards becoming empowered units. It should be noted that since the research took 

place, there have been several changes to the structure both of the Benefits Agency 

itself and the Districts. However, as the research was conducted before these changes 

took place, it was decided that the chapter would concentrate on the structures which 

existed at the time of the research. 

THE ORGANIZATION 

The Benefits Agency was established in April 1991 following the ''Next Steps" 

initiative by the Government (Ibbs, 1988). It is the largest of 5 executive agencies 

which are part of the Department of Social Security and is responsible for 21 different 

benefits with the main exceptions being Housing benefit (paid by local authority) and 

Unemployment benefit (paid by Employment Department). The Agency serves 22 

million "customers" and makes in excess of one billion payments totalling £70 billion 

a year. Its day-ta-day running is the responsibility of a senior management team, 

consisting of six executive and two non-executive Directors, under the chairmanship 

of an acting Chief Executive: lan Magee who replaced Michael Bichard in April 1995. 

The current structure of the organisation is that the 155 districts grouped into 20 areas 

throughout the United Kingdom are subject to support and supervision from three 

territorial directorates under the responsibility of three members of the management 

team. Additionally, they are responsible for three Benefit Centres which process the 

work for 21 London offices; and three national centres where certain benefits are 

administered: Fylde (disability working allowance; disability living allowance; 
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attendance allowance; legal aid; invalid care allowance; and family credit); Newcastle 

(retirement and widow's pensions in OK and overseas, and certain benefits for people 

abroad); and Washington (child benefit, one parent benefit and guardians allowance). 

There are also three Central Service (head office) Directorates covering the issues of 

Finance and Security, Benefit Support and Development matters, and Medical 

Services. The Agency employs 60,000 full time staff and more than 11,500 part-time 

staff. Only 1-2% of the staff work at the Central Services in Quarry House, Leeds; the 

rest work within the Territorial Directorates. The service is delivered through a 

network of 455 local offices and 275 customer service points. Hence, employees work 

in offices which range in size from the large Head Office to some of the smaller 

"satellite" offices in rural areas. 

Each Agency of the Department of Social Security has a clear responsibility to carry 

out its business in a manner which contributes to the aims and objectives of the 

Department. The Benefits Agency must participate in the preparation of the Public 

Expenditure Survey and Departmental Plan which the DSS presents to the Treasury. 

Hence, each year the Agency's Chief Executive is fonnally required to prepare a 

Business Plan; a review and update to the Strategic Plan and an Annual Report. Each 

Unit (a unit generally being a District, a Benefit Centre, A Fraud Area, or a branch in 

Central Services/Central Benefits) of the Agency is required to produce the same 

documents in the context of that particular unit. This allows each Unit to develop its 

service to customers, taking into account the aims, objectives and core values of the 

Benefits Agency. The Agency is empowered by Ministers to achieve agreed objectives 

and is accountable to Ministers and Parliament annually for its perfonnance and the 

use of taxpayers money. Ultimate accountability lies with the Chief Executive, who is 

the Accounting Officer. The public spending reductions announced in the November 

budget of 1995, have led to changes in structure (as mentioned in the above 

introduction, and as will be further discussed in Chapter Eleven) and the requirement 

to reduce staffmg levels and to outsource Child Benefit. Hence, the transitional state 

of the organization, and the inevitable impact of meeting tighter targets are having a 

considerable effect on The Benefits Agency at the present time. 
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The Organization's Vision 

The Agency's main aim is set out in the Vision, which is: 

To Provide An Efficient One Stop Service Which Offers Reliable Advice And 

Pays The Right Money To The Right Person At The Right Time. 

The 1995/1996 Business Plan states that this Vision reflects their objectives "by 

advocating a quality approach to all aspects of our business" (The Benefits Agency, 

1995: 7). This Quality approach is reflected in the Agency's core values which have 

been developed as part of the Quality Framework. These are: Customer Service; 

Caring For Staff; Bias For Action; and Value For Money. 

QUALITY IN THE BENEFITS AGENCY 

The move towards Quality in the Department of Social Security took hold in the 1980s 

when, in line with changing societal expectations, the Government altered its 

emphasis with the view that it "was there to serve not to control" (Green & Faure, 

1992: 3). A Quality Assessment Package was introduced in 1984 in a sample of 

offices, reflecting this change of emphasis, to measure quantitative and qualitative 

aspects of the service provided at a local level. The results of these studies showed 

wide discrepancies across offices and, after more scrutiny, the "Business of Service" 

report was produced in 1988. This report, as its name suggests, was based arourtd the 

concept that the business of the Department of Social Security was service. It 

highlighted that a number of the London offices provided unacceptable service and 

suggested that there should be a relocation of benefits processing work to rectify this 

and contribute to the change in focus towards customer service. This, along with the 

benefits of Information Technology, meant that major advances in the provision of 

customer service were promised as the accessibility of a person's full details allowed 

benefits to be more carefully tied to the person's needs. 

Following these changes, at the end of the 19805, a fundamental restructuring was 

recommended in the Civil Service and the Benefits Agency was set up as an Executive 

Agency within the Department in 1991. This move to Agency status involved the 
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devolvement of managerial responsibilities to the District level, the managers of the, . 

then, 159 districts were "given considerable autonomy in the running of the business 

unit" and with this the regional tier of management was removed, supporting "the 

ethos of empowerment at the local level" (Green and Faure, 1992: 9). Additionally, 

each District Management Unit (DMU) was organised as a cost centre giving financial 

independence but also allowing for variation between the Districts. Hence, the move 

to Agency status led to an element of diversification within the civil service which 

neither staff nor managers were accustomed to. The importance of customers was 

emphasised with, the change of name from "claimants" to "customers", the creation at 

the District level of a Customer Service manager and the encouragement of feedback 

from "customers". However, despite the change of emphasis, customers still 

effectively remained claimants of the service, with no strength of consumer choice. 

The Agency recognised that, as important as customer service is, it would not be 

achieved without the ethos of Quality existing throughout the organisation, and a 

TQM style ethos was instilled within the Agency, as Green & Faure (1992) of the 

Benefits Agency write, "a quality service emerges from the interactions within the 

whole customer chain culminating in the interface with the external customer. With 

this concept in mind a comprehensive communications and training progranune has 

been launched with the aim of empowering staff at all levels to recognise the value 

and importance of the services they provide" (1992: 10). 

Hence, the emphasis on staff, and their understanding of their role within a customer

focused organisation, has been increased. Staff are consulted about their performance 

before their appraisal is written to establish more ownership of the procedure and the 

system is now geared at rewarding people for their achievements rather than their 

tenure. However, the introduction of appraisal and Performance Related Pay has 

angered the unions who see it as a way of cutting wages by abolishing the annual 

increment (see Role of Unions, below). Also important is the change in the role of 

managers "the ultimate aim is to upturn the perceived 'top down' management style 

replacing it with a supportive, enabling culture which will improve the service to the 

customer both internally and externally" wrote Green and Faure (1992), who 

continued by saying that this culture should allow "greater ownership of responsibility 
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and involvement in decision making at junior levels and do much to foster and 

improve corporate and public image" (1992: 10). 

The development of a Quality Award scheme for the Benefits Agency to complement 

the introduction of the Quality Framework was carefully considered by BA 

Consultancy Services. A project team was set up in April 1992 to examine those 

recognition systems used by other organisations and developing their best practices to 

produce an internal accreditation system. The most appropriate system was identified 

as an "Incremental Quality Improvement Scheme" which would support the principles 

ofChartermark (award aimed at Government departments, agencies, and other public 

bodies) and incorporate both objective measures of standards and more subjective 

notions obtained from customer and staff surveys. The team proposed a four point 

plan of action which would kick start the initiative : State it, believe it; support it; 

promote it; and recognise it. This involved making a commitment to Quality, 

promoting it with clear support from the top, and devising an independent team to give 

advice and guidance on its implementation. This team became QUEST (Quality 

Education Support Team) and one of the twelve members of this team was the 

researcher's initial contact point with the Benefits Agency. He stated that he had been 

directly involved in the development of the quality initiative within the Agency, 

describing his work as being the "central focal point of making quality happen". 

QUEST are also working towards rewriting the quality framework (an update was 

published in December 1996 which drew on the experience of the first three years 

and, although there were small changes made, the underlying values remained the 

same). The Benefits Agency joined The European Foundation for Quality 

Management in 1994 which allows them to take a structured approach to quality and 

to compare themselves to similar organizations in Europe. Joining this foundation 

means that the update to the quality framework has aligned it more closely with the 

EFQM model for business excellence. The concurrent development of BA as an 

Executive Agency and the appointment of a new Chief Executive, Michael Bichard, 

was an impetus for change. The Chief Executive had joined the Executive Agency at 

its inception and had brought with him a varied career in private sector organisations 

and a great deal of personal investment in the concept of Quality and empowerment. 
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His focus on customers and the hamessing of staff enthusiasm, led Mr Bichard to 

develop 4 core values for the Agency: Customer Service; Caring For Staff; Bias For 

Action; and Value For Money. 

The Oualitv Framework 

Whilst the Quality Framework encapsulates some of the main ideas ofTQM such as a 

customer focus, performance against targets and the tying in of pay and rewards, it is 

not purely based on the BS 5750 and incorporates a more incremental, qualitative 

approach. Although the Quality award, introduced in October 1993, is considered an 

optional target, the adoption of the Framework is not, this outlines the way all 

managers are expected to run and monitor their business. The Framework is based on 

12 key areas, expansions of the core values, called "criteria"; these are expected to 

change over time as the priorities of the Benefits Agency change but currently are: 

customer research; service delivery; handling exceptions; place in the 

community/organisation; staff development; equal opportunities; staff services; 

organisational culture; communications; internal customer focus; managing budgets; 

and process efficiency. The framework is aimed at encouraging units to look at their 

performance against the criteria and to seek ways in which they could make 

improvements, this basis in self-assessment "reinforces the culture of empowerment" 

(BAMT, 1992). The initial stage of implementing the Framework is the establishment 

of a baseline. This requires that the management team individually assess the unit 

according to the criteria and reach a consensus decision for scores on each area. This 

is then compared to the results of a focus group of the unit's staff, who have 

undergone the same procedure, at a joint meeting and a baseline score is agreed. The 

rating scale is divided into levels of 0-9. Whereas 9 is only awarded if excellence on 

that criteria has been maintained for three years, 0 indicates that the organisation has 

not even announced an intention to achieve quality performance in a particular area. 

These are extremes but the Quality Award requires a total score of 70 or more with a 

minimum of 5 on each criteria, where 5 indicates "acknowledgement of some 

improvement". Such ratings allow the units to identifY areas which require 

improvement and target their strategies accordingly. 
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EMPOWERMENT IN THE BENEFITS AGENCY 

The Benefits Agency is increasingly viewed by other organizations as being both 

innovative and successful in introducing empowennent (Davenport and Balcombe, 

1994). Empowennent is closely linked to the Quality Framework and other quality 

awards encouraged within the Benefits Agency, and this is discussed briefly below. 

Yet, over and above this, the move towards making the Benefits Agency more 

customer focused and competitive necessitated a need for managerial practices to alter 

accordingly and for staff to take on more responsibility for the day to day running of 

the business. This is outlined in the introduction, to a manual for Senior Managers on 

empowennent, written by Michael Bichard, which states that, "Empowennent is about 

enabling our staff to influence the way things happen; it is about giving our front line 

staff the power to pull the levers that count as we strive to deliver a quality service and 

good value for money; it is about providing greater job satisfaction for staff and it is 

about ensuring that all of our staff have an equal opportunity to contribute to the 

success of the Agency". 

The Benefits Agency has published two internal documents specifically related to the 

introduction of empowennent - "Empowennent in The Benefits Agency" (The 

Benefits Agency, 1995b) and "Benefits Agency Empowennent and Accountability 

Framework" (The Benefits Agency,1995c). In a letter to those District Managers to 

whom the leaflets were distributed, it stated that, "The seed for producing them was 

sown at the Senior Managers' Development Workshops [discussed in the training 

section below] where BAMT (The Benefits Agency Management Team) members 

received feedback that "greater clarity on empowennent" could be achieved by 

producing a document outlining the BA approach on the issue, and that it could be 

used by managers not only to convey a consistent, positive message to staff, but also 

to stimulate local debate and benchmarking" (Internal Document, 1995). 

Derming Empowerment 

The flfst document, "Empowennent in the Benefits Agency" sought to defme the 

. meaning of empowennent and clariJY the reasons for, and approach to, empowennent 

in the Agency. It defmes empowennent as being about equipping people with the 
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confidence and skills to enable them to respond to customers and resolve issues which 

would otherwise have been referred elsewhere for a decision. However it does 

emphasise that this does not preclude the application of decisive leadership when 

needed in crisis or emergency. It summarizes that: 

"Empowerment is about . Ends not Means 
· Frameworks not details 
· Involving Front Line 
· Developing Staff 
· Defming the Limits 
· Teamwork 
· Encouraging Initiative 
· Valuing Innovation 
· Devolving Decisions 
· Supporting Initiatives 
· Devolving Hierarchies/Status 
· Accountability 

Empowerment is not about ..... . 
. Anarchy 
· Abdication 
· Absence of Monitoring 
· Absolution 
· Avoiding Corporate Cornerstones" 

(The Benefits Agency, 1995b:4). 

Yet, whilst the document aims to clarify the defmition of empowerment, it still avoids 

giving one single, defmition, arguing that, "There are many .. .'one-liners' on 

empowerment which are put forward as a defmition. What is important, healthy and 

beneficial is the debate that these defmitions provoke, which, if constructively based, 
", 

moves away from the issue of which defmition is right or wrong, and into an 

exploration of what actions, behaviours, systems and beliefs are necessary for 

empowerment to flourish." (The Benefits Agency, 1995b: 4). 

The Reasons Behind Empowerment 

The reasons for The Agency's introduction of empowerment have already been 

discussed in the light of its change of status and move towards quality. It is clearly 

integral to the Benefits Agency's business strategies, being both incorporated into the 

Benefits Agency's long-term objectives and, yet, also being adopted as an enabling 

process by which other Quality goals might be achieved. Despite not being evaluated 
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as a separate criteria, the Quality Framework encapsulates, and consequently to some 

extent, measures, the concept of empowerment within its core values: 

a) Customer Service: "Empowerment has a clear role to play in releasing the 

energies and commitment of our people to strive for continuous improvements in our 

team working, work processes, work organization and systems which lead to 

improved customer service on quality, accuracy and benefit security" (BA Publishing 

Services, 1995b: 12). 

b) Caring For Staff: "Empowerment has a key role to play here in providing the 

climate where staff are able to realise their potential. In this context BA is creating an 

environment where personal development is high on the agenda" (The Benefits 

Agency, 1995b: 12). 

c) Bias For Action: the leaflet states that this core value is a "product of 

empowerment" and states that decisions and actions can only be taken nearer the 

customer interface, "if those taking such decisions and assnming responsibility for the 

outcomes are feeling truly empowered, confident, supported and skilled" (The 

Benefits Agency, 1995b: 13). 

d) Value for Money: The leaflet states that this core value is the link between 

empowerment and accountability. "BA has adopted an empowered approach which is 

well grounded in the reality that empowered decisions are also decisions for which 

there is accountability" (The Benefits Agency, 1995b: 13). 

The internal document referred to above, also indicates that the growth of 

empowerment within other successful organizations and more particularly amongst 

local authorities who were driven to change by Compulsory Competitive Tendering 

(CCT), were other drivers behind the implementation, "Herein lies the main driving 

force which should stimulate BA along the empowerment road. The advance of 

market testing, which is being increasingly applied to areas of core business, means 

that we are in a competitive situation and that we will need to show that we can 

deliver effectively on existing targets, respond flexibly to new challenges, and drive 

down our costs" (The Benefits Agency, 1995b: 5). Indeed, there is an 

acknowledgement that, whilst empowerment may seem to be an altruistic act for the 
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benefit of employees, the success of the Organization in meeting customer satisfaction 

and Treastuy targets is paramount, "such 'altruistic' benefits are, therefore, aligned 

with the business imperative for empowerment, which for BA is the winning and 

retaining of the benefit delivery service" (The Benefits Agency, 1995b: 5). The 

introduction of market testing and the competitive edge which this introduces to the 

organization, threatens job security and pay increases for many employees and it is 

interesting that The Benefits Agency, in the quote given above, are trying to link the 

"hard" and "soft" elements of the management rhetoric. 

The Role of Management in Empowerment 

There is a recognition within The Benefits Agency that the role of management is 

crucial for the successful implementation of empowerment. Empowering leaders are 

described in the internal document sent to District Managers as having a number of 

qualities including seeing people as assets to be developed not as costs (interesting 

when related to the introduction of market testing!); seeing the potential in people 

rather than their limitations; and believing that decisions which have good ownership 

from staff and customers are likely to be implemented well and prove to be successful 

rather than believing decisions are best made by bosses. As part of the move towards 

empowerment all members of staff have been encouraged to create their own Personal 

Development Plan. Personal Development Plans are voluntary and enable employees 

to map out their development in a structured way, identifYing areas of weakness and 

setting realistic, achievable objectives to build on these. The role of the manager in 

these circumstances is to support and guide their staff in their action plans and to 

create an enviroument in which staff can recognise and exploit their potential. 

There is an acknowledgement that managers need to move away from their traditional 

role. instead of increasing control when work pressures rise and that this will prove 

difficult for established 'command and control' type managers, as the internal 

document states, "our aspiring and successful leaders have previously been exhorted, 

trained and developed to adopt the 'command and control' style, but they are now 

being asked to re-examine their beliefs, values, behaviours and qualities which have 

got them to where they are today" (The Benefits Agency, 1995b: 7). Moreover, in this 
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discussion of management behaviour, the Benefits Agency senior management team 

appear to recognise that empowerment is fundamentally about people's motivation to, 

'want' to be empowered, "You cannot give people empowerment - they have to want 

it and they are unlikely to want it unless the environment is right" (The Benefits 

Agency, 1995b: 6). 

Constraints To Empowerment 

The parameters which exist for empowerment are set out clearly. Indeed, Michael 

Bichard wrote that ''people need to understand their particular role in the Agency, 

their powers and also their limits on those powers. They also need to appreciate that 

empowerment is not some form of institutional anarchy" (Internal Document, 1993). 

Empowerment is seen in The Agency as arising between what staff have to do and the 

limits of discretion, and it is recognised that this relates heavily to Government and 

government regulations. In acknowledgement of this and, "in response to requests 

from BA managers for a document which gives guidance on the freedoms and 

limitations of empowered decision making in Benefits Agency" (sic) (The Benefits 

Agency, 1995c: 1), a second booklet was distributed to District Managers named "BA 

Empowerment and Accountability Framework". The document refers to two specific 

freedoms which managers have: the freedom to organise the benefit delivery service 

and deploy resources in a way that best suits local needs; and the freedom to vary 

procedures when guidance is not prescriptive. In addition, it lists a number of 

requirements which it states are necessary due to the benefit system being a national 

and regulated one, these are requirements to: obey the law; follow Ministerial Policy 

in order to honour Ministerial wishes or commitments they have made to Parliament 

or elsewhere (for example, the grading of Social Fund decision making at L01); meet 

Secretary of State targets for clearance times/accuracy; abide by central requirements; 

adhere to the BA business strategies; not exceed the Social Fund budget in any year 

(i.e. community care grants or crisis loans); and provide a quality service. 

More specific requirements and freedoms are set down in regard to Consultancy 

Procurement; Document Retention; Estates; Finance; Media Handling; Personnel; 

Purchasing supply and contract management; and Security. Particularly interesting 
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amongst lhose listed are lhose requirements relating to fmance and personnel. The 

fmancial parameters are further expanded in a separate leaflet "BA Empowerment and 

Accountability Framework: The Financial Framework" which gives detailed accounts 

to budget holders about how to record details of accounts and what to refer to a higher 

level etc. Publication of such documents emphasises lhe specificity of Treasury 

constraints and lhere limitations on lhe exercising of 'empowered' behaviour. 

However, the Agency state lhat allhough lhere are a number of procedures and rules 

which have to be adhered to "it can be more positive to see lhose constraints in the 

form of important objectives which we in the Agency are trying to meet" (The 

Benefits Agency, 1995c: 11). As regards freedoms and requirements on Personnel 

issues the document states that positive steps have been taken to make sure that 

personnel policies are tailored towards decision making at the lowest appropriate 

level. For example, managers are empowered to authorise Special Leave both with 

and wilhout pay; and lhose managers of Grade 7 or above may impose disciplinary 

penalties for serious misconduct of staffup to and including L01. Hence, it seems that 

whilst the Agency have gone to some trouble to set out the capacity for empowerment 

lhere is still only an implicit pressure for staff to move to lhis new way of working, as 

Davenport and Balcombe write, "In theory, it is still possible for a manager to run his 

or her unit using a 'command and control' management style" (1994: 17). This 

suggests that whilst there is evidence that managers are being empowered, whether 

1his is filtering lhrough to non-managerial employees is less clear. 

The Empowerment Training Progranune 

The importance of senior managers in the move towards quality and empowerment 

was emphasised by lhe fact that the "initial1hrust of the empowerment programme 

was to change lhe mind-set of senior managers" (Davenport and Balcombe, 1994). 

The intention of this training was for senior managers to develop their own 

management competencies and set up further workshops for other managers. Terry 

and Hadland (1995) wrote that, "Empowerment relies on a chain that leads from the 

Chief Executive right lhrough senior managers, middle managers and customer 

service staff. If it is broken at any stage, the level of empowerment is radically 

reduced" (1995: 30). Their intemal review of this senior management development in 
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1993 found that there was a need to develop a framework of competencies against 

which management could measure themselves and draw up an action plan for their 

further development. They utilised feedback forms for this purpose from the 

, managers' boss, peers and subordinates across a range of skill areas and found that 

one major problem which emerged was that "people said empowerment was 

predominantly about behaviour and this behaviour was most successful when 

accompanied by a genuine belief or commitment" (1995: 30). 

Middle Managers (HEOs and above) [in the Districts, HEOs and above are sometimes 

referred to as senior managers] attended a residential week-long course called 

"Communication Catalysing Change" which required them to critically analyse the 

way in which they manage. The course centred on the concept of the "inverted 

pyramid" and the communication methods that were needed to support this, 

incorporating a number of self-perception and psychometric tests which allowed 

managers to take a close look at how they work and match that against how they were 

required to work in the new organizational culture of the Benefits Agency. The 

facilitators acknowledged that change would not be easy. Indeed, in the training 

manual which accompanied the course it stated that, "Resistance from others is a 

powerful barrier to change. If your colleagues fmd you behaving differently, they will 

consciously or subconsciously say and do things to get you to revert to 'normal' and 

this will put pressure on you to return to your old, comfortable ways. You should be 

prepared for such reactions and resolve not to be swayed by them. But the key barrier 

to change will be yourself'. The Strand 2 training programme directly relates to the 

issue of empowerment within the Districts (for a resume, of the general training 

manual see Appendix 1). It emerged out of consultation following a report called 

"Management in BA" which was published in October 1992. An examination was 

conducted into which roles could be devolved to lower levels within the Districts (Le. 

HEO to LOl, LOl to L02) and a list of these task analyses can be found in Appendix 

J. The report suggested that, rather than middle management maintaining a technical, 

adjudication role (LOls used to check all claims before they were processed), 

structural changes necessitated that Districts become more self-sufficient and that 

middle managers work more like team leaders - guiding rather than controlling. The 
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report also stated that LO ls would continue to attract the same pay and grading due to 

the fact that their new responsibilities still broadly matched that of Executive Officers 

elsewhere in the Civil Service. 

From this report and analysis came the need for Strand 2 training, "Our proposals 

involve a significant change in the activities and approach of individual LOls and 

middle managers. Many have progressed as a result of their technical knowledge and 

skills and derive much of their authority from this. They cannot be expected to take on 

the managerial role we envisage without proper training and support ... it will be 

essential to promote and underpin the changes by effective training" (The Benefits 

Agency, 1992: 33). In 1993 the training packages were focused mainly on 

management teams and LOls, as suggested in the report, and £3.821 million was 

earmarked for the training programmes in the 1993/1994 period. The "Communicating 

and Empowering" course, which was completed by approximately 15,000 LOls, 

lasted two days with a further half day learning review. The declared aim of the 

training was to take responsibility for empowering oneself and members of one's 

team. Specific details of these workshops and the ways in which empowerment was 

conveyed will be discussed within the Unit case studies, as it differed between the 

regions. Each District was given money to spend on training the lower grades and the 

QUEST team member interviewed, stated that it was a demonstration of their 

commitment to empowerment that many managers decided to train all their employees 

down to the lowest (AA) grade. He went on to argue that without the success of 

enablers like empowerment no unit could meet award standard, stating that those 

organisations who had won awards showed a much greater dedication to the principles 

of empowerment than the others and were often those which had used their discretion 

to send all their staff on the "Strand 2" training programme. 

THE ROLE OF THE UNIONS 

Two non-managerial unions are recognised in the Districts under study in The 

Benefits Agency: CPSA and PTC. By taking each of these unions and examining their 

history of employee relations, one can consider the union/management atmosphere 

within which empowerment has been introduced and the bearing which this might 
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have on employee attitudes. Before considering the perspective of the two individual 

unions, a more general approach to union/management relations in the Public Sector 

will be taken. The Civil Service is the most highly unionised part of the IR system in 

the United Kingdom. This is partly to do with the bureaucratic nature of the 

organizations, the large-sized undertakings in which civil servants work, and the 

encouragement of union membership by government (although whether this latter 

factor can be attributed to the former Conservative government is debatable). Whilst at 

the time of the Donovan Committee, Public Sector Unions were considered healthy 

and relatively uncontroversial, most IR conflicts since 1979 have occurred in this 

sector. The adversarial approach which exists between government and the public 

sector unions today, began when the newly elected Conservative Government 

promoted efficiency in The Civil Service as one of the priorities of its term in office. 

Mrs Thatcher considered the Sector as too large and overbearing and placed an 

inunediate ban on recruitment along with the development of targets to reduce staff 

numbers. Departments were given the responsibility to identity ways of cutting 

numbers by 10, 15 or 20%. The emphasis which was placed on efficiency was 

reiterated by various initiatives such as the Financial Management Initiative which 

aimed to place responsibility for budgeting at lower levels, and the decentralisation of 

fmancial and personnel responsibilities. 

Throughout this period, the unions became sceptical of the government's motives, 

believing that the importation of private sector practices and Mrs Thatcher's 

privatisation programmes, threatened the very future of a Civil Service. These fears 

were heightened in 1988 with the publication of the "Next Steps" report which 

proposed the separation of the policy and executive functions of Government. The 

DHSS was one of the departments which was affected and the development of a 

Benefits Agency was planned. By April 1991, 50 agencies had been set up involving 

200,000 civil servants, in October 1994 this had increased to 99 agencies covering 

348,000 civil servants. The development of these agencies angered the unions who 

perceived them as "half way houses" towards privatisation, something which the 

government did not rule out and indeed trading funds are being established with the 

expectation that full privatisation is not far away. The introduction of market testing 

180 



has emphasised this approach and the unions oppose these developments: "The 

inescapable conclusion is that the true aim of the market testing programme is to 

reduce the size of the public sector and in doing so assist the break up of a national 

civil service and weaken the trade unions" (NUCPS, 1994:2). 

Indeed, following the establishment of The Benefits Agency the unions were faced 

with a new, more powerful local management who sought to undermine the power of 

the unions. Facility time was restricted (and abolished at an area level) whilst the 

regional level of the Whitley structure was likewise abolished. Management took 

these moves on the basis that locally based problems would be settled at District levels 

with union representatives now dealing with HEOs and District Management. This 

devolution of union activity has in some respects made union activity more active at a 

local level (Fairbrother, 1996), although clearly this depends on the militancy of local 

representatives and membership levels. Yet, the opportunity does appear to offer itself 

for more participative forms of unionism than in the past, rather than local union 

representatives merely being a message carrier for the national leadership. 

This uncertainty about the future of the Civil Service and the nature of the culture 

changes which have been brought about by the development of the Executive 

Agencies, has created an atmosphere of insecurity for present civil servants. 

Reductions in staff are still "required" by the Government to improve efficiency but 

the actual allocation of reduction targets has proved inefficient due to the employment 

of more expensive casual staff. Yet, despite this, the deliberate reference to expected 

reductions in staff numbers in the Government's 1994 White Paper on "Continuity 

and Change" is, according to the NUCPS union, "intended to intimidate staff by 

further spreading insecurity and fear of job loss as a means of gaining acquiescence. 

and acceptance of the reforms" (1994: 2). The demoralisation of staff which the 

unions believe that this job insecurity is causing draws a paradox with the quality 

which the agencies are expected to achieve: "It is politically dishonest to constantly 

cut numbers and thereby increase workloads whilst claiming to be concerned about 

the quality of service. Over worked staff already demoralised by threats to their 

livelihoods are fmding it increasingly difficult to provide the service the public 
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expects and deserves. Quality demands time and resources. It does not come cheap" 

(1994:2). 

For the unions themselves the introduction of Performance Related Pay, the 

individualisation of senior management contracts, and the decentralisation of 

bargaining is directly affecting their influence on management. The introduction of the 

executive agencies has meant that bargaining on pay and terms and conditions of 

employment have been decentralised not only to Departments but also to the agencies 

within them. Because of this, there has been a subsequent decentralisation of union 

administration (discussed in more detail below) with the role of regional officers 

becoming increasingly important. In addition the freezing of global running costs 

means that staff should expect to see their pay drop or alternatively pay could be 

increased through the shedding of more staff. 

So, in conclusion, union management relations have become strained since 1979, with 

union action being taken in many circumstances. However, the decentralisation of 

collective bargaining and the introduction of pay related to performance ratings, is 

marginalising the effect of the Civil Service Unions. Employee morale is reported by 

the unions to be low - the unpredictability of the future of agency ownership, the 

continued emphasis on efficiency and staff reductions, and the comparatively low pay 

rates which civil servants receive, are all contributing to low staff well being. In 

addition to these basic security needs being denied, employees are now expected to 

work harder, as jobs enlarge to compensate staff who have been shed, and to do their 

jobs in a more "quality way". It is now, in this atmosphere, that employees are being 

exposed to the management policy of empowerment where taking on extra 

responsibility and participating in additional "empowering" activities is expected of all 

staff. 

Civil and Public Services Association (CPSA) 

The CPSA came into being in 1969 having formally been the Civil Service Clerical 

Association (CSCA). The CSCA was created from an amalgamation of the Assistant 

Clerks' Association, the Post Office Engineering Clerical and the Civil Service 
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Typists' Association in 1921. The aim of this first amalgamation was to claim 

representative rights for the entire clerical class of the Civil Service and this was 

achieved within the year. For the period 1927- 1946, however, the CSCA was not 

affiliated to the TUC after the Trade Disputes Act caused government employees to 

disaffiliate. In more recent years, the CPSA has gained a reputation for active 

resistance to changes in the Civil Service structure. In 1979, pay strikes were 

organized to protest about the comparatively low pay received in the Civil Service 

and, in 1985, members of the union working in the DHSS went on strike for a number 

of days over issues of overtime and the employment of casual workers. Now, in the 

1990s, trade union activity is heavily driven by delegated and decentralised bargaining 

and the implications of culture change and HRM for its members. 

The move to executive agency status has worried the CPSA, not only in tenns of its 

members' rights but also, because they believe the present policies are being 

introduced in order to marginalise their influence. The development of Agency status 

has led to the Union having to break up into more self-contained units and they feel 

that their role is being restricted through the development of more direct staff 

consultation: "CPSA representatives ... will be consulted on the outcome of working 

parties rather than involved in negotiations and it is more difficult to argue about 

proposals into which staff have had an input. These developments have the potential 

to weaken substantially the role of trade unions within agencies" (CPSA, 1991: 12). 

More generally, the culture change which has accompanied the move to Agency status 

is creating a feeling amongst the Unions that their relevance to employees may decline 

as a result of a new 'caring, sharing' management: "An issue strongly related to non

union consultation structures is the cultural change which management are trying to 

introduce - characterising agencies as caring fmns with a strong corporate image. This 

may seem trivial but if management are producing glossy, in-house magazines and 

improving their communications with staff, then if CPSA does not respond and ensure 

that communication with members is effective, then the union's relevance for 

members will decline" (CPSA, 1991:12). They believe that there is a need to counter 

this approach through heightened propaganda; the construction of local CPSA 

agendas to monitor HRM initiatives; and the exploitation of divisions between senior 
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management and the threatened middle management layers. This latter approach, 

identifies that often local management teams will not be as enthusiastic towards 

empowerment and other HRM policies as they seem and that union members should 

seek such divisions to soften the effect of new initiatives: "Don't assume that your 

inunediate office management are sympathetic to HRM initiatives - vel)' often they 

won't be and opportunities will arise to delay, divert or absorb initiatives in ways 

which lessen or substantially defuse threats" (CPSA document: 10). 

There is a general feeling amongst the communications published by the CPSA that, 

whilst they are aware of the "smokescreen" implications which HRM policies may 

have, it is essentially difficult for them to oppose the policies in theol)'. Indeed, in a 

publication regarding the CPSA's position on HRM, the double-edged sword which 

the CPSA sees HRM as offering its members is evident: "what trade unionists need is 

a more thorough understanding of the techniques of HRM and the motivation of 

management who adopt them in order to identifY the threats or opportunities they pose 

to their membership and to the power and influence of trade unions at the workplace" 

(CPSA document: 2). Whilst they argue that the best response might be to do nothing 

in response to HRM and ''watch it collapse under the weight of its own internal 

contradictions", they believe that by taking some of the genuine human resource 

management policies and jointly determining objectives, the interests of its members 

might be better served. Indeed, whilst the CPSA took a position of opposition when 

'Next Steps' was first introduced, it has since changed its policy to one of 

"constructive engagement and negotiation to safeguard and promote the pay and 

conditions of members" (CPSA, 1991:1). 

More specifically, The Benefits Agency section of the CPSA send out various 

circulars to branch and sub-branch representatives regarding their position on the 

changes which are occurring in the organizations. The Union approach to the Quality 

Framework is that it should be fully integrated into the conduct of industrial relations 

within the Agency. It states that various of the criteria which form the basis of the 

Quality Framework are linked to the guidelines which are agreed for industrial 

relations in the Benefits Agency and that, ''the lack of consultation about the 
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introduction of the quality framework and the nature of HRM serves to create the 

suspicion that it is designed to facilitate the de-recognition of Unions where 

management judge they do not "operate efficiently" and are not "responsive to 

identified needs based on internal customer requirements"" (CPSA Benefits Agency 

Section, 1994: 3). As such, the Section Executive put a motion to the 1994 Section 

Conference to establish an agreed policy to meet the challenge of the quality 

framework in the Benefits Agency. 

Interestingly, despite these reactions to culture change, HRM and the Quality 

Framework, there is no specific union perspective on empowerment. Indeed, a trade 

union representative from the CPSA Benefits Agency Section advised the researcher 

that there had not been much discussion recently on empowerment in The Benefits 

Agency but that, in the past, under various HRM initiatives the word had been 

"bandied" about. 

The Public Services. Tax and Commerce Union (PTe) 

The PTC was formed on 1st January 1996 as a result ofa merger of the former Inland 

Revenue Staff Federation (lSRF) and the former National Union of Civil and Public 

Servants (NUCPS). The NUCPS was itself a result of the amalgamation in 1988 of the 

Civil Service Union (CSU) and the Society of Civil and Public Servants (SCPS). The 

recent mergers of so many of the civil service staff associations means that the new 

PTC is one of the largest unions affiliated to the TUC. Both unions, prior to the most 

recent merger, had a history of scepticism towards management initiatives such as 

TQM. The conflict between teamwork and Performance Related Pay, the risk of job 

losses and/or promotion opportunities through down-sizing made both unions 

sceptical of management'S 'real' intention. NUCPS saw HRM in the Home Office, 

and one might assume this is broadly true of their approach to The Benefits Agency as 

well, as an attempt "to be trendy by copying (badly) techniques which have been 

discredited in many organizations where they have been deployed previously" 

(1995:7). 
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Primarily, as was the case with the CPSA, NUCPS seemed more than aware of the 

potential undermining of their influence, stating their belief that employee 

participation schemes introduced by managers were generally introduced in an attempt 

to diminish Trade Union influence: "trade union research has shown 

that.. .. consultative groups are quickly abandoned once the union's influence has been 

undermined, leaving staff far more vulnerable to autocratic management actions. 

Equally predictably, in those workplaces where unions have been de-recognised or 

bypassed there has then followed a sharp deterioration in the level and quality of 

information reaching staff from management" (1995: 7). Additionally, there was a fear 

among the unions that the Whitley process would be circumvented, especially as when 

the issue was raised with management, no reassurance had been given that this would 

not be the case. The establishment of the executive agencies increased the fear that a 

new start would allow management to establish a new basis for industrial relations. 

Indeed, NUCPS stated that in the framework document for the Employment Service 

executive agency, the Chief Executive was officially said to be responsible for 

employee relations within the Agency: "even after representations to the permanent 

secretary of the Employment Department Group, it was only possible to achieve the 

addition of 'including consultation as appropriate with recognised Civil Service trade 

unions'" (NUCPS briefmg on HRM and Communications: 19). 

As a result of these various attempts to 'sideline' the unions, the reaction of the 

NUCPS to HRM initiatives resembled that of the CPSA, one of twin-tracks, so that 

the industrial relations system of Whitley was defended but that they also positively 

engaged in HRM implementation "our objective must be to continue to play a central 

role, negotiating on all proposed changes, influencing management policy at every 

stage in order to ensure that members' real interests are at the core" (1995:9). Both 

unions had taken action to protect their members by involving themselves in the 

development of HRM initiatives. Indeed, some union members became actively 

involved in Quality Circles, working groups etc in order to create a platform for 

putting over a general union case. More formally. ISRF became involved in the 

shaping of a Performance Related Pay scheme, despite their opposition in principle, 

and succeeded in having the PRP scheme amended to increase its consistency and 
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fairness. A similar successful modification was made to performance management 

procedures where lack of appeals mechanisms and information about the implications 

of particular targets was rectified. The NUCPS also had the opportunity to participate 

in the strategic implementation of Quality Initiatives, which they did successfully in 

the case ofHM Land Registry (see TUC document on HRM, 1994). 

As regards empowerment, the former NUCPS Home Office Group stated that they felt 

.. empowerment .... is a rather ugly and unpleasant word representing the latest of 

imported human resource management concepts from the USA" (NUCPS, 1995:7) 

continuing that, in itself, the word does not mean anything: "the fundamental principle 

in commandeering these words or phrases appears to be that they must avoid ready 

defmition and interpretation" (1995: 7). However since the merger and the formation 

of PTC there has been little discussion at a national level of the various HRM 

initiatives. In April of 1997 the new, amalgamated union continued the sceptical 

involvement towards Performance Related Pay which had characterised its 

forefathers. The union remains opposed in principle to any pay system which 

incorporates performance measurement, yet it continues to fight for a fairer scheme. It 

is advocating the need for two changes to the present Civil Service system: a flatter 

distribution of awards between different box markings and a pay increase for those 

with unsatisfactory box markings at least equal to the underlying rate of inflation. As 

regards HRM initiatives, their approach could be summarised as one of sceptical 

engagement. The Union communicated to the researcher that their approach is 

"sceptical in the sense that we are well aware that often HRM can be used to 

undermine col\ective bargaining and effectively force staff into taking on more work. 

Empowerment for example can be used to increase workloads and expand 

responsibilities at no extra risk or cost to the employer, but with very little in the way 

of increased freedom or autonomy for the employee. Engagement in the sense that few 

of these techniques are inherently negative and union discussion and involvement in 

the introduction of new processes can result in positive benefits for staff' (Letter from 

PTe Research Officer, 15.7.97). 
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THE UNITS: Preston District 

Preston District Office is in the Lancashire and Cumbria Directorate and, as can be 

seen from Figure 2, covers an area up to Calder Vale in the North and down to 

Adlington in the South. 

FIGURE TWO: Preston District Map 
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The District provides local services to local people and, unusually, at Preston this 

occurs all under one roof after the merging of the Preston North and Preston South 

offices in 1991. The services it provides include income support, sickness, incapacity 

and flfst call pension enquiries (pensions are dealt with centrally at Newcastle). 

However, there are, in fact, two BA offices in Preston. The other handles income 

related benefits nationally, taking over this responsibility from the B1ackpoollNorcross 

unit. The Preston District Management Team consists of seven Higher Executive 
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Officers (BEOs) in charge of each command: Contributory Benefits; Customer 

Services, Income Support; Job Seekers Implementation; Social Fund; 

PersonnellResources; and a specialist command involving areas of computer support 

and security. This team works under the leadership of the District Manager and, his 

Deputy. The Preston District Office employs 297 staff. The requirement for staff has 

increased due to the introduction of the new benefit - Incapacity Benefit and the 

prospect of the new Job Seekers Allowance to be introduced in October 1996. The 

Job Seekers Allowance will also involve a merging of Employment Service and 

Benefits Agency staff. This is expected to produce some problems as the staff will 

have been exposed to very different cultures. The District office consists of a front 

desk which is open to the public, and backroom stations which process the claims. 

Contacts are made by phone, visits (either in the office or the peoples' homes), by post 

or in the form of the "One Stop" initiative. The "One Stop" initiative was introduced 

in order to achieve the customer service standards required by the Secretary of State. It 

enables customers to obtajn advice and information on all DSS benefits even if they 

are not dealt with at the District Office. 

Preston has a reputation as an innovative District amongst those who work in the 

Quality Team at Head Office, particularly since their merger and the advance of 

Quality. They have published a guide on communications "Getting The Message 

Across: The Importance Of Effective Communication" which states that 

flimplementing and maintaining good communications is a TOTAL ACTIVITY, 

involving us all" (sic.). This commitment is demonstrated in many ways: there are 

working groups for the LOI, LOll and AA grades; weekly management team meetings 

which any member of staff may attend; BA weekly (a national communication 

produced weekly by the Personnel Director at Central Services, Leeds); and two 

internal office papers, DOG which is more official and is produced every two to three 

months and The Barry Crier which is a more informal, sociable magazine published 

monthly. 
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Union Representation 

Two unions are represented at the Preston District - CPSA for the clerical grades and 

NUCPS for the executive. The District Manager stated that he kept vel)' little from the 

unions and that they had been kept informed of the empowerment process. The CPSA 

representative reiterated this, saying that representation is only at a local level and that 

generally the office runs vel)' well and that there are not any contentious issues. 

Indeed, he stated, "The Union's got quite a lot of members but, like I say, we're not a 

militant lot so everything just goes along normally". This emphasises the difference 

between local union practice and national union policy, for whilst the CPSA has a 

reputation as a militant, activist union, the local union representative expresses a 

rather apathetic stance towards the management initiatives. 

Achieving The Qualitv Award and Working Towards Empowerment 

In November 1993 Preston looked at the criteria identified in the Quality Framework 

and set up a BAQA focus group to baseline their performance and highlight areas of 

improvement. The Management Team then did the same and both scores were 

reconciled by a facilitator from the Customer Service branch of the Agency and 

confirmed by trainee validators from QUEST (the Quality Education Support Team): 

the final baseline score being agreed at 33 with a need to achieve 70 to win the award. 

This baselining process highlighted problem areas which were then worked upon. 

The District Manager stated that it was important to Preston as a district that they 

could see Quality in terms of measurable processes and could therefore see how they 

were improving. The District appointed a BAQA co-ordinator, who used the quality 

focus group to collate evidence on the various criteria and what could be done to meet 

award standard. Many things were already being done informally but it was necessary 

to document and structure them in order to meet the framework standards. 

In the summer of 1993 L01 s went on their Strand 2 training course, generally these 

were conducted in multi-disciplinary groups and involved a week away from the 

office in a local hotel. The workshops consisted of a number of activities which 

included completing and analysing the Learning Styles Questionnaire; a "Who 

Dunnit?" activity which involved teamworking; and a creative thinking exercise. At 

190 



the end of the week they were encouraged to invite members of the District 

Management Team to a review of what they had learnt. This could take whatever form 

the participants chose and whilst some made a video, others presented their learning 

points in the form of a play. One manager said that his group had based their play on 

A Christmas Carol by Charles Dickens, with BA Past ("tell and do" culture); Present 

("give it a try'') and Future (homeworking, empowerment etc.). Every member of the 

course had to take part in these reviews and so it also helped develop presentation 

skills in managers. All the AAs in Preston went on a training workshop, mostly with 

L02s and these generally took place over two days in the Preston Office. A year later, 

in August 1994 a booklet was produced and made accessible to all staff at Preston that 

detailed progress on the Quality Framework, and each of the twelve criteria, this was 

followed by bi-monthly updates (for example see Appendix K). Initiatives were held 

in all commands and departments to bring the performance up to award standard and, 

in January 1995, the QUEST team carried out a dummy validation which scored the 

District at 75. When the District had reached the Award standard, the staff were 

consulted as to whether they wanted to actually apply for the award, which they did. 

Hence, fmally they went for the real validation and achieved a score of 72- an award 

winning standard in April 1995. However, the validators report still highlighted 

opportunities for improvement (for full validation report see Appendix L) in the area 

of Organisational Culture: "during meetings it became clear to the Group that there 

was a tendency to emphasise grade rather than an individual's ability to 

contribute ... hierarchy seemed to be particularly important to some and communication 

appeared to be 'fudged' by selective over or under emphasis of particular facts". 

Overall, an acting HEO, who assisted in the co-ordination of the BAQA process, 

admitted that at fl1'St he was worried that the Quality Framework would become "a 

baby of a minority" but was pleasantly surprised by the number of people within the 

District who were fully involved and fully understanding of what the Framework was 

and what its objectives were. As for the benefit of the whole exercise, he explained 

that pride in a publicly owned organisation was difficult as it is so large and has "little 

street cred" but that the framework had, in his view, allowed the BA staff to be proud 

of what they had achieved and proud of working for Benefits Agency. 
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The Staff Perception Survey 

A Staff Perception Survey is conducted at Preston District each year, with the 

exception of 1996, the survey is designed and distributed by the staff at Preston and to 

collate, analyse and report on the results they commission external consultants such as 

BA Training Operations. The empowennent initiative, as previously stated, began at 

Preston in 1993, so by looking at the results of the 1994 and 1995 Surveys, an 

overview of the present attitudes amongst Preston District staff can be obtained. The 

Questionnaire which was of a similar fonnat in both years (see Appendix M), had a 

total of 207 respondents in 1994 giving a response rate of 70.4% and a total of 229 

respondents in 1995 (82%). The results of The Staff Perception Survey are presented 

overall and then broken down by grade and command (however, due to the constantly 

changing structure of the commands, these breakdowns are not shown here). Table 9 

and Graph 1, below, show the percentage of people from each Grade that agreed with 

selected statements which the researcher considered relevant to the empowennent 

initiative. 

Table 9 shows that positive perceptions of the organisation decrease as one moves 

down the grade structure. In 1994, the management team, not surprisingly, all 

indicated that they were 100% positive as regards the statements. However, 

interestingly in 1995 there appeared to be some dissatisfaction amongst this grade 

regarding lack of feedback, involvement in decision making and being listened to. 

This general confidence fell to about 70-80% amongst LOls in 1994 and again there 

was a pattern showing an increase in dissatisfaction during 1995 but in the case of 

LO Is, this dissatisfaction increased on all questions selected. L025 and AA5 were 

likely to be more dissatisfied, in general, than either LO Is or HEOs with the exception 

of the usefulness of working parties and liaison groups and regarding the question "I 

have all the information 1 need to do my job well". Again, with the exception of a few 

statements, dissatisfaction seemed to have increased in 1995. 
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TABLE NINE: Those who agreed with selected statements broken down by Grade 
over a two year period: 1994·1995. 

HEO LOI L02 & AA· 

Selection Of Questions Posed 1994 1995 1994 1995 1994 

My views on important matters are passed upwards lOO lOO 97 82 71 

by my manager 

I have all the infonnation I need to do my job well lOO lOO 81 77 75 

I am encouraged to be honest, ask questions and lOO lOO 92 90 86 

come up with new ideas 

I don't speak up because no one listens to my 0 17 3 18 10 

opinions 

I am involved in decision making 100 83 92 82 50 

I get positive feedback on any ideas or suggestions 100 83 92 79 69 

that I do make 

Questions that 1 raise rarely get an answer 0 0 2.7 21 10 

I feel I have personal responsibility for, and control lOO lOO 95 84 83 

over my job 

I am aware of the broad aims and visions of the 100 100 lOO 97 90 

organization, what goals we are working towards 

I receive infonnation about BA other than that 100 100 97 95 85 

directly concemed with my own job 

Working partieslliaison groups are useful to lOO 100 92 80 86 

analyse problems and recommend improvements 

Working partieslliaison groups enable staff to put 100 100 92 79 82 

forward views on certain key issues 

• In 199.5 L02 and AA results were calculated separately. The average is given in these circumstances. 

As well as the general statements listed under the heading "About The Organisation", 

above, a new statement was added to the Survey in 1994: "Regarding Empowerment· 

the training received has made me aware of the meaning of empowerment and the 

responsibilities it brings". The overall percentage of staff who agreed with this 

statement was 85.5% in 1994 and 93% in 1995, although the mention of training did 

not occur in the 1995 statement. Graph One, below, shows a graphic comparison of 

agreement with this statement between grades for the years 1994 and 1995. 
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GRAPH ONE: Those who agreed with Empowerment statement broken down by 
Grade 1994 ·1995 

1994 1995 
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Graph 1, showing the breakdown in terms of Grade, demonstrates a slightly different 

pattern than in Table 9. Whilst the positive perceptions again decrease as one moves 

down the hierarchy (except in 1995 where HEOs and LOls both report 100% 

agreement), the satisfaction appears to have increased during 1995. The greatest 

increase in satisfaction regarding empowerment appears to have occurred at the LOl 

level, with an increase from 92 to 100%. However, it must be noted that the 

percentages are all very high, and the disparity between Grades is low, which is 

particularly encouraging for the empowerment initiative. 

THE UNITS: North Leicestershire 

North Leicestershire is in the East Midlands Directorate and, as can be seen from 

Figure 3, covers an area up to Castle Donnington and Bottesford in the North and 

down to north Leicester and Uppingham in the South. The area covered by the District 

is approximately 600 square miles and it encompasses multi-cultural inner city areas 

and remote rural locations. 
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FIGURE THREE: North Leicestershire District Map 

The District, like Preston, provides local services to local people and has two main 

offices: Yeoman Street, Leicester and Loughborough and caller offices in Coalville, 

Melton Mowbray and Oakham which are manned by staff from the two main offices. 

The development of the Agency in 1991 involved a lot of forced marriages between 

units and this had caused some problems with the Loughborough office which came 

under the single management structure based at Yeoman Street. The services the 

District provides include customer care, social fund, quality assurance, pension 

enquiries, income support, incapacity and disability benefit and job seekers allowance. 

The North Leicestershire District Management Team consists of the District Manager, 

his deputy, and 9 HEOs responsible for the different commands. The District employs 

312 staffbut has suffered from high stafftumover and rising work loads in the recent 

past. Like Preston, North Leicestershire has experienced turbulence in introducing the 

new Incapacity Benefit and Job Seekers Allowance with the accompanying increased 

workloads and new computer systems involved. All the offices in North Leicestershire 

nave a front desk that is open to the public, and in Loughborough and Leicester there 
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are backroom stations that process the claims. However, in Loughborough, the 

number of services provided is smaller, for example it does not process new claims or 

have a customer care unit. Unlike Preston, North Leicestershire is organized on a co

location basis, that is claims are dealt with alphabetically rather than by their type of 

benefit. 

Staff development is of increasing importance to North Leicestershire. The staff are 

currently involved in a number of development activities such as job shadowing, 

mentoring, NVQs etc. Many people have designed their own Personal Development 

Plans and the lowest grades (AAs) are being trained on all benefits wherever it is 

"feasible". Staff of all grades are invited to attend District Management Team 

meetings, as in Preston, and HEOILOl meetings. Non-managerial meetings are also 

held both across disciplines and within commands and these are chaired by non

managers as well. Deputising or "acting up" to a higher grade are also encouraged at 

Leicester and they note that "staff value the invitation to deputise to higher grades" 

(North Leicestershire District Quality Framework Application, 1996). The 

effectiveness of communications is increased by a monthly informal magazine (A6 

Link) and a monthly Quality newsletter. The A6 magazine in particular is used as a 

vehicle to promote awareness of current issues within the District. 

Union Representation 

Three unions are recognised at North Leicestershire: NUCPS for the executives and 

CPSA and PTC for the employees. It appears that the unions are stronger at 

Leicestershire than Preston. Indeed the District Manager emphasised the strength of 

the unions, stating that, as far as he knew, they were the most active BA unions in the 

countly. In 1990, he explained, the office was on strike for 7 months due to the 

reduction in staffmg levels following the introduction of mainstream computers. He 

stated that he believed this baggage remains but that, despite this, the unions had not 

actively resisted empowerment. After access to North Leicestershire had been 

negotiated union representatives asked to meet with me, a request not made in Preston. 

The representatives stated that they, and the workers they represent, felt a great deal of 

suspicion towards the Quality Framework and empowerment. They stated that the 
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work has been downgraded and that management are trying to use empowerment to 

get round the power of the Unions. This is occurring because proposals are not going 

to the Unions and through the Whitley Council as they once did but are now being 

discussed with the employees directly. However, one of the representatives stated that 

he believed the empowerment process was turning full circle in that, if it was 

originally implemented to avoid the involvement of unions by allowing staff to have 

input directly, it had failed in giving workers this autonomy and/or participation and 

had pushed people back behind the unions to fight for their cause. Indeed, towards the 

end of the research period, members of North Leicestershire called for a strike to 

protest against the new benefits being introduced, reiterating the strength of the 

Unions in this District. 

The Move Towards Qualitv and Empowerment 

Unlike Preston, North Leicestershire had not achieved the BA Quality Award status 

during the research period but had been awarded Chartermark (which they were 

nominated for by their customers) and were applying for Investors in People. 

Although the baselining score for BAQA had been reached in 1994, the quality 

process failed at this stage due to staff shortages and the absence of the District 

Manager for long periods due to sickness and previous commitments. Hence, North 

Leicestershire had experienced a difficult start to the Quality Framework and 

empowerment. 

Strand 2 training began in North Leicestershire in August 1993. Six delegates from 

the District attended an Area conference where a discussion was held about 

empowerment. the idea behind this conference was for a selective number of people to 

attend and take on board the initiatives discussed in order to spread the ideas on their 

return to the office. In September 1993, the REO Training and Development group 

met to discuss with staff the critical comments they had made about the REO grade. In 

the minutes it was recorded that the staff, "recognised fully that whilst many staff and 

many HEOs were comfortable with the empowerment process, many others were not. 

The pivotal role of the REO grade was recognised, however, and the fact that a 

number of REOs seemed to have difficulties with empowerment was, in their view, a 
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major block on progress" (Internal Minutes, 1993). During this meeting HEOs 

discussed with staffhow they might change their behaviours and again it was recorded 

that, "During the ensuing discussion, it was immediately recognised that many staff 

had little understanding of empowerment. Many staff felt under continual pressure and 

that they only had time to get their own work done and not take on extra 

responsibilities. A block existed at HEO level with some members of the grade 

apparently believing that they had empowered their staff when in reality they had done 

no such thing. It was felt that the understanding of empowerment could only come 

from actually experiencing it and this in turn should lead to the process of 'letting go'" 

(Internal Minutes, 1993). There also emerged a belief that BAMT (The Benefits 

Agency Management Team) were rushing the culture change through too quickly with 

the result that Districts had not fully perceived or understood the purpose behind it. In 

conclusion it was felt that HEOs needed to clarify a number of issues, amongst these 

were the meaning and implications of empowerment and the role of staff within an 

empowered environment. 

Following these initial discussions, HEOs and SEOs from the Area attended a training 

day led by a Human Resource Consultant in November 1993. The training consisted 

of brainstorming; role plays; and feedback sessions on the issue of empowerment and 

how it might be operationalised in the East Midlands Area. Feedback from the 

consultant who led the sessions suggested that concerns were raised about letting go, 

confusion over what empowerment really meant and beliefs that it was just a cost

cutting, brainwashing exercise. On 2nd! 3rd February 1994, twelve multi-disciplinary 

LOls from the Yeoman Street and Loughborough Offices met at a hotel to discuss the 

issues of empowerment. The group reached the consensus that ''the role of the District 

Office REO is critical to achieving success and coping with the demands of work in a 

changing, front-line Public Service Agency" (Internal Communication, 1994). All of 

those present formulated a group objective "to influence the process of 

EMPOWERMENT and COMMUNICATION within Leicester North District" 

(Internal Communication, 1994). They felt that this was best achieved through open 

communication, honesty, collaboration and trust particularly between themselves and 

the REOs. In January 1994, L02s attended a Development Day in a local hotel. Part 
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of this day was devoted to Strand 2. This development day emerged as a result of the 

LOls being "keen and insistent" (Internal Communication, 1994b) that an event was 

arranged because they perceived that it was "of vital importance to give the L02 

delegates an opportunity to listen and think about the very real changes that are 

happening to us all at the Benefits Agency" (Internal Communication, 1994b). During 

this training several different interpretations of empowerment were discussed (see 

Appendix N). These included: trying new ideas without fear of failure/retribution; 

receiving the support of all levels; taking on responsibilities that staff are not 

recognised for; and passing the buck. The training also identified barriers to 

empowerment (see Appendix 0), including: conflict of interests; lack of resources; too 

much change at once; and worse service. Some AAs were trained in North 

Leicestershire which involved discussions with their LOts about what they required 

and expected from empowerment. However, due to the funds allocation and the fact 

that LO ts had to put bids in to get funding for the training, some AAs received no 

formal empowerment training of any kind. 

Since mid 1995, North Leicestershire has worked towards the Quality Framework and 

fmally achieved Award status in March 1997, after the research period had ended. 

Unlike Preston, empowerment was introduced totally independently of the Quality 

Framework in North Leicestershire but there is a perception that the qualities of 

empowerment have been reignited and strengthened by the Core Values of the 

framework. Unfortunately, the Staff Perception Survey for North Leicestershire was 

not made available to the researcher so comparisons across grades and between 

organizations can not be made. 

PART TWO: British Telecommunications Plc. 

INTRODUCTION 

This section looks at the development of BT from its beginnings in the Post Office to 

the modem, international organization which it is today. It examines the structure, 
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purpose, characteristics and the current issues which face the organization and its 

Personal Communications Division which fonns the focus of the research. Moreover, 

it looks at the development of quality within the organization and examines how and 

why it iotroduced its empowennent policy: ' .. for a better life '. The chapter then looks 

at the two Directorates under study: Marketiog and Payphones and progresses the way 

io which they have reacted to '.for a better life '. 

THE ORGANIZATION 

British Telecommunications plc. began life as part of the Post Office io the. second 

decade of this century. However, as demand for telecommunications grew, the Post 

Office could no longer cope with the telecommunications side of its operation and io 

October 1969, what was to become BT, ceased to be a government department and 

became a state iodustty. An act of parliament io 1981 established BT as a busioess in 

its own right and provided an environment for a steady build up of market 

competition. Then, io 1984, The Telecommunications Act removed the vestiges of the 

company's previous monopoly rights and created Oftel (The Office of 

Telecommunications) which regulates the now liberalised market. BT's privatisation 

io late 1984 was the largest public offeriog ever made and 2.3 million bids were 

submitted for share options. This overhaul io the ownership and market position of the 

organization was a catalyst for change, as laio Vallance, the Chairman of BT wrote, 

"Here was both a challenge and the great opportunity we needed to rid our busioess of 

so many outdated customs and practices, to focus upon the needs of our customers 

rather than upon our own iotemal admioistrative convenience, to enter new home and 

overseas markets, and to take full advantage of the many varyiog demands for what 

we could offer, now that we had the promise of greater freedom to do so" (Vallance, 

1991: 100). The privatisation also allowed employees of BT to own a stake io their 

organization, iodeed 96% of the eligible 238,000 employees accepted allocations of 

free shares and almost 80% put io their own money for shares. Present data on the 

number of employees owniog shares is, unfortunately, not available as this would 

have given a good iodication of the possible 'culture change' withio BT sioce 

privatisation. The major changes io BT's ownership status have failed, however, to 

have as much effect as the accompanyiog development of the market - liberalisation -
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which has already resulted in some erosion of BT's market share, although it still 

holds a practical monopoly in some market sectors. This has driven a real need for 

change in order to maintain as much of the current market as possible and to pre-empt 

the future market in order to maximise their position within that. This is highlighted 

by BT's move towards becoming a global player after the recent proposed merger 

withMCI. 

BT (no longer British Telecom) is the 33rd biggest company in the world and is 

separated into three units which address their different market places: the Global 

division which directs itself overseas concentrating on mergers and acquisitions; 

National Business Communications, which is a UK based business selling products to 

companies and drawing up loyalty for future business; and Personal Communications. 

These divisions are supported by a number of units including Worldwide Networks 

which brings together responsibility for BT's UK and international networks. In 1996 

BT reported that it served 21 million customers and employed 130,000 people, 

100,000 less than it did in 1991. On November 3rd 1996, BT announced their 

proposed merger agreement with MCI which aims to create a premier global company 

which is well positioned to take advantage of the rapidly growing telecommunications 

industry. The new company will be called Concert plc and will have headquarters in 

London and Washington D.e. although it will still operate under the brand names of 

BT and MC! in the UK and USA respectively. BT is a founder member of the 

European Foundation for Quality Management and has applied the Business 

Excellence Model since it was developed in 1992; BT became a European Quality 

Award Prize Winner in November 1996. The company "was praised by the assessors 

for our long term commitment to total quality mauagement, our well-defmed human 

resources policy and our positive impact on society" (BT, 1997:3). 

The Personal Communications (PC) division, on which this research is based, 

concentrates on personal market places and is responsible for the provision of all 

personal telecommunications products and services marketed by BT in the UK. The 

current organization ofBTPC was formed in December 1993, when the engineering 

element, which had previously been part of pe, was incorporated into BT Worldwide 
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Networks. The Division is specifically focused on Customer Service, Marketing and 

Sales - although there is still an engineering element, mainly in Payphones. It is 

important that BT identify what future consumers will want and provide this to them 

quicker and in a better form than their competitors. The fact that the liberalised market 

has led to relatively uniform prices, means that BT must develop its customer service 

and marketing dimensions in order to differentiate themselves on the basis of quality 

and excellence. In this sense, whilst the Benefits Agency chose to change their 

terminology from "claimants" to "customers" to give staff a more customer focus, the 

change in BT from "subs" to "customers" more accurately reflected the company's 

change in status within the market place. Indeed, the onset of competition has led to 

BT shifting their image from one of an engineering company to one of a competitive 

marketing and sales organization. 

The Personal Communications Division acts like its own distinct organisation, it has 

its own vision and mission and its own Managing Director, Stafford Taylor .. The 

Managing Director is supported by 8 Directors, each in charge of their own 

Directorate with a number of "Direct Reports" below them. The PC Directorates are: 

Marketing; Customer Services; Consumer products and Retail; Cellnet; Finance; BT 

Mobile; Payphones; Card Services; and Personnel. However, the recent re

organization of the PC Marketing function means that Stafford Taylor is now, 

effectively, the Director of that function (see THE UNITS - Marketing, below). The 

senior management team is supported by two quality councils. The first, the PC 

Quality Council, concentrates on the residential service-based business areas of the 

division whilst the second, the Away From Base Quality Council, is concerned with 

the interests of the consumer on the move. Membership of these Quality Councils is 

by the personal invitation of Stafford Taylor. As can be seen from the Directorate 

names, BTPC has a broadly functional structure but, for example, Payphones, BT 

Mobile and Cellnet (presently owned by BT and Securicor, although BT are making a 

bid for Securicor's 40% stake) are run like separate business units with their own 

Finance and Personnel departments. As of 1st April 1996, BTPC employed 17,024 

"full time equivalent" employees and a further 5,846 "full time equivalent" agency 

202 



staffwho are employed mainly in Operator Services and Tele-Marketing. Employees 

at BT are represented by one main union the Communication Workers Union (CWU). 

Mission 

The mission ofBT's Personal Communications division (BTPC) is: 

To help our customers communicate better to improve the quality of their lives and 

enhance shareholder value. We do this through teams of highly motivated and weIl 

trained people who: 

• Give excellent customer service 

· Stimulate market growth 

· Continually improve the way we do things 

Vision 

To make BT the first choice for communications and a source of national pride. 

QUALITY IN BT 

Throughout the 1980s and 1990s liberalisation and the effects of privatisation caused 

a need for devolution and decentralisation of management, which lain Vallance stated 

were "very much the watchwords" and he continued, ''we sought to eliminate our 

middle tier of regional administration, to push decision making and managerial 

responsibility down the line, and to give our field managers full control over, and 

accountability for all the fmancial, engineering, technical and human resources which 

they so desperately needed, within a cohesive national framework, to do the best 

possible job for their customers" (1991: 101). BTs specific interest in Quality began 

in 1986 when it instigated the BTUK survey of employee communications as it 

became aware that "it had to change the age-old, inflexible rules and traditions about 

working, to be more responsive to customers, to bring in Total Quality Management" 

(Foy, 1994: 206). The results of the survey were fed back in a rather complicated 400 

page document to each District General Manager (BT was still regionalised at this 

stage, a vestige of its Civil Service days) and it was decided that consultants should be 

assigned to various parts of the country to help interpret the fmdings. 
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Nancy Foy was one of these consultants and she was assigned to Edinburgh District, 

she wrote that "It was an exciting time throughout the company. The will to change 

was strong, but not yet directed through a single leading edge. A consultant friend 

remarked that headquarters was going through a phase of matrix management: 'And at 

every intersection, there's some enterprising soul pushing out a new culture change 

programme'" (Foy, 1994: 208). She recognised that there were problems at the middle 

management level and stated that many of those managers interviewed swore that they 

spoke to their people every day but admitted that they had difficulty, "They still felt 

very exposed when people asked questions they could not answer. They said: 'Nobody 

ever tells us anything'. Their meetings tended to be stilted, one way. One said: 'you 

know, we've never had any experience at this. We aren't sure how to do it'" (1994: 

211). 

Foy and her fellow consultants worked to overcome these difficulties and increase 

face-to-face contact between managers and employees. Yet, despite this valued work 

on employee communications the 1987 strike and negative press publicity created real 

problems oflow employee morale. The management board had to come up with ways 

of improving this situation and they did this by directing resources to two major 

problems that were tarnishing the organization'S image, "at a time when all other parts 

of the company were slimming," wrote Foy, ''they hired extra people to help cope with 

payphone repair and maintenance, and cutting installation waiting lists. I believe that 

these decisions were an important turning-point towards empowerment for many BT 

people. As criticism receded a little, employees began to perceive that the company 

could, indeed, manage itself proactively and act decisively. They began to see that 

their supertanker could turn" (1994: 222). Yet, the optimism expressed in this quote 

by Foy must be treated with some caution in the lack of employee evidence to support 

or refute this. 

In 1991, Project Sovereign involved a large reorganisation and change of image for 

BT_ The semi-autonomous regional structure was scrapped, the workforce was 

streamlined and this was accompanied by several policies which sought to improve 

204 



communications and efficiency within the organisation. In lain ValIance's view, 

"Project Sovereign is enabling us to focus much faster and more sharply on widely 

differing needs, to take decisions on them more quickly and cost-effectively, and to 

satislY them in a fast, flexible and quality way" (1991:109). "Involving Everyone", a 

human resource policy accompanying Project Sovereign, sought to educate and 

involve some 200,000 BT employees in Total Quality and Continuous Improvement. 

The objectives were to get all staff to share and understand the company's values and 

goals and to work towards continuous improvement for the satisfaction of customers 

through the use of Quality Improvement Teams. Although this sounds rather like 

some empowerment policies, BT recognise the difference between the involvement 

programme where the idea was to tackle the problem as part of a team in a more 

reactive sense and the development of their new policy ' .. for a better life' which 

seeks to make people proactive by giving them personal ownership. Whilst the first 

programme added quality procedures and activities to employees' present jobs, the 

new project seeks to change the entire way in which people think about themselves 

and the way they work. In 199411995 BTPC achieved IS09001 registration and they 

were awarded "Investors in People" in late 1996. Like The Benefits Agency, BTPC 

will be measuring themselves against the European Quality Award in 1996/1997. 

Alongside •... for a better life', Personal Communications is committed to the 

"Breakout" project spearheaded by Michael Hepher, the Group Managing Director of 

BT plc, which has been designed to get rid of outposts of resistance which remain 

following BT's various re-engineering activities. These attempts to reduce resistance 

within the organization, and the various BPR-type overhauls in structure and process 

since privatization, suggest that Br is now projecting a highly unitarist image, in stark 

contrast to the pluralist organization which existed in its days as a Public company. 

Personal Communications are planning to implement a range of initiatives under this 

banner, designed to improve the effectiveness of the organization, during 1997. 

• ... fOr a better life ' 

With the set up of BT Personal Communications came a new Managing Director -

Stafford Taylor who declared that he was frustrated by the difficulty and delay in 

getting things done, he wanted all employees to take personal ownership of their work 
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rather than always seeking the approval of superiors - this, he called, the "own, do and 

decide" culture which he hoped would replace the status driven hierarchy that was an 

inheritance of BT's civil service background. Stafford Taylor stated his intention to 

develop a culture where there would be a "burning sense of energy" to get things 

done. Despite a conunitment to change the culture, it was also acknowledged that 

there was a need to perform a uniform service throughout the country which forced 

people to do things a particular way and, therefore, left restricted room for discretion. 

To overcome this it was concluded that the management must take on a new role: one 

of supporting the organisation not driving it. ' . .for a better life' was launched in 

November 1994 and is an internal campaign to help BT staff adopt new behaviours 

and ways of working that allow them to meet the new climate within which they work. 

The objective of ' .. for a better life' is to fully involve all PC staff in participating in 

the PC vision and mission, further conveying the organization's image of shared 

interests and unitarism. It is a philosophy rather than a structured programme which, 

BT senior management hope will change the way BT staff treat each other and their 

customers. The policy is based on the exercising of the four key behaviours: 

instinctively knowing how to contribute to the success of BT; taking personal 

ownership for customer requirements; taking considered risks to delight the customer 

and taking decisive action on behalf of the customer. These behaviours have been 

targeted by the activities which constitute the training process (discussed below). An 

internal training document sets out how these behaviours tie in to the organization's 

objectives: 

"Before we can act on behalf of the customer, everyone in PC has to instinctively 

know how they contribute to the success of BT. This enables all other actions to take 

place, and we will make certain that each of us is clear exactly how our contribution 

helps achieve the objectives of the division. 

People have to take personal ownership for customer requirements. This means 

knowing what we do and do not own and who are customer is, and then becoming 

champions for that customer within BT. 

Take considered risks to delight the customer, and not suffer in consequence. All 

business decisions involve an element of risk. We should alter the balance of decision 
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making towards the customer requirements and away from inaction. The worst 

decision is no decision. 

Finally, take decisive action on behalf of the customer. This implies a sense of 

urgency, but is not the same as activity or interference. Think what has to be done. 

Think what it looks like from the customer's point of view. Think about the 

intervening steps to achieve that. And then do it!" (Internal Document, 1996) 

The project is supported by the Corporate Scorecard which provides a framework for 

translating strategy into operational terms (see Appendix P) and identifies the four key 

areas the Division are focusing on. In particular it relates to the Climate For Action 

dimension which includes issues of ownership, decisiveness etc. and focuses on the 

strategic importance of employees. To support the ' .. for a better life' initiative, a 

Project Team was set up to co-ordinate the various activities and resources needed for 

it to run effectively. The team is based in the Personnel Directorate at Westside, the 

PC Head Office, and invites people to get involved with 'oofor a better life' through its 

newsletter. 

The development of 'oofor a better life' was overseen by the Managing Director, 

Stafford Taylor and Bob Mason, the Personnel Director. The project manager was 

Mike Young, one of Bob Mason's direct reports, and he was responsible for designing 

and launching the 'oofor a better life' initiative. The programme was designed to 

consist of initiatives which were short term with immediate impact, medium term and 

long term. It was designed to run in parallel with a similar project directed at the 

customer - "It's Good To Talk". The image conveyed by both projects is that, in some 

way, BT can make their customers, both internal (i.e. employees) and external, 

happier. The Project Manager of 'oofor a better life' was the researcher's initial 

contact point within BT. He shared his thoughts regarding anticipated problems with 

empowerment and outlined the overriding objectives of the project. Firstly, he stated 

that although constraints must be removed to give employees more discretion, there is 

still a need to provide a standardised and excellent service. BT reconcile this by 

removing unnecessary constraints but maintaining a certain amount of control on more 

important issues. Secondly, he continued, there is a resistance to use the term 
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"empowennent" within the organization as employees, who are more than aware of 

recent reductions of the workforce, may feel a certain amount of cynicism. Although 

most of this reduction has been achieved through voluntary means (Le. natural 

wastage and recruitment cut-backs), there is still an amount of insecurity and a lack of 

commitment from employees. Indeed, the manager said many employees look, not for 

reasons to stay, but for the best time to leave. The psychological effects of being a 

"survivor" and a lack of belief in their long-tenn job prospects means that employees 

require a surge of confidence: hence the introduction of ' .. for a better life '. In this 

way, then, the introduction of the empowennent initiative was directed at changing 

. employees' values and attitudes as a response to the demoralisation caused by 

redundancies. The third problem which the project manager anticipated was from the 

management. Managers' behaviour, he stated, is critical: they must not only delegate 

but support employees so that the latter feel capable of making their own decisions 

and taking personal ownership of their actions. A climate should be created where 

people believe that how they behave counts not authority. This does not mean, he 

assured, that it should allow for reckless behaviour but that support should be there to 

allow a frame of reference to develop within which everyone uses their own 

discretion. 

Training 

The ' .. for a better life' project was first introduced to the managers in order to gain 

support for the policy from the top. It was introduced in November 1994 by a series of 

events which were attended and personally supported by the Managing Director. 

Frank Dick, a highly respected athletic coach, was employed by BT as a consultant at 

this stage which reflected their desire to create coaches rather than hierarchical 

managers. A small group (about 30) of management volunteers from BTPC became 

"better life" coaches and got involved in ' .. for a better life' from early on in its 

development. They met with Frank Dick and had a 2/3 day course which explained to 

them the nature of the training event to be held for all managers and what was 

expected of them as a coach. At this stage they had the opportunity to offer ideas, 

based on their experiences as managers, as to what would work and what wouldn't on 

the training days. It was then the coaches' jobs to roll out ' .. for a better lifo' to all the 
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managers within Personal Communications in the form of workshops. The sporting 

analogies continued with the naming of these workshops as "management workouts". 

These consisted of mostly physical activities which promoted the importance of 

teamwork and coaching methods. They were also accompanied by a training video in 

which Mr Dicks compared the running of BT to a team sport which was adopting a 

new "game plan". The video consisted of three main sections: The Game Plan; Cops 

To Coaches; and The Risk of Winning. 

The Game Plan 

The new game plan was described by Mr Dicks as, "instead of looking into the stand 

to see what the manager or the coach has to say to deal with this or that problem out 

here in the arena, we own the problem and the solution and we deliver it". The video 

likened Personal Communications to a sports team which Mr Dicks called BTPC and 

he stated that the baJl used in the sport was similar to "a business opportunity", the 

idea being that if you pass the ball you do not give away the responsibility, you move 

on to a new level constantly seeking ways in which your team can have the advantage. 

The video acknowledged that learning new techniques was uncomfortable, but that 

due to the fact that there were now lots of other competitors in the sports arena 

(telecoms market) the team's game plan had to change. Mr Dicks stated on the video 

that "when change comes along it's an opportunity, you can say 'let's not', you can 

say 'wait and see' or you can say 'let's go'''. The differentiation was made between 

"valley people" and "mountain people", The valley people, Mr Dicks said, were those 

who used words such as ''would of', "could of' and "should of' and who were afraid 

to lose, whilst the latter were those for whom "the horizon is not the limit". One of the 

better analogies that was used was that of a relay race where there is a great deal of 

trust put in everyone involved, "the second runner never looks back, he trusts the 

incoming runner". Mr Dicks stated that for business, as in sport, there are three 

qualities which make a winner: wanting to win; believing you can win; and persisting 

until you do win". 

209 



Cops To Coaches 

The video listed three qualities which would help managers move "from cops to 

coaches": "to do the job you were accepted to do to the best of your ability; to accept 

responsibility for your own development; and to develop other people to do their jobs 

even better still". It promoted managers as "coaches" whose job it was to make sure 

that staff are set realistic but challenging targets. Mr Dicks stated that it was important 

that "people understand what their skills are" and that, with a managers belief and 

commitment, people will start to do things instinctively. The video argued that "it is 

not a coach's job to control people and to push people into shape, it is a coaches job to 

get the best out of the athletes" and advocated four development styles of 

management: directing; coaching; supporting; counselling and discussed how these 

might be applied: 

Directing: Setting down the framework 

Coaching: Motivation is likely to go down at this stage, encourage your athletes 

Supporting: Athletes begin to take over and believe that they can achieve, support 

them 

Counselling: Be there when your athletes need you. 

Again the video acknowledged the inevitability of resistance, "no matter how exciting 

change might be, it can frighten people; for some it may even make them resistant, but 

nobody said it was going to be easy". 

The Risk of Winning 

This section emphasises that there is no risk of losing with the new game plan, just the 

risk of winning. Frank Dick quoted George Bemard Shaw in order to emphasise the 

attitude which BT staff should have, "Some men see things as they really are and ask 

why, I dream of things that never were and ask, why not?". Despite this, the video 

states that BT is not advocating carelessness and that any risks should be "considered 

risks". Finally, Frank Dick stated that there was no way back, that the old game plan 

did not exist any more, and that, "now you've started coaching, you can't stop. 

Because, you see, what you think is a destination now will simply become a milestone 

and for every milestone you pass, you go on to the next and to the next. You celebrate 

with your team and with the individuals in your team every milestone that you pass". 
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After their ''workouts'' the managers went back to their department and repeated 

similar exercises with their own tearns. The fIrst ' .. for a better life' newsletter 

(Appendix Q) describes how some of these took form. They tended to involve a 

number of different exercises which were aimed at bringing out the key behaviours 

which ' .. for a better life' advocates. For example in two of the workouts described in 

the newsletter, staff had to guide each other blindfolded through an obstacle course 

which helped them see the importance of coaching and considered risks. Another 

theme was the writing of bad behaviours, which were seen to exist in the organization 

(i.e. an out of date procedure or way of working) on balloons and then bursting them. 

Staff were encouraged, with the help of their managers, to draw up a "fItness plan" to 

focus on actions for the future and ways of demonstrating the key behaviours. It was 

important that every manager designed a team workout which was applicable to their 

team and which highlighted how the ' .. for a better life' behaviours could be applied 

in their day-to-day work. 

Since the training, a number of follow up activities have been organized to maintain 

the profIle of the initiative. There have been a number of competitions including 

" .. .it's time for a better life", "Write Now" and "Images". The latter was a competition 

whereby the employees designed videos to illustrate how ' . .for a better life' has 

affected their job and their department. The best ten storyboards were given the 

opportunity to make short fIlms, the videoing of which acted as a good teamwork 

exercise, and these culminated in an Images "Oscar-like" ceremony held at the 

BAFTA building in London. The video storylines included one where a girl was hit by 

a lorry while using a phone box and, whilst the BT engineer was refItting the 

phonebox, he went to see the girl, giving her some flowers and a phonecard so she 

would not be put off using the payphone in futnre. He also asked the girl if she would 

do some PR shots so it brought publicity to BT at the same time. Another storyline 

was called "Dreaming Reality" and it started out in black and white where people 

were working like robots in the operator services offices. One of the operators 

suddenly decided to be nice to the customer and sort out all the problems with the 

engineers etc. herself, the fIlm is suddenly in colour and everyone is happier with the 
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girl stating "Dream It, Reach It, Live It - A Better Life" Again this event was strongly 

supported by Stafford Taylor and the senior management team and a follow up: 

"Images 2" was held in late 1996. 

Alongside this, employees have attended customer service training courses relating to 

how to sell successfully and interact with customers and 1 in 8 people within Personal 

Communications have made individual or team pledges. The pledges are statements 

made by individuals or teams which outline how they are going to put the ' .. for a 

better life' behaviours into practice in order to make a better working life for 

themselves and their customers. Anybody who submits a pledge receives a printed 

copy of it which is signed by Stafford Taylor so that it can be placed on their desk or 

in their work space, this also enters them into the Better Life Club and they receive a 

badge to prove they are members. In May 1996, the senior management team held an 

"Action Month". Senior teams identified a business challenge for their part of 

Personal Communications and called on line managers to adopt behaviours to meet 

the challenges set and to lead and enthuse their teams about the Action Month. The 

month began with a distribution of merchandise to every employee within Personal 

Communications in order to raise the profile of ' . .for a better life'. The pack 

contained stickers, a pen, a key ring, a tax disc holder, a fridge magnet, a giant paper 

clip and a mug coaster; each was decorated in blue and yellow with a big sun (the logo 

of ' .. for a better life). Each team were also sent bunting, posters and a mouse mat to 

use in the office. Managers were asked to hold a team briefmg to launch the Action 

Month and to discuss their Directorate's challenge with their team. As a team, they 

then had to come up with ways in which they could achieve that challenge. The 

researcher observed one of these team briefmgs in the Payphones Directorate and the 

meeting generally consisted of a brainstorming session directed at why they did not 

think they were meeting their serviceability targets. Although they felt many of the 

reasons were beyond their control, they came up with three issues which they felt they 

could do something about and which they considered most important. Then the 

manager helped them to design a way in which these problems could be overcome. 

Many members of the team briefing which the researcher attended seemed enthused 

by the fact their views were welcomed and one person, having taken on personal 
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ownership of drawing up a map of the payphone area covered said, "I've got it now, 

this 'better life', I'll take ownership of that n. 

Employee Perception Survey 

Personal Communications' annual employee perception survey is called the "CARE 

survey" (Communications and Attitude Research for Employees). It is used as a guide 

by managers as to how committed and motivated their teams are. Some general 

questions on satisfaction and motivation are shown in Table 10 below. The percentage 

of positive responses ("strongly agree" or "agree") are shown for each Directorate and 

compared to the results of the Personal Communications Division and the whole of 

BT. Results for the Card Services and Mobile Directorates are not shown as they were 

not originally involved in the ' .. for a better life' roll-out. Additionally, since 1995, the 

Directorates (particularly Marketing) have changed their structure and, hence, the 

categories do not necessarily match the present directorates. However, the researcher 

chose the units for research on the basis of the 1995 CARE survey, and so it is these 

results which are shown. 

From Table Ten, below it can be seen that the Personal Communications Division 

gave considerably more positive responses to the statements listed than the rest of BT. 

Indeed, this is the trend throughout the CARE survey and Stafford Taylor advocates 

that these differences are largely down to the success of ' .. for a better life' which has 

only been introduced in PC (although the other two Divisions are considering its 

merits). Within the Personal Communications Division itself, Personnel shows the 

most positive feedback in 6 of the 7 statements shown below. However, it should be 

noted that the number of questionnaires from Personnel was very low in comparison 

to the other Directorates (56 compared to over 1000 in each of the other Directorates). 

Employees in Marketing report being the least satisfied in their jobs (57%) and were 

least likely to report that their managers managed their people well (56%). In 

Customer Services, employees were the least likely to be: motivated in their work 

(50%): proud of working for BT (44%); and to feel that they are kept informed about 

what is going on (46%). The nature of customer service work, dealing with complaints 

in a customer facing department, may explain why staff feel less motivated and have 

less pride in their company in this Directorate. Payphone employees were least likely 
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(22%) among the Directorates listed to feel that the changes occurring in BT were 

good for them, this is likely to be due to the threats of further job cuts, within 

Payphones, which is expected to arise out of increased efficiency (see Payphones 

Section). 

TABLE TEN: Percentage of Positive Responses· to Satisfaction and Motivation 
Questions by Directorate (995), 

"""":~~~~':~-:~~~r':,:,:,>,,:, .... The l'ersonaJ .Communications Directorates l'C 1.~I7.· ...•. Questions <,.: . ,,,,,;,\"- Division 

I·;:/:··;'i<:".::'!}>·'i:;i· .;.).~~,)/; I;F~ •• ·.·:· ·1·}i~~li 'Mk ;:; •• :, •• Pl,) ·:,··:·.;'.tc>·'.::·· 1·/:: .• ·:·; 
Considering everything, I 64 60 59 57 67 59 
am satisfied with my Job 
I am motivated in my 57 53 50 55 68 52 
work for BT 
BT helps people realise 29 26 30 32 35 30 
their full potential 
Considering everything, 22 27 32 34 55 31 
the changes going on in 
BT are good for me 
I feel proud to work for 49 46 44 54 70 46 
BT 
My manager manages 67 66 72 56 61 69 
hislher people well 
I am kept well informed 58 SS 46 49 82 49 
about what is going on in 
the company 

~ 

• Percentage of people who "agreed" or "strongly agreed" with the statements 

PP = Payphones; Fin = Finance; CS = Customer Service; Mk = Marketing; PI = Personnel 

The CARE survey also includes a section called "Working together .. for a better life" 

(for list of items on this dimension, see Appendix R) which is based on the climate for 

action scale but which also includes questions on the coaching abilities of managers 

and whether the employees have perceived any changes attributable to ' .. for a better 

life '. The 1995 results for the dimension ' .. for a better life' are shown in Graph Two, 

below, by Directorate and are compared to the average for the whole of Personal 

Communications. 
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GRAPH TWO: Results of" ... for a better life" dimension by Directorate 
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Graph Two shows that over 75% employees in each Directorate gave positive 

responses to the 21 items on this dimension. All the Directorates, with the exception 

of Marketing, gave responses which, on average, were higher than those given by the 

entire sample. Clearly the most positive responses have come from Personnel but one 

might expect this due to the fact that ' .. jor a better life' is a personnel led initiative. 

Payphones gave the second most positive responses (78.6), closely followed by 

Finance and Customer Services. 

THE ROLE OF THE UNIONS 

In 1989 the Industrial Relations Review and Report claimed that 80% ofBT staff were 

members of a union, although this was considered to be highly variable between 

different parts of the Organization. On the 26th January 1996, there was a merger 

between the two largest unions represented in BT , the National Communications 

Union - Engineering and Clerical Groups (NCU) and the Union of Communications 

Workers (UCW) to form the Communication Workers Union (CWU) with a 

membership of280,000 members. The engineering background ofBT means that both 

unions have a history of representing male, blue-collar workers and the Payphones 

Directorate, which continues to have a large concentration of such employees, remains 

highly unionised. For both the former Unions, partiCUlarly the NCU (which had been 

formed in 1985 as a result of the merger of CPSA(P&T) and the Post Office 
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Engineering Union (pOEU)), the years since the privatisation of BT and the 

redundancies which accompanied it, proved to be a difficult period. 

On 20th October 1982, the quarter of a million employees who worked in the, then, 

British Telecom, held a Day of Action to focus the public towards the impending 

privatisation of their company, and the ensuing job losses and services to the public, 

which they believed would be lost. Even though the privatisation was passed by the 

government, the NCU managed to ensure certain protections for the staff and 

threatened public services. The NCU agreed with BT that all existing contracts of 

employment would be carried over to the privatised company and that legal protection 

would be granted to all existing BT employees' pension rights. In addition, the Unions 

fought the attempts, which they believed, were directed at their marginalisation, and in 

1986/1987 staff at BT took industrial action against the decentralisation of collective 

bargaining and the intention to attach efficiency measures to wage increases. 

However, since then, as a result of technological change and the drive to cut costs 

since Project Sovereign, BT have cut staff by nearly 100,000. This reduction was 

made with agreement from the Unions who ensured that none of these redundancies 

have been compulsory, despite the intentions of BT, and that the redundancy terms 

have been relatively good. Employees from cleaners to directors all over the country 

applied for voluntary redundancy and, indeed, the redundancy scheme was 

oversubscribed in 1992. The fact that 16,000 employees who wanted to leave in 1992 

could not (due to possession of scarce skills et cetera); the increased pressure of work 

which resulted after work teams had been depleted; and the redeployment of some 

employees, led to low morale throughout BT after Release '92. BT began to use 

contractors and agency workers in order to make their efficiency figures look better, a 

move which the Unions opposed. The results of the organization's CARE survey 

released in 1993 showed that morale among the 125,781 respondents was low. They 

felt very strongly that the changes taking place in BT were bad for themselves, for BT, 

and for BT employees in general (lRS Employment Trends, 1993). The unions have 

given a guarded response to the possibility of further release schemes after Release 

'93 as they try and tackle the poor morale which still exists among staff. 
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There was a fear amongst union members that the large reductions of the workforce 

would result in a reduction in the quality of service and that the failure to recruit from 

within would result in societal values rather than corporate values being adopted so 

that BT staff, as Hopfl et al (1992) wrote, no longer were "stamped BT to the core" 

(1992: 32). On airing these worries to BT management, the Unions received a reply 

from Michael Hepher that there was no hidden agenda to replace employees with 

contract workers and that "my preference remains to use direct labour wherever 

possible" (cited in NCU Journal, 1994). In 1994, without consultation with the unions, 

BT announced that their long term aim was to develop a company employing only 

100,000, suggesting a further 50,000 jobs would be lost. Although, this was mostly 

directed at management grades, the NCU reiterated that any move towards 

compulsory redundancies would lead to an immediate ballot for Industrial Action. 

Project Sovereign also involved a change in the industrial relations structure within 

BT. The move towards a more managerial ethos within BT with an emphasis on 

quality and flexibility, meant that employee attitudes had to be transformed. BT 

undertook "Involving Everyone"; the CARE survey; Speak-up (grievance system); 

team briefmgs and a New Ideas scheme. Each of these activities placed an emphasis 

on direct communication between employees and management, rather than using the 

unions as a channel of communication. Joint Consultative Committees· were 

overhauled and became centralised under a hierarchical three tier structure: Group, 

Divisional, Zonal (Barrett & Heery, 1995). The move away from a geographical 

structure fragmented the interests of BT Unions and the British Telecom Unions 

Committee (BTUC) which previously co-ordinated the unions activities, was 

disbanded. The nmnber of ICC meetings was reduced as was the nmnber of union 

representatives allowed to attend, and the agenda changed to reflect strategic 

management decisions. The opportunities for discussion are restricted in the new 

structure, with the meetings generally consisting of management presentations to 

union representatives. The union role is further diminished by the fact that an 

Employee Communication release accompanies each meeting to inform employees of 

what was "discussed". 
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As well as the marginalisation of the BT unions in regard to ICCs, the influence of 

collective bargaining reduced over the same period. For the large majority of 

employees collective bargaining over pay and conditions has continued, indeed BT 

remains the largest company bargaining group covering 113,000 manual and non

manual employees who are balloted on proposed pay deals. However, this coverage 

has been reduced due to the increase in personal contracts for managers and the 

increasing number of peripheral workers. Moreover, there has been a drive from 

management to alter agreements on working practices and working hours to allow 

greater flexibility. 

In the midst of further job cut announcements and this increasing marginalisation of 

the BT unions, BTPC announced the launch of ' .. for a better life' and BT announced 

the launch of the "Breakout" initiative to combat remaining inefficiencies. Regarding 

"Breakout" management promised that change would be introduced in consultation 

with the unions "If at all possible" (NCU Journal, 1994). The CWU were contacted 

regarding their official position on ' .. for a better life' but responded merely by 

sending results of a survey conducted on BT Customer Service Centre staff which was 

said to be "used by the union to support our representations to management about 

major concerns". However, from this survey two indications of the union position 

might be inferred. Firstly the pamphlet listing these results was called "for a Better 

Future ... after the slogans, the speeches and the spin" suggesting that they may be 

sceptical about the "rolling out" of ' . .for a better life' and, secondly, the opinions 

expressed by staff about the initiative were largely negative, implying that the Union, 

on the basis of these results, may be concerned about the benefit of the programme for 

their members. Indeed, 1246 employees in Customer Service Centres responded to the 

Union survey with 85.8% stating that they knew about the "objectives and principles" 

of ' .. for a better life' but only 30.6% believing that it had achieved its objectives and 

31.6% stating that the initiative had benefited them. Such results suggest that ' . .for a 

better life' is having little effect on the ground level, although the fact that the Union 

did not ask whether the initiative had actually affected its members negatively gives 

no indication of whether these attitudes should be of direct concern to the Union. One 

interesting aspect of the survey, however, was that only 46.4% of union members 
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believed that their union was able to influence management locally with 53% 

believing that the union could influence management nationally. These results seem to 

reflect the earlier discussion of the weakening of the unions and question why, if only 

half of members believe they have any influence, so many staff in BT remain 

members of the union. 

THE UNITS: Payphones Directorate 

The Payphones Directorate of Personal Communications manages all BT's UK 

payphone business, excluding N orthem Ireland, and has responsibility for strategic 

planning and business analysis for product portfolio development, sales channels and 

field installation and maintenance technicians. The Directorate's highest turnover 

comes from public street payphones, although it also deals with rented and managed 

payphones, and most effort is put into the efficient running and quality of these high 

street payphones. Before the restructuring of the Directorate, brought about by Project 

Sovereign, Payphones was considered the "Cinderella" ofBT, coming third in priority 

after business and personal use. It formed part of the regionalised structure of BT 

which was arranged into 92 areas throughout the UK but, at the end of the 1980s, 

small commercial units were set up to purely manage the Payphones side of the 

business. The Project Sovereign reorganization reduced the layers of management by 

almost half (from 13 to a maximum of 7). Since then, Payphones has become a 

separate business, within the ultimate authority of Personal Communications, and has 

become increasingly successful. Due to resources being ploughed into the Directorate, 

in an attempt to improve the serviceability, 95% of Payphones are now working at any 

one time. 

As of Ist April 1996, Payphones employed 2362 staff, of whom 32 were agency staff 

and 2031 were non-managerial BT employees. The structure of BT Payphones's 

management team is such that there is a Director· Bob Warner and he has a number 

of "direct reports" who oversee support services such as sales and marketing, 

personnel, fmance and activities such as business improvement (including security), 

systems and products, and the development of Payphones for the future. The most 
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visible part of the Directorate, however, is Field Operations which employs nearly 

1600 engineers throughout the country who work in teams led by a field manager and 

overseen by Area Managers. The biggest concentration of Payphones is, 

unsurprisingly, in the Central and West London area which includes the whole of the 

0171 payphones. The revenue from payphones in this area is about £3 million a 

month. The field operations unit is spread throughout the UK with the two field 

operation centres at Sale, Cheshire and Swansea, Wales. The operation centres or 

"Controls" monitor the number and nature of faults throughout the country and 

contact the appropriate, local engineers to fix them. Payphones have set a target for 

each engineer of fixing seven faults a day. The engineers are helped by area support 

staff who provide them with tirnesheets, stationary etc. and senior technicians who 

advise the engineers. These support services are again spread throughout the UK and 

are each responsible for a number of different "fields". Unionisation is quite high in 

Payphones, largely to do with the high proportion of engineers. 

• ... fOr a better life ' 

When Payphones became independent, the new management were quite prescriptive 

about Quality Management Techniques. The initial programme of TQM and 

"Involving Everyone" was not as successful as it might have been due to the 

instability of recent change and the blocking of the programme at lower levels of 

management. The Payphones Director told the researcher that • . .for a better life' was 

proving more successful than these previous initiatives as it had been pushed openly 

and honestly, by the Payphones management, as something which was being primarily 

directed at organizational effectiveness rather than employee well-being and that it 

had tried to avoid the "glitzy side" of the promotion. He said that the staff had been 

made aware of the targets of ' .. for a better life', and the Directorate in general, which 

are to reduce the need for the present number of engineers by increasing efficiency. 

Within Payphones, managers attended cross-divisional "management workouts" and 

then applied this to their own work teams through "team workouts". As the initiative 

was pushed further down the hierarchy, more concrete examples were given as to how 

: . .for a better life' could be applied to people's daily working lives. The ''team 
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workouts" differed between the numerous teams but nonnally involved some fonn of 

team activity. In one unit staff went on a two day away day and a half day car rally, 

whilst another unit took part in a number of outdoor activities such as abseiling, 

orienteering and rock climbing. Most managers stated that these workouts were 

voluntary but nearly all staff attended, although due to the nature of work in 

payphones, especially in the field engineering offices, not everyone from a single 

depot could attend the "workouts" at the same time. Although the non-managerial 

employees have received no real training other than their "team workouts" the ideas 

and behaviours behind ' .. for a better life' are reinforced through the monthly 

newsletter - "Payphone News" which highlights a "behaviour of the month" whereby 

examples are given of ways in which staff within the Directorate have applied the key 

behaviours. For example in one edition of the newsletter there were joint winners who 

had been recommended for taking "personal ownership of their work". The frrst had 

set about creating selection criteria for, and identi/Ying, a number of potential sites for 

the installation of the new style mUlti-pay Payphones, which allow you to use a 

phonecard or cash. The second winner was a team of engineers who had been called 

to install some payphones at a hotel which was hosting a conference. They made the 

decision that the payphones needed mounting units and so they went to a Do-it

yourself store and built the units themselves. A representative from the hotel wrote 

"The engineers went beyond their call of duty by installing (and building themselves, I 

believe) a unit that looked both professional and aesthetically pleasing in our .lobby 

area" (payphone News, 1996). 

Running somewhat alongside ' .. for a better lift' in Payphones is the "New Ideas" 

programme, which is a suggestion scheme where an individual stands to get a 

percentage of any profit created by their suggestion. Even though, the percentage of 

ideas which are implemented is low (6-7%) and only a small percentage of people 

have participated in it, the decision to relaunch the scheme has been made in the light 

of the drive for the European Quality Award. Despite the fact that ' .. for a better life' 

and New Ideas have come from very different starting points, there is a belief within 

Payphones that they complement each other well. A similar fmding was expressed by 

Marchington et a.I (1992), where over half their sample of organizations had possessed 
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a suggestion scheme for many years but had "revamped" them in line with other 

involvement techniques. 

The CARE Survey Results 

The graphs below show a detailed analysis of how the Payphones Directorate 

performed in the 1995 CARE survey, Graph 3 compares these results to the survey in 

1994. The graphs illustrate responses to the "Working Together .. jor a better life" 

dimension (the 21 statements can be found in Appendix R) which looks at whether 

people are encouraged by their managers, and feel confident enough, to use the 

"better life" behaviours. Graph Three shows the percentage of people who "agreed" or 

"strongly agreed" with the items on the dimension. It can be seen from Graph Three, 

below, that the Payphone responses closely followed the average for the whole of the 

Personal Communications Division (PC). Statements 7 and 8 were those which were 

the least positive compared to PC (both 6% lower) and these concemed awareness 

and understanding of the PC Vision and Mission. Those statements which were 

completed in a considerably more positive way by Payphones were 19 and 20 which 

concerned the leadership and coaching skills of their managers. Perhaps, most visible 

from the graph is the considerable increase in positive responses from the previous 

year (note that questions 7,18,19,20 and 21 were new questions in 1995), particularly 

in statements 3 to 6 which deal with how staff interact with each other. 

GRAPH THREE: Results of"oo.for a better life" dimension for Payphones (1994& 
1995) compared to the 1995 results for the entire Personal Communications division. 
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Graph Four, below, shows that generally staffs satisfaction with issues surrounding 

' .. for a better life' is lower than their perceived importance. The only exceptions to 

this being statements 1 and 2 which relate to whether other staff within Personal 

Communication are perceived as polite. The biggest discrepancies between perceived 

importance and satisfaction are statements 3 to 6 which, as stated above, are those 

related to how staff interact with each other. Statement 6 which has the largest 

discrepancy states that "They say when they will meet my requirements", implying 

that communications between BT staff is still not at a satisfactory level according to 

most members of staff within Payphones. The most important issue within this 

dimension is perceived by Payphone staff to be "I feel confident about making 

decisions to meet my customers' needs". The least important issue is seen to be "I 

have perceived changes which are attributable to ... for a better life", so although 

employees are not particularly satisfied that perceivable changes have occurred (there 

is a 17% discrepancy between importance and satisfaction on this issue), it could be 

assumed that it is relatively low on the agenda for Payphone staff. 

GRAPH FOUR: Scattergram showing the perceived Importance of. and Satisfaction 
with, the items making up the "Better Life" dimension for Payphones, 1995. 
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THE UNITS: Marketing Directorate 

The Marketing Directorate claims to develop, promote and deliver communication 

propositions that help consumers improve the quality of their lives and aid the growth 

of the overall UK market for telephony. The recent re-organization of the Marketing 

function means that now Stafford Taylor acts, effectively, as the Director of Marketing 

with the heads of Marketing Services (including market research etc.); Marketing 

Communications (adverts, press, posters etc.); Network Services Marketing and the 

Talk 21st Century and BT Forum projects reporting directly to him. As of 1st April 

1996, Marketing employed 2643 staff, of whom 1448 were agency staff and 825 were 

non-managerial BT employees. The union membership within the Marketing 

Directorate is not high, possibly due to the number of managers and agency staff 

employed. The union has had very little power over Marketing's day-to-day activities 

since the last strike in 1987 when managers reasserted their "right to manage". They 

still meet with management but are rarely consulted on such issues as people change 

programmes. However, even though they do not exert much influence at this level, it 

is still likely that the unions will continue to influence some employees' attitudes. The 

increase in market competition means that the Marketing Directorate must take on a 

more aggressive, competitive edge and become more reactive to external events. The 

amount of money spent on advertising has significantly increased and the advertising 

has become much more targeted. Indeed, BT's "It's Good To Talk" campaign starring 

Bob Hoskins was judged the most effective piece of British advertising in the last two 

years by the Institute of Practitioners in Advertising; it is estimated that the campaign 

has brought in around £300 million in revenue. 

' ... fOr a better life ' 

The increase in competition between telephony companies to win customers' loyalty 

has, as is stated above, created a need for a more aggressive marketing strategy. This 

has led some senior managers in the Marketing Directorate to seize on ' .. for a better 

life' which advocates making quick, informed decisions and which removes the need 

for hierarchical procedures. However, a number of factors within the Marketing 

Directorate have caused ' .. for a better life' to undergo a, somewhat, faltering start. 

The TQM change programme in the early 1990s did have some effect on the 
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Marketing Directorate, hierarchical barriers were, to some extent, broken down. 

Indeed, staff involved in the Quality Improvement Teams presented their thoughts to 

the chairman on occasions, something unthinkable before then. However, the lack of 

follow up to the "Involving Everyone" programme meant that some staff became 

cynical about empowerment, a word used at that time within Marketing, and its failure 

to produce real results. 

The Marketing Director's lack of interest in ' .. .for a better life' at its inception meant 

that the messages sent down from the Managing Director were often diluted and that it 

was apathy towards the programme, rather than enthusiasm, which cascaded 

downwards. Since the departure of this Director in early 1996, a manager has been 

brought into the Directorate to look specifically at the Directorate's people change 

programmes and what can be done to increase their success. The new manager told 

the researcher that one of the major blockages to ' .. .for a better life' within Marketing 

was the manageriaUy-Ioaded nature of the Directorate (almost 50% of BT staff 

working in Marketing are of a managerial grade) and the fact that these managers do 

not see the relevance of the ' . .jor a better life' initiative to themselves. The 

Directorate has been undergoing a great deal of change over the last few years with a 

large number of people being redeployed and this has added to the failure of those in 

Marketing to reconcile • .. .for a better life' with their workplace reality. Since early 

1996, a concerted effort has been made in Marketing by senior management to raise 

the profile of ' .. for a better life' and, particularly in tele-marketing, there has been 

some success. The first • .. for a better life' training took place in January 1996; 

however, many in the Directorate still did not attend conventional "team workouts" 

due to the high number of managers (who attended the "management workouts") and 

agency staff who work in the Directorate. The initiative has been tied in much more to 

business results in recent months and senior management used "Action Month", in 

May 1996, as a chance to re-energise the philosophies behind the key behaviours and 

aims of • .. .for a better life '. 
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The CARE Survey Results 

The graphs below show a detailed analysis of how the Marketing Directorate 

perfonned in the 1995 CARE survey, Graph 5 compares these results to the survey in 

1994. The graphs illustrate responses to the "Working Together .. for a better life" 

dimension (the 21 statements can be found in Appendix R) which looks at whether 

people are encouraged by their managers, and feel confident enough, to use the 

"better life" behaviours. Graph Five shows the percentage of people who "agreed" or 

"strongly agreed" with the items on the dimension. It can be seen from this Graph that, 

although the Marketing responses followed the average for the whole of the Personal 

Communications Division (PC) reasonably closely, there were a number of issues 

which marketing staff appeared less satisfied with than the average PC member of 

staff. Particular amongst these were statements 18 and 21; statement 18 regards 

whether a manager leads by example and statement 21 relates to whether changes 

have been perceived which could be attributed to ' .. for a better life'. In both these 

cases Marketing responses were around 10% less positive than for the entire PC 

sample. 

GRAPH FIVE: Results of" ... for a better life" dimension for Marketing (1994& 1995) 
compared to the 1995 results for the entire Personal Communications division. 
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Those statements which were completed in a slightly more positive way by Marketing 

included 7 and 20. Statement 7 regards awareness of the PC vision and mission whilst 

20 states that, "I receive sufficient coaching support from my manager to enable me to 

be completely helpful to my customers". Again, as in Payphones, the graph shows an 
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increase in positive responses from the previous year, although these improvements 

are not as large as was the case in Payphones. 

GRAPH SIX: Scattergram showing the perceived Importance of. and Satisfaction 
with. the items making up the "Better Life" dimension for Marketing, 1995. 
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Graph Six, above, shows that staff's satisfaction with all issues surrounding ' .. for a 

better life' is lower than their perceived importance. The biggest discrepancies 

between perceived importance and satisfaction, as was the case in Payphones, are 

statements 4 to 6 which, as stated above, are those related to how staff interact with 

each other. Statement 5 which has the largest discrepancy states that "I feel reassured 

that they have taken responsibility", implying that Iow levels of trust of other PC staff 

may be a major issue in Marketing. The most important issues within this dimension 

are perceived by Marketing staff to be "I feel confident about making decisions to 

meet my customers' needs"; "My manager makes effective decisions" and "1 have 

confidence in the leadership of my manager" implying that the role of the manager is 

particularly important in Marketing. The least important statement is seen to be, as 

again was the case in Payphones, "1 have perceived changes which are attributable to 

' .. for a better life', so although there is a 26% discrepancy between importance and 

satisfaction on this issue, it could be assumed that it is comparatively Iow on the 

agenda for Marketing staff. Hence, in both Marketing and Payphones employees 

neither see, nor consider important, any changes as a result of ' .. for a better life', 

suggesting that there is an absence of tangible changes accompanying the programme. 
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CONCLUSION: Comparing The Organizations 

This examination of the research organizations has raised some important issues 

regarding their similarities and differences which may form an interesting context in 

which to examine the results of the study. There are obvious similarities between the 

background of the two organizations, they serve a very similar number of customers 

and both are large employers with their roots in the Public Sector and radical changes 

have occurred in both organizations in the past decade. The fact that The Benefits 

Agency remains, at this time, as part of the Public Sector clearly indicates that it is still 

more heavily influenced by government constraints, but the position of BT also 

continues to be closely monitored by Oftel and its shareholders. Both organizations 

have striven in recent years to transform from hierarchical bureaucracies to flatter, 

more efficient structures through the use of TQM. This has meant that both have also 

experienced heavy job losses in the past decade, in the main both rationalisations have 

targeted middle managers, but although BT have managed to achieve this loss through 

voluntary means, how 'voluntary' these really are and how desirable the alternative -

redeployment - is to those who work there, must be questioned. In addition, the 

increasing use of peripheral workers such as contractors and agency staff is occurring 

in both organizations and the concept of a 'job for life" or being a "BTI Civil Service 

person" is diminishing. Low morale also appears to be present at both organizations. 

The positions of the Unions in both The Benefits Agency and BT are relatively 

similar. Two of the three unions which are represented, have resulted from recent 

mergers in an attempt to produce stronger, more united representations to 

management. The dualistic structure suggested by Storey (1992) is evident in both 

organizations with consultation and negotiation continuing at national levels but with 

more emphasis and energy being directed into HRM techniques and more emphasis 

being placed on local union negotiation. Although, the Communication Workers 

Union which represents staff in BT is still perceived to have more influence at a 

national rather than a local level. Whilst on a formal basis, the unions of The Benefits 

Agency have a policy of "sceptical engagement" to such policies, the local union 

perspective seems to be one of indifference, or perhaps it is just that they are being 

'sidelined' by management and are unaware of many of the changes which are 
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occurring. In BT, the fact that union members are largely negative about the 

empowennent initiative suggests that the Union's official position may also be one of 

sceptical engagement. 

There are also similarities between the organizations in the values and visions which 

they publicise. In both organizations there has been an increasing importance placed 

on the customer, with The Benefits Agency changing its tenninology from 

"claimants" to "customers" and BT from "subs" to "customers". Consequently, both 

organizations are adopting unitarist assumptions, employing TQM and HRM 

techniques such as the individualisation of remuneration through Perfonnance Related 

Pay to help them to respond to the new corporate climate. Whilst BT has for some 

time been experimenting with new management techniques such as employee 

involvement and TQM, the Benefits Agency has only begun to adopt such private 

sector approaches in recent years since its development as an Agency. However, in 

both organizations there is a similar overall approach to their new empowennent 

programmes, both initiatives were implemented after the appointment of a new Chief 

ExecutivelManaging Director and both are being introduced in a "top-down" fashion. 

There are also clear differences between these two organizations. BT employs over 

twice as many people as The Benefits Agency, even after the recent release schemes 

reduced the workforce by 100,000. Additionally, in the Benefits Agency, the 

workforce is relatively homogenous consisting mainly of clerical staff, whilst in BT 

staff vary from engineers to marketeers to retailers et cetera. The structure of the two 

organizations also differs, BT is largely functional with only the necessary 

Directorates such as the Payphones being geographically dispersed. However, the 

Benefits Agency is arranged on a geographical basis, in tenns of Areas and Districts 

and with the functional specialisms such as Personnel and Marketing being centralised 

at the head office in Leeds. There are also clear differences between the two 

empowennent initiatives, most obviously there is a difference in tenninology with BT 

choosing to avoid the tenn "empowennent" in all their communications. The 

intentions of the two programmes also appear to differ considerably, in BT, with many 

of the structural changes being made earlier in the decade as a result of Project 
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Sovereign, the initiative appears to be more of a cultural change, adopting 'pop 

management' rhetoric, with the intention of gaining the "hearts and minds" of their 

start; and arguably their acquiescence to these changes. Meanwhile, in The Benefits 

Agency, the empowerment programme appears to focus more sharply on the structural 

changes which are needed for the Agency to run more efficiently. Indeed, whilst few 

changes are being made to actuaIjobs in BT, the role of Benefits Agency staffis being 

enlarged to cover those tasks previously allocated to a higher grade. Whilst in both 

organizations, top management were trained first to gain acceptance for the initiative 

at this level, the introduction of the policy at lower levels differed between the two 

organizations. In BT, all managerial grades attended "management workouts" but then 

were expected to train their staff themselves based on this training, whilst in The 

Benefits Agency, all grades attended different training courses, with some of those in 

the lowest grades receiving no training at all. 

The increasing decentralisation of power in both organizations has resulted in 

differences in structure and culture between different operating units. In the two case 

studies chosen from each organization, there were a number of interesting disparities. 

For example, the strength and militancy of the unions at the North Leicestershire 

District contrasts with those at Preston, whilst the relatively stable nature of the 

Preston District, situated under one roof, had led to it being regarded as a forward

thinking, proactive District and one of the first Quality Award winners. The fact that 

North Leicestershire District is, in contrast, spread across two offices with vel)' 

different catchment areas, and has suffered from unstable leadership for many years, 

means that quality management techniques are occurring at a much slower pace there. 

Likewise, there are several differences between the BT directorates of Payphones and 

Marketing. The Directorates differ most noticeably in the number of core workers 

employed and organizational structure. Firstly, Marketing is relatively centralised at 

Head Office whilst Payphones is semi-autonomous, and geographically dispersed. The 

ratio of managerial to employee staff is strikingly different in the two Directorates. 

Staff in Marketing are generally graduates who entered at management level with the 

few core non-managerial employees generally having clerical roles. Indeed, it employs 

2643 staff with only 825 being non-managerial employees and over half (1448) being 
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agency staff. In contrast, Payphones is dominated by semi-skilled, generally male, 

engineers who have generally worked for BT since their apprenticeship and who 

remain union members. 2362 are employed in Payphones with by far the majority 

being non-managerial (2031). Whilst both were affected by the threat of future job 

cuts, this appeared to be discussed more openly between management and employees 

in Payphones than in Marketing. The initial reactions to the introduction of ' .. for a 

better life' appear to be markedly different, with the support of the Director of 

Payphones to the initiative contrasting with the apathetic reaction of the previous 

Marketing Director. 

To conclude, this chapter has considered the structure of the organizations and units 

under study, the management rhetoric surrounding the empowerment initiatives and 

the union/management relations which constitute the context in which the following 

results might be better understood. By then comparing and contrasting the two 

organizations and their units, a sense of the various factors which may affect the 

differing reactions, values and orientations of employees can be critically analysed in 

more detail. 
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CHAPTER SEVEN: Themes Arising From the Interviews and Focus Groups 

"He knows the water best who has waded through it" 
A Danish Proverb 

INTRODUCTION 

This chapter looks at the particular themes which arose during the interviews and 

focus groups held within the two case-study organizations. It also draws a comparison 

between the two operating units internal to each. The different themes were chosen 

on the basis of those which emerged most prominently from the management 

interviews and focus groups. Hence, although the labelling of the themes is somewhat 

subjective, the fact that these particular issues emerged in all interviews and focus 

groups across both organizations, suggests their importance. Moreover, their clear 

linkage to some of the issues anticipated in the literature survey, imply their validity. 

Where some separate issues arose in one organization but not the other, these will be 

discussed under the most relevant theme. Each theme is considered separately with an 

outline of the main issues raised in each organization and their operating units. A 

discussion of the similarities and differences between these is also included. Although 

each theme is discussed separately, they are naturally, to some extent, inter-dependent 

and this will be acknowledged in the text and discussed in more depth in the 

conclusion which follows. 

For confidentiality purposes, no reference will be made to individual people by name 

and all interviewees will be discussed in the male gender to protect the anonymity of 

those who took part in the research. For the same reason, although, because of the 

geographical structure of The Benefits Agency, the location of the operating units is 

known, the location of the interviews held with managers and employees within BT 

will not be referred to. The four main themes which emerged from the interviews and 

focus groups were: Training and The Essence of Empowerment; Cultural or 

Structural Empowerment?; Acceptance and Resistance of Empowerment - Managers; 

and Acceptance and Resistance of Empowerment - Employees. These are discussed in 

turn below. 
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1RAINING AND THE ESSENCE OF EMPOWERMENT 

The Benefits Agency 

Preston 

The empowennent training at Preston District was administered according to grade 

rather than command. The majority of middle managers interviewed said that they felt 

their empowennent training, a week long course at a local hotel, had been an 

enjoyable and valuable experience. One manager described the course as "excellent" 

and said that it had "changed my outlook and focused me towards the change that is 

needed within BA to make it competitive with the outside corporate world". Other 

managers commended the training course due to the fact that they had not been 

lectured to. Additionally, they felt that the essence of empowennent had been allowed 

to dawn on them slowly throughout the day, indeed one manager stated that, "it was 

one of the best courses that / have been on ". However, there was evidence that some 

managers had found the workshops difficult as they had "no structure ". One manager 

admitted finding the training course quite a traumatic experience: 

"/ was asking myself what / was doing there and nearly left - / just can't cope with 
make-believe and / need things to be logical .... the trainer was reducing people to 

tears by touching raw nerves" 

That some managers had found the empowennent training difficult was echoed by the 

comments made by employees during the focus group. One employee talked of a team 

building exercise which both managers and their teams had attended: 

"The LO 1 s found that very difficult. that team building ..... they found it hard work 
'cause they said that they wanted to take charge all the time ". 

The definitions of empowennent which management felt had emerged from their 

training tended to encompass issues of "accountability" and the idea of "freedom 

within constraints" rather than anarchy or abdication. One manager said that he felt 

empowennent was not about having the freedom to do whatever you want but that it 

was about feeling unrestricted, "knowing that there are certain things you can do 

without having to seek approval". Another manager said that the one aspect of 
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empowennent that had really struck home, as a result of the training, was the need for 

individual responsibility: 

"You often hear of people saying 'they should do this or they should do that' but it is 
just a way of dodging responsibility: if something needs to be done you should take it 

on yourself" 

Indeed, he said that his interpretation of empowennent, following the course was that 

it was about taking control and doing what you could within your power rather than 

"sitting and whingeing". 

When asked about their training, the employees at Preston District appeared to be a 

little bemused whilst one employee said, "Training? What training? We got a talk 

and the odd booklet". Employees said that they had attended a one day workshop in 

the office and that they felt this had been beneficial, if only because they had got to 

meet with peers from other commands: 

"1 think that was the best bit because it made you think they have the same problems, 
everybody thinks that their department has the worst problems in the world and 

nobody else has got as much work but when you get to talk to other people and they 
say, we've got all this work and all that, you think ok. have you?" 

The employees interviewed said that they felt empowennent was about taking the 

initiative and doing what they felt was best in their job. As one of the focus group 

participants said: 

"Empowerment is actually supposed to be having your own ideas and taking them 
forward, taking them on yourself" 

However, one of the managers stated that, when his team had returned from their 

training, there was: 

"a bit of anarchy as they seemed to think that because they were empowered it gave 
them a licence to do what they wanted, so we all had to take a step back and dampen 

their enthusiasm and explain that certain restrictions still remained" 

This misunderstanding was confinned by employees, who felt that management had 

not received the right messages about empowennent from their training: 

234 



"the problem was either the departmental or middle managers didn't get that 
message, or didn't agree, and we came out with all this 'oh empowerment is going to 

be great, we can, like, make our own decisions' and they said 'no you're not .. , 

It seemed from the interviews and focus groups that both managers and employees 

felt that their definitions of empowerment were correct. Managers said that 

employees were expecting to be able to do whatever they wanted whilst employees 

felt that managers had not fully understood what empowerment meant. As one 

employee said, "They've got the wrong end of the stick haven't they?" Whilst another 

suggested that this perceived failure to understand the concept of empowerment was 

due to their training, "Managers need to be trained better, to understand 

empowerment as it is". 

In conclusion, the interviews and focus groups, which were conducted at Preston 

District, suggest that, whilst managers appeared to enjoy their training course, 

employees implied that they did not feel that their training had been of much benefit 

other than as a forum for meeting other members of staff from different commands. 

The fact that the empowerment training courses were organised by grade rather than 

by command or teams, and that they were held at different times and by different 

people, has led to a confusion of empowerment definitions. At each of the training 

courses no strict definition of empowerment was given, in the hope that people would 

develop their own interpretations of what empowerment meant to them. Comments 

from employees and management infer that these interpretations have caused a 

division between them and have created differing expectations of how empowerment 

will manifest in practice. For management, empowerment seems to promise a more 

committed and involved workforce which takes on responsibility within the 

constraints that they set, whilst employees believe that empowerment will allow them 

to become more autonomous and tackle issues in the way that they see fit. It might be 

hypothesised here that, for both managers and employees, the positions which each 

side has taken confirm their worst fears of empowerment. Managers see employees 

who are fighting to have more control whilst employees perceive management as 

reasserting their control by emphasising the constraints that exist. 
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North Leicestershire 

Very few of the managers interviewed at North Leicestershire could remember much 

about their training, which consisted of brainstorming sessions and role plays, as 

discussed in Chapter Six. Those that could said that they enjoyed the experience and 

that it had helped them clarify their position in an empowered culture. One manager 

said that the issues raised in the training had been the subject of several subsequent 

meetings and that the management team had decided to build on the initial training 

with team building sessions. Following the management training, bids had to be put in 

for an allocation of funds to train the lower grades, but tight monetary constraints 

meant that not all employees at North Leicestershire were able to attend 

empowerment training. 

Employees from the Leicester office said that there had not been any real Strand 2 

training for their grades and that they had learnt about empowerment through their 

managers. They said that this had caused confusion: 

"It was like a huge game of Chinese Whispers, everyone got a slightly different 
version of the empawerment message" 

Those that had gone on some form of training said that they had enjoyed it and that it 

had been very relaxed and informal, as a break from real work in a hotel is bound to 

be, and that they had, ''Just sat and chatted about the way forward". However, some 

of those who went on the training felt that it had been too open-ended and that the 

issue of constraints on empowerment had not been fully explained to them: 

"unfortunately that particular training didn't tell you about parameters and what was 
really expected of you so, as a result, some of us went out a bit like a bull in a china 

shop and ruffled afew feathers" 

One employee said that he felt motivated by the training but the need to concentrate 

on other issues such as Job Seekers Allowance meant that the sense of empowerment 

that the training had created had not been followed up and that nothing had really 

changed in the office: 

236 



"It fired you up at the time but 1 think sometimes you need that continuity don't you, 
you need to keep on ... it was goodfor a while but it's sort of petered ofJnow due to 

other priorities" 

This view was echoed by another employee, who felt that the views which they put 

forward during their training had been ignored, and that many now saw the Strand 2 

training as having been a waste of time: 

"I don 'I think empowerment's done anything, we did enjoy our day out because we 
got our views out but nothing happened, we didn't move on and learn from it. It all 

just seems to have been pushed to the back of the drawer" 

Central to the discussions with managers were their definitions of empowerment and 

their belief that these definitions differed at an individual level, not only between 

management and employees, but also between themselves and other managers. This 

was backed up by the comments of employees, one of whom said: 

"The problem that 1 had with it was that it depended who you talked to to whal 
definition you got ... 1 still think you can go up to different LO 1 sand HEOs and get a 

different definition from each of them" 

There was some feeling amongst managers that this was due, in part, to the fact that 

the senior management team had not made clear what they wanted out of 

empowerment and what they expected of both the managers and employees. 

However, others attributed these differences to the fact that empowerment had not 

been defined on the management training courses and that it thus meant all things to 

all people. 

There were indeed differences in emphasis among the interpretations of 

empowerment given by the managers interviewed in North Leicestershire. One 

manager said that he felt empowerment was about employees challenging the 'status 

quo' and asking themselves why things were done the way they were. He added that it 

was important for staff that they were given the freedom to do this but that he 

"reserved the executive right to interfere ". Another manager felt that, rather than 

empowerment being about the proactive actions of employees, it was the 

responsibility of managers to "give over the reins so that employees are responsible 
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for their own actions ". Whilst yet further definitions were given by others who talked 

of delegation and passing work down to the "most appropriate level ". The lack of 

any unifonnity between these definitions angered some employees who felt that the 

whole concept of empowennent had to be revisited at the middle management level: 

"Until somebody tells them how it's going to be and says it like it is and outlines it to 
them properly and explains everything in great depth about exactly what's expected 

of them and how they 're going to deliver it. then it'lI be hard pressed to change 
anything" 

"Unless it's explained exactly to them how it should work and they 're told how 
they 're going to make sure it works then they just interpret it how they want and 

either ignore it or take up from it what they want to take up from it" 

Because of the confusion that surrounded the training and definitions of 

empowennent, most employees were unsure of what empowennent really meant for 

them. They felt that often management just used the word 'empowennent' to get them 

to do extra tasks: 

"/ think empowerment's just a cloak they put on when it suits them. or a hat. '000. / 

think I'll put on my empowerment hat today· ..... that·s not what it's supposed to be is 
it? Really it'sjust you do thatfor me 'cause I don't reallyfancy doing it today" 

Although some employees admitted that more recent training courses had touched on 

empowennent, and they were getting a clearer idea of what it meant; there remained a 

belief, amongst both managers and employees alike, that there was a need for further 

clarification of empowennent and the development of a unifonn definition 

throughout the District: 

"/ suppose it wouldn 't be so bad if somebody came up to you and said 'right. today 
I'm going to empower you and this is what it means' but it's not identified. Perhaps 

they are doing it to us and we just don 't realise" 

Overall, then, the interviews and focus groups that were held at North Leicestershire 

appeared to expose a great deal of confusion over what empowennent really meant 

and what its implications were for the District. Managers appeared to have forgotten 

about their Strand 2 training and they admitted having their own, offering differing 

views of empowennent. This would suggest that they developed their own definitions 

in place of the ambiguous official one. The lack of consensus amongst managers 
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caused problems for those employees in the Leicester office, who did not go on an 

external training course but, who learnt about empowerment from their supervisors. 

Whilst those employees who went on the external training course admitted that it had 

been relaxed, some felt that it had been too· vague and that the full nature of 

empowerment had not been explained to them. Additionally there was a feeling that 

the training could have had no effect anyway because nothing had really changed in 

the office and there was no structural change to meet the rhetoric of an empowerment 

culture. The fact that the essence of empowerment was so confused in North 

Leicestershire led some employees to suggest that managers took out of the policy 

those bits that best suited them, and that this could lead to a downgrading of work 

rather than a true empowering enviromnent. 

Conclusion of The Benefits Agency 

In both Districts of The Benefits Agency there appears to be confusion over the 

definition of empowerment and how the policy is supposed to work in practice. This 

lack of clarity can be linked closely, on the basis of the interview data, to the nature of 

training in these Districts. In Preston, managers and employees went on separate 

training courses, arguably emphasising the gradism which still exists within the 

Agency, and emerged with seemingly different interpretations of what they expected 

empowerment to be, whilst in North Leicestershire the vagueness of both managerial 

and employee training caused chaotic definitions of empowerment throughout the 

District. Another similarity across the internal operating units was that there appeared 

to be some initial anarchy from employees who interpreted empowerment as being 

able to do whatever they wanted. Whilst this merely seemed to be due to the effects of 

a separate employee training course in Preston, it appears that in North Leicestershire 

there was simply no mention of the limits to empowerment during the employee 

training. By failing to present empowerment to employees from the outset as only 

offering freedom within constraints, The Benefits Agency appears to have de

motivated its staff by having to reassert this control at a later stage. Overall, then, it 

appears that management and employees differ in their understanding of 

empowerment. This is particularly true in Preston where it seems that each side is 
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confident that they understand empowennent as it really is, causing an accentuation 

of the division between management and employees instead of creating a more 

unified atmosphere for empowering practices. In North Leicestershire, employees are 

reluctant to offer any definitions of empowennent and feel that managers are just 

adapting empowennent to suit their own needs. There appears, on the basis of 

employee comments, to be a widespread desire for a single, unambiguous definition 

of empowennent in this District. 

British Telecommunications Plc 

Payphones 

When asked about their training, the managers, interviewed within Payphones, said 

that they feIt that it had been quite abstract in outlining and underlying the ideas of 

• .. .for a better life' and not particularly related to their workplace. At the end of their 

management "workouts", outlined in Chapter Six, they were given a briefing pack 

which they were then expected to transfer to their staff in the fonn of a team workout. 

Some managers admitted that they directed their 'team workout' much more at the 

idea of having fun as a team rather than promoting the actual values and literature 

which accompanied • . ..for a better life " as one manager said, "If j'djust given them 

the briefing pack, no-one would have looked at it so j tried to create a fun atmosphere 

and went from there ". Another manager said that he had created an awareness of the 

new crusade but had allowed his team to interpret it their own way because, due to 

the diversity of his team's tasks, he felt that it was better that they adapted the 

behaviours to suit themselves. Generally, the managers said that they felt the team 

activities had gone well and some had followed them up with other team events to 

raise the spirits of their staff. As one manager said: 

"The team workout worked well because it mixed people together and generated fun 
as well as a sense of purpose" 

Whilst most employees admitted that their team 'workouts' had been fun, some felt 

they had been rather childish. As one employee said, "That involved in working as 

teams together and doing silly things on mats", whilst another stated: 
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"When it first started we had a day when we played with remote-control cars, one 
was blindfolded and the other directed them where to go, it was a bit offun. It was 

still something which would be for children but, because I'm a child at heart, I 
enjoyed it but it's still pathetic" 

Some felt that the training might have been more beneficial if they had been able to 

meet with the engineers whom they supported and staff from other support offices in 

the country. Others felt that the training had been a waste of money and that they 

should have taken part in charitable activities rather than "silly games ". Moreover, a 

number of the employees complained that everything that was discussed at the team 

workouts was "thrown out of the window" when they returned to the office: 

"The trainingjust involved us Sitting round a table working out how to form a better 
working environment but we don't think it has" 

As for the spirit of • .. .for a better life' that was conveyed to the employees during the 

training, most of those interviewed agreed that they felt that the initiative was about 

improving working relationships: 

"There was so much apathy in the firm, people were working against one another 
instead of trying to work together" 

"It was really to create a better working relationship with whoever you work with, 
well within BT Pay phones, really" 

However, the managers interviewed said that, although this was part of the message 

they were trying to convey, they also saw • .. .for a better life' as directed at the 

behaviours of individuals and personal initiative. Indeed, most managers said they felt 

that the crusade was closely related to empowerment despite some saying that they 

avoided actually using the term, as the Director said: 

"1 do believe • .. .for a better life' is about empowerment but I would never use the 
term myself as it is faddish and misapplied Essentially though they are both the 

same, they are both about a behaviour change crusade" 

Another manager said that • .. .for a better life' was the nearest BT had ever got to 

empowerment and that for the first time they had talked of human behaviours rather 

than tasks, skills and objectives. He said that empowerment was good as long as it 
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was emphasised how far you could go before it becomes anarchy, defining 

empowerment as: 

"a state of mind which says that an employee will encounter problems and that by 
applying knowledge they can be fixed by making decisions and feeling comfortable 

about them, knowing that they will be supported if it goes wrong" . 

Another manager said that he "absolutely" believed in empowerment and that 

eventually he hoped that BT could get to the stage where the work philosophy was not 

one of constraints but rather that there was a policy of monitoring mistakes. The 

manager said that he did believe ' .. .for a better life' was an empowerment policy in 

essence, concluding that empowerment was about, "maximising the return from all 

people who work in a company and, hence. gainingflexibility". Despite the fact that 

most managers talked about · .. .for a better life' and empowerment as interchangeable 

concepts, one manager saw empowerment as a more regulatory policy which involved 

"being able to sign off things at a particular level ", rather like the "harder" aspects 

associated with TQM and BS5750, and said that he felt • .. .for a better life' was more 

about creating an atmosphere of encouragement and development. 

The relationship between empowerment and • .. .for a better life' was also discussed by 

employees who, as well as saying that they thought the central issue of • .. for a better 

life' was about teamwork, also recognised that the behaviours of 'Own, Decide and 

Do' related to them as individuals. One employee said that he felt empowerment was 

about letting people make their own decisions but that he did that anyway as there 

was never anyone around to ask. As to whether • .. .for a better life' had actually 

motivated him he said that, "I don't think there's anything more anybody in this 

group can do to do any better or whatever so it's made no difference whatsoever" 

and that the only way he would feel better about his job was if he had more money 

and more security. Another employee said that he believed ' .. .for a better life' was 

about empowerment in theory, defining empowerment as: 

"Giving somebody the opportunity to do something that they feel is right, to give 
them the chance to develop what they believe in. It's almost as if they're being given 
the power to do something instead of being told what to do all the time, if you think, 

'oh well this would be a good idea. that would save me lime' then try it out" 
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However, this same employee felt that • .. .for a better life' did not equate to 

empowerment in practice due to the fact that nothing had really changed and to the 

constraints and blockages which stopped their ideas getting through: 

"One of the • .. .for a better life' principles is taking ownership and risks of certain 
things but how can that work when you 're given those risks. if you like. and jobs to 

do. That's not me. personally. taking ownership for something. I 've been handed stuff 
which no-one else wanted to do. I had to do it" 

Overall, then, the interviews and focus group held within Payphones seem to suggest 

that the • .. .for a better life' training was seen by both managers and employees as 

quite abstract and that, rather than trying to suggest how the initiative could be 

adopted in the workplace, it concentrated on "fun" and developing a closer sense of 

teamwork. Perhaps because the training was delivered in teams, most employees saw 

• .. .for a better life' as more directed at the more efficient use of teams in working 

closer together and breaking down barriers between individuals. Despite the fact that 

two focus groups were held, both groups appeared to interpret the initiative in similar 

ways and held corresponding expectations. In addition to the identification of • .. .for a 

better life' with teamwork, both managers and employees saw the initiative as 

relating to the behaviours of individuals and most felt that it incorporated the ideals of 

empowerment in theory. However, managers did not use the term due to the fact that 

they were afraid of the "faddish" connotations associated with it. The recent 

procession of management initiatives such as the TQM style "Project Sovereign", 

"Involving Everyone" and "Breakout" have, it would seem, disillusioned some 

managers and employees, and the use of a "buzz word" such as empowerment has 

been discouraged to prevent further scepticism. The association of • .. .for a better life' 

and empowerment was further proved by the barriers which employees and managers 

identified as accompanying the BT crusade. Whilst managers felt that it was 

important that restrictions to employees' freedoms were established, employees 

contested that the policy involved work being passed down rather than them being 

able to take things on themselves. 
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Marketing 

Due to the fact that the Marketing Directorate has a high concentration of managers, a 

large number of the Directorate went on the 'management workouts', One manager 

said that he had returned from this training with new enthusiasm and an open mind, 

saying that the atmosphere in Marketing had really changed, "it was as if all the 

latent energy which was not normally exploited at work had been energised", 

However many managers admitted that at the non-managerial level there had been 

very little training, This was confirmed by the comments of one employee, who said: 

"at our level it doesn't mean as much as at the line manager level, 'cause they went 
on workshops and stuff, all we got were handouts, we never really had someone who 

sat down and told us about it" 

One manager, who did talk to his staff about the • .. for a better life' initiative said that 

it seemed to have a real effect on some of his staff, giving an example of a female 

member of his staff who had reacted to the training "literally as if a lightbulb had lit 

inside her head", Of the employees who took part in the focus groups only those who 

had been in the Customer Service Centre could remember having had any training, 

saying that it had been more like "a bit of fun" than a formal teaching day: 

• .... for a better life' was kicked offwith an events day and what that meant was that 
the managers ran an events day for all the staff and we all worked in teams doing 

games, having a fun day, and that's how it was introduced" 

"It was geared around an athlete training and they modified it into our working 
environment by saying things like 'take ownership' and 'own, deCide, do'" 

Those who did not receive any formal training said that they had heard about • .. for a 

better life' through their managers at regular team briefings, but felt that they were 

only getting part of the whole message: 

"they were expected to disseminate all this information down to our level...and down 
the management hierarchy each person is probably supposed to disseminate that 
information to us, By the time the information has got to us, probably part of the 

message has been lost" 

Because of their belief that they had only received partial, filtered information about 

• .. for a better life " some employees said they were really not sure what the initiative 
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was about and felt as if they needed someone to fonnally go over the main principles 

again: 

"1 think it would be nice ifBT could have a recap on this better life stuff and get 
everyone together and tell us again what it's about" 

Additionally, a number of employees said that they felt the, already confused, 

messages of • ... for a better life' were being lost amongst all the management schemes 

which were taking place in Marketing: 

"you're getting mixed messages as well, 1 mean, it's not just this • .. for a better life', 
there's other things like when the managers go off on these one day seminars and 

things like that and see videos and they come up with all these other, 
different messages" 

As far as management interpretations of the • ... for a better life' crusade were 

concerned, most managers said that they felt the initiative was tied in with the idea of 

empowennent. The majority defined empowennent in similar ways, encapsulating the 

idea of allowing people to make their own decisions within their work area with the 

understanding that they will receive support from their manager, as one manager put 

it, "Empowerment is allowing people to make the best use of their ability without 

having to defer to others ". The managers interviewed tended to agree that 

empowennent-style policies were the only way forward for their organization as it 

competed to maintain its customer share, but there was an appreciation amongst them 

that moving to this different style of management would not be easy. One manager 

said that he believed empowennent relied on a number of factors such as career stage, 

redundancies, personalities and aspirations, so he felt that it was important all the 

staff were treated as individuals. A couple of the managers interviewed, however, did 

not associate empowennent with • .. for a better life '. One said that he felt 

empowennent promised employees a sense of power and participation which BT 

were not able to give and that • ... for a better life' was more about taking ownership of 

their own work area, concluding that the word 'empowennent' was "bad" because it 

promised something it could ultimately never give. Whilst, the other manager, who 

did not see • .. for a better life' as empowennent, said that he felt the BT initiative was 

just about efficiency and profit rather than the more altruistic, as he saw it, policy of 
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empowennent. The manager said that even if the initiative did incorporate issues of 

empowennent now, it had never been intended that way, saying that • . ..for a better 

life' was about: 

"making the business work better and identifYing the fact that, in order to do so, they 
had to change the way their people worked" 

Employees, like the majority of their managers, said that they felt there was a 

relationship between empowennent and • .. for a better life " and some employees 

actually gave "Own, Decide, Do" as their interpretation of empowennent. As to 

whether the initiative was actually about empowennent, one employee said that he 

felt it was but that he thought he was relatively empowered in his job anyway: 

"Urn, well I think it [empowennentj's all part of our jobs anyway in Marketing, we 
are supposed to be able to produce work off our own back and we're expected to 

work alone and take considered risks probably more so than the rest of BT. As far as 
better life's concerned, yeah it's part of it, it's about taking considered risks" 

Yet some employees, agreed with the manager who felt that • .. for a better life' was 

not aimed at their well being but at the profitability of the company. They felt that the 

amount of work they were expected to do, particularly after the recent rationalisation 

programmes (see "Cultural or Structural Change?"), led them to believe that the 

policy was not specifically directed at their empowennent, "It's not for a better life" 

said one employee, "it's for a cheaper wage bill". 

On the basis of the interviews and focus groups held in Marketing, then, it seems that 

there was very little training for employees at the non-managerial levels. This may 

have been due to the low priority which was placed on • .. for a better life' by the 

previous Director. Those that did go on the training appeared to have relatively 

positive opinions of it regarding it as a "bit of a laugh" but those who received the 

messages of • .. for a better life' through their manager on a somewhat ad hoc basis 

said that they felt they were only receiving half the story. This dissemination of 

information appears to have been further confused by the rhetoric of other 

management ideas. As regards the interpretations of • .. for a better life', the evidence 

given here implies that both managers and employees considered the initiative to be 

closely linked to the rhetoric of empowennent. There were two notable exceptions to 
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this from managers who felt that the term 'empowerment' was inappropriate as they 

felt it promised things to employees which the initiative was never intended to 

deliver. There were some examples of employees who felt that they were empowered 

in their work, as one said, "yeah, we are, we are pretty much given afree rein as long 

as you can justify your decisions" but the general feeling was that this was more to do 

with the nature of their work rather than as a direct effect of ' .. for a better life '. For 

some employees, however, ' .. for a better life' seemed to just represented an increase 

in their workload which they found difficult to reconcile with the use of terms such as 

'betterlife' and 'empowerment'. 

Conclusion ofBT 

The qualitative data gained from the two Directorates of BT seem to suggest that, 

whilst there are a number of similarities between them in terms of the ' .. for a better 

life' training, definitions of empowerment, and expectations of the 'better life' 

initiative, there are also a nillllber of notable differences. Managers and employees 

from both Directorates appeared to perceive their training as "fun", yet this training 

was far more ubiquitous in Payphones than in Marketing, where a number of people 

had received no formal training at all. It is likely that the apathy of the previous 

Director of Marketing towards ' .. for a better life' may explain the failure of the 

Directorate to train everyone and it is plausible that many of the messages passed 

down from managers may have been affected by the cynicism (see "Acceptance and 

Resistance of Empowerment") of many managers within Marketing. 

Both Directorates concurred that ' .. for a better life' was related to the term 

'empowerment' with a similar interpretation of empowerment in theory being 

adopted, by the majority of managers, in both Directorates: that is the overcoming of 

problems in one's immediate work area without the need to refer to management. 

However, there were slightly different emphases given to the BT initiative in the two 

Directorates: whilst in Payphones ' .. for a better life' was associated with the efficient 

working of teams, in Marketing the emphasis appeared to be much more on the 

improvements to customer service and competitiveness. This, then, may suggest that 
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each Directorate is adapting the basic 'better life' behaviours to meet their own 

objectives and overcome their own problems. 

Whilst there did appear to be agreement amongst most managers and employees that 

the BT initiative was related to empowerment in theory, there were some doubts 

about the similarity of their meanings in practice. There was evidence from managers' 

comments in both Directorates that empowerment may be an inappropriate term to 

describe the reasons for, and the way in which, • .. for a better lift· was introduced. 

Indeed, in both Directorates there were also suggestions from employees that • .. for a 

better life' was not directed at their well-being but merely involved an increase in 

workload, failing to allow them to take on considered risks or any of the other 'better 

life' behaviours. As one employee from Marketing said: 

"· .. for a better life and empowerment essentially mean the same thing: responsibility 
without remuneration" 

CONCLUSION 

The major difference between the two organizations in terms of the empowerment 

training was that whilst the training was delivered by external consultants by grade in 

The Benefits Agency, the BT training consisted of a set of workshops for all 

managerial grades which were run by a set of coaches drawn from BT managers. 

These differences in training delivery may account for some of the main differences 

between the organizations. There was not one single company of external consultants 

which ran the empowerment training within BA which meant that the training not 

only differed across Areas but also within grades, particularly as the empowerment 

training was delivered to different grades at different times over a long period. This 

seems to have resulted in a variety of different interpretations of empowerment 

throughout the Agency. 

In BT the fact that they chose to deliver the training internally and target their 

initiative, to a certain extent, by giving it a name and listing essential behaviours 

associated with it, may explain why the interpretation of • .. for a better life' appeared 
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to be relatively stable between grades and across Directorates (except for the extent to 

which the Directorates adapted the initiative to meet their own needs). Definitions of 

empowennent still varied amongst managers within BT but most defined it in much 

the same way as they did ' .. for a better life', associating it with decisions made 

within certain parameters,a definition echoed by many managers in The Benefits 

Agency. 

For those employees who did not receive fonnal training, In the Marketing 

Directorate of BT and the North Leicestershire District of The Benefits Agency, there 

appeared to be similar confusions about their roles in an empowered environment and 

the definitions behind their respective initiatives. Both units implied that they had 

leamt about the policies through a convoluted "game of Chinese whispers" and many 

seemed to feel that they were receiving other people's interpretations of 

empowennent rather than hearing the whole message. From these employees in both 

organizations, there was a request for a clearer message from senior management 

about what empowerment meant for them. Associated with this lack of clarity was the 

belief of many employees, in both The Benefits Agency and BT, that managers were 

taking advantage of the confusion surrounding empowennent by "empowering" them 

to do extra work without devolving the authority to accompany it. It is worth 

considering whether such feelings will have been affected by the wider Industrial 

Relations context of both organizations. Three specific issues emerge: firstly staff are 

taking on wider roles as a result of rationalisations of the workforce, secondly the 

emphasis on quality has increased the scrutiny within which these tasks are carried 

out, and thirdly pay increases have been frozen (at least in the Public Sector). These 

factors may well impinge on the cynicism which staff have towards a policy which 

promises them increased autonomy. 

In conclusion there does appear to be a strong connection, on the basis of this data, 

between training and interpretations of empowennent. It appears that, particularly in 

The Benefits Agency, the failure to give clarity to an ambiguous concept such as 

empowennent allows people to create their own expectations of what empowerment 

may mean for them, leading to clashes across and between grades. Although the focus 
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which BT have given to their empowennent initiative has mitigated these effects to 

some extent, there are clearly still problems there too. What seems most apparent 

from the issues raised in the two organizations is that the real problems run deeper 

than just the inadequate and vague training that was given, and are more focused on 

the perceived gap between the management rhetoric and the organizational reality. 

250 



EMPOWERMENT: CUL TIJRAL OR STRUCTIJRAL CHANGE? 

The Benefits Agency 

Preston 

Most managers in this District were able to give examples of the structural changes 

which had occurred as a result of empowerment, although the District Manager 

admitted that it was difficult to say in concrete terms that one thing or other could be 

attributed to the initiative, adding that he did not rea\ly care what the actual changes 

were as long as the process was working. This suggests that although structural 

changes were occurring and empowerment was being introduced to aid this process, 

the linkage between these "hard" and "soft" approaches was difficult to clarify. One 

manager said that, in his command, there had been a number of changes that could be 

directly attributable to empowerment, although these again indicated a "softer", 

communications approach. He explained that, having read a book on 

communications, he had started to give certificates to his staff to thank them for their 

contribution to the success of the team. He talked of two certificates: the "Little Gem" 

award for "Going an Extra Mile" and the "Allsorts" award for anyone in the Preston 

District who had gone out of their way to help the team. Additionally, every week the 

"underpants" is published (originally based on the shape of an inverted pyramid) 

which is a team thank you to each other for things achieved [examples of these 

certificates can be found in Appendix S]. The manager admitted that, at first he felt 

that they had been treated with a certain amount of cynicism, but that he was very 

proud of what he was doing as he thought recognition was important in an 

empowered enviromnent: 

"so often they are told where they are going wrong. it makes a change to let people 
know what they are doing right" 

Employees confirmed that some people round the office did make cynical comments 

about what happened in this particular command. However they put this down to 

jealousy because many employees in the District felt that their manager would never 

allow them to do it. Those employees who were part of this command said that, 

although they thought some of the things they did were daft, it was nice to be thanked: 
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"If your name's on it, or if you get one of these certificates, you think somebody's 
obviously said something, somebody thinks I'm doing well, so it gives you a boost, 

kinda thing" 

The most common theme that was mentioned, either by managers or employees, was 

the delegation of workloads down the hierarchy. There had been no devolution of 

budgets to the commands at Preston as the management team had felt that doing so 

would have lead to insular decisions. As far as devolvement of work and 

responsibility to their teams were concerned, most managers felt that although it had 

been difficult (see "Acceptance and Resistance of Empowerment - Managers"), they 

had begun to devolve some of their tasks to the front-line employees. One manager 

said that a non-managerial grade (A4) was now doing the work that used to be done 

by the command manager and that he felt this was a positive step towards 

empowerment: 

"now responsibility has moved away from its relationship with grades and work is 
being delegated to the lowest competent level, it's the person and their expertise 

which is important, not their grade" 

Comments from employees confirmed that there were changes occurring in their 

District, one focus group participant said that, "when I first started you did what you 

were told ... now things are a lot more open ", whilst another claimed: 

"The AIs and A4s are the people who do the majority of the work and yet we were 
never consulted about the way we were doing it, but 1 think we are now, whether they 

actually do it or not" 

Yet, despite these comments, many said that they felt that there was a fine line 

between empowerment and delegation, and that work was merely being "dumped" on 

those at lower levels, increasing their already heavy workloads: 

"I find it very difficult to differentiate between empowerment and delegation. .. if 
something's delegated to you, you say it's not in my job or I've got enough to do why 
should I do this. Well, now we've been "empowered" to do it. It depends which way 

you look at it" 

"If they delegate something they say 'you are empowered to do it', whereas really 
you should empower yourself to do things" 
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"It sounds good but, at times, I feel it's not delegation or anything, it's just dumping" 

Employees said that they felt that apart from the devolvement of work and the 

communication improvements in one command of the District, all other changes were 

superficial, adding that they did not really think that their opinions were being 

considered. An example which a number of employees gave to explain these feelings, 

was the suggestion scheme. Staff were asked for their ideas and were given £ 1 0 for 

contributing ideas as to how their job could be done better. However the employees 

interviewed said they felt that, whilst they gave their ideas in good faith, most were 

only given lip service and were rarely implemented: 

"I got ten pounds for making a suggestion once but they never did anything with it, 
I'd rather they'd done something with it and I'd got nothingfor it" 

"It's rewarding you for having an idea but it would be more rewarding to see your 
idea put into action, I mean that would be great" 

"It was like that money for the team-building sessions and they said 'right, come up 
with some ideas of what you want to do. So we came up with these ideas and they said 

'well, no, actually, there's only these three available ' ... why get ideas going and 
encourage people to think about it?" 

Another common source of these feelings of superficiality was the use of the word 

"empowerment" itself which many employees felt had "faddish" connotations: 

"They go through certain stages, the management team, last year it was 
empowerment, this year it is all Quality, and it's just like the word everyone knows, 

it's the buzz-word sort of thing ... the people that matter seem to have forgotten about it 
now" 

This feeling that the Quality Framework and empowerment were just management 

fads was fuelled, said the employees, by the money which had been spent on 

promoting them. There were a number of posters around the office and mugs which 

had been given to all of the staff, displaying Quality messages such as "Quality only 

happens when you care enough to do your very best". These appeared to have angered 

some employees: 

"It's like these bloody posters that are around, all of a sudden they were on the wall, 
I dread to think how much they cost" 
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"1 could have thought of a lot of better ways of promoting quality than giving 
everyone a mug! .. 

Overall, then, it seems from the interview data at Preston District that, both managers 

and employees perceived changes which were attributable to the empowerment 

initiative. Whilst managers seem to have felt that, in general, these changes had 

contributed to the empowerment of their staff, employees tended to believe that the 

devolvement of tasks was little more than "dumping". There appears to be an 

exception to this is the case of one command which had adopted new communication 

and reward procedures. Comments from both managers and employees in this 

command suggested that both felt they had benefited from these changes. However, 

the general impression which emerged from employees' comments was that they did 

not feel that, other than having more work to do, there had been structural changes 

since empowerment. The promotion of quality was seen by employees as "faddish" 

and the suggestion scheme as ineffectual, leading some participants of the focus 

group to question whether Preston managers were really interested in their views. 

North Leicestershire 

Most managers and employees who were interviewed in this District did not see 

empowerment as having occurred over night, but said that the move towards an 

empowered environment had happened gradually since the development of the 

organization as an Executive Agency. Many employees felt that the opportUnity to 

"act up" (cover a higher grade's work in their absence), which existed before the 

introduction of empowerment, was empowering but that they would just act up for a 

few days and then return to their normal jobs which had no sense of the same 

authority. One employee said that he felt the move to empowerment had "buffered" 

the effects of this process: 

"'cause 1 did some acting up and .. I'd have a lot of one-to-one talks with the HEO 
[department/command manager] and stuff. You go back down to the other level, you 
don't have any authority anymore but now there's this empowerment business that 

means you can still have a s~ at some kind of level" 

A number of managers said that they felt that the structural changes since 

empowerment had increased their workload. Budgets had been devolved to the 
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command managers so each manager was allowed to decide on their own staffing 

levels, for instance if a member of staff left their command, they could make the 

choice as to whether to replace them or spend the money elsewhere. Many of the 

managers in charge of these budgets said that they felt more in control of their work 

and more directly accountable to their paymasters as a result but that, because of this 

increase in responsibility, it was only sensible that their old responsibilities be passed 

down. As one manager commented, "It is only natural that as I get more 

responsibility, I pass that down, otherWise I'd have too much" . This cascading down 

of responsibility was recognised by employees too, as one said: 

"Work's coming down all the way from the top, you know, the REOs have put work 
down to the L01s, who have put work down to the L02s, and so it goes on" 

Managers also said that they felt that empowerment took up more of their time than 

traditional ways of working because of the need to consult their staff. Some 

employees agreed that allowing them to contribute their ideas could lead to long 

drawn out decision-making processes: 

"In some cases you can have too much fteedom, l mean, we had a case when we 
arranged the way the desks were set out and we had meetings and meetings and more 
meetings, and it just dragged on for ages and people were thinking - let's just make 
the decision and do it - right or wrong but, at least, make a decision- it just dragged 

on and on and people were sick of the whole thing" 

The managers complained that consultation not only took more time than when they 

had made their own decisions, but that often their decisions were not suitable. As one 

manager said: 

"If for certain reasons their ideas are not acceptable they think you made the 
decision without them but, due to my experience, I often just have certain ideas in my 
head when I put things out for discussion ... and some things are just not negotiable" 

Yet, employees said that they felt that often managers did not give them enough 

information to make properly informed decisions about an issue, and that this was 

why they often came up with unacceptable or unsuitable suggestions. One employee 

at the Leicester office explained that he and his team had been asked about how they 

might re-organize their work. He said that they had been given a few options and had 
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chosen one but that at the team briefing, the next week, the managers over-ruled their 

decision, "everybody got their backs up, obviously, because they said 'we chose, you 

gave us the options' ". The managers then told them that the target had been to free up 

more staff, the employee felt that, by not telling the team this, the managers were 

preventing them making real decisions: 

"we could have come up with a solution to meet their needs then people would have 
folt they had an input in, made a valued contribution, but instead, although we were 
consulted, there's a difference between being consulted and having power to be part 

of the decision making process" 

This quote indicates clearly the two distinctive elements of employee involvement 

that were discussed in the literature review. Whilst employees were being allowed 

"pseudo-participation", their influence remained at the bottom end of the "escalator" 

(Marchington et ai, 1992), with little say over real decisions which influenced their 

working lives. And as another employee said: 

"You can come across a situation, where you're basically told well you can have the 
meetings, you can make a choice and then we'll tell you what we've decided already 

and that's happened far too many times" 

The feeling that empowerment increased workloads was not only a complaint of 

management. Employees felt that, whilst they were having no more say over their 

work processes since the introduction of empowerment, the sort of tasks which were 

being delegated were relatively menial such as sorting the post, checks on payments, 

and dealing with callers to the Agency. Whilst not really affecting their level of 

authority, except in cases where they could adjudicate on some short term benefits, 

these extra tasks were seen as merely adding to their workload and they were being 

expected to do more work for the same pay: 

"They're not devolving power but they are actually devolving responsibility for 
sections to the pOint where you haven't got time to bless yourself but that's not 

empowerment, that's piling work down. .. you 're told what to do and the quantity and 
you don't have a say, you have to keep chipping away at the block" 

"I think it's a false consciousness, they are trying to make you feel that you are a bit 
more involved but, at the end of the day, they're trying to get you to do a larger scope 

of work for less money" 
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"We have some of the authority but not the bits that we really need, we don't have 
enough power. I don't see why we should take on more when we don't get paid, it 

used to be a fairly decent wage but now it goes down and down each year as inflation 
rises and our pay increases get smaller" 

The final major theme which emerged from the interview data was the perception by 

employees that "empowerment" was a managerial cultural change rather than a policy 

aimed at creating any real, lasting structural changes: 

"I think it's, you know, how you get certain things that everybody's fired up with and 
now it's sort of on a back-burner for a while and it's not so important but it's still 

probably still there ... " 

"you sometimes feel that it's the idea of the month, you know, 'cause if you work here 
long enough there's all these ideas come in and you think 'hang on, we gave that 

up J 5 years ago because of another idea' and then you get back to where you 
started from" 

Overall, then, there is clear evidence from the interviews at North Leicestershire that 

real structural changes, such as the devolvement of work, are taking place under the 

"empowerment umbrella" in the District. However, there appear to be complaints that 

the pressure of increased work means that many employees feel unable to take part in 

empowering activities, and that kind of delegation is hardly empowering. The views 

of some employees that empowerment represented another 'one of those ideas of the 

month' implies that they felt that either empowerment was not a lasting programme or 

that management were not genuine in their intentions. Either way empowerment was 

not seen by employees as changing the way they did their work: "It might make a 

change to the way we actually plan things, the organization, but physically doing the 

job is just the same. " 

Conclusion of The Benefits Agency 

The interview and focus group data collected in the Benefits Agency seem to suggest 

that several structural changes have occurred in the Agency which necessitate the use 

of empowerment-type policies. In this sense, empowerment appears to be being 

introduced as a way of legitimising the "harder" aspects of organizational change 

such as down-sizing, de-layering, market testing and increased workloads. In both 
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Districts the managers and employees felt that it was difficult to attribute particular 

changes to the way they worked solely to empowerment because of the intervention 

of other factors such as the development of the organization as an Executive Agency 

and computerization. One of the particular changes associated with empowerment, 

the devolution of budgets, had not occurred in Preston due to its unpopularity with the 

management team, but had been introduced to North Leicestershire. Those managers 

at North Leicestershire who were now in charge of budgets said that the devolvement 

of tasks and responsibility to lower levels was essential due to the added workloads 

which the budgets had brought. The fact that there was not a similar driver in Preston 

might account for the more communication based strategies for empowerment which 

many of the interviewees talked of. 

Overall the reactions of employees to empowerment, and the changes it had 

introduced, were remarkably negative. Employees in both Districts felt that 

suggestion schemes and consultation exercises were not taken seriously by staff and 

that they were not given the opportunity truly to participate in decisions about their 

job. It appears that employees resented management who they saw as just reasserting 

their control by deciding not to implement their ideas without giving an explanation. 

There is a broad indication that management is using such procedures to marginaIise 

the unions influence by instilling a sense of employee ownership to ideas and 

suggestions taken by the District Management Teams, when, in reality, management 

continue to make their own decisions regardless. In this way, consultation is being 

made at the local level but the decision-making process remains firmly with the 

management teams. Because of these opportunities for employees to question 

traditional work practices, however, there was evidence that management may face 

covert resistance as employees implement their ideas with or without the consent of 

management. One member of the Preston focus group gave an account of a scenario 

in which he had an idea on how something could be done better and suggested it to 

his manager who said "1'm sorry but we've always done it this other way". "So if 1 do 

it anyway, I've got to do it without getting caught ", he said. Overall, then, 

empowerment in The Benefits Agency appears, on the basis of these qualitative data, 

to involve a number of structural changes, most prevalently - the devolvement of 
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work to lower levels. This delegation of tasks has angered employees who see their 

pay decreasing in real terms, whilst the demands made on them increase. Despite the 

number of structural changes, there is substantial scepticism regarding the use of 

more communication-type strategies in Preston, including posters and "message 

mugs", which seem to have led to a feeling amongst employees that empowerment is 

a management "fad". Although there are similar feelings of 'deja vu' in North 

Leicestershire, there seems to be a greater realisation in that District that 

empowerment is not only desired, but essential. 

British Telecommunications Plc. 

Payphones 

There was a strong belief amongst the managers interviewed in Payphones that ' .. for 

a better life' was not a policy of structural change, as one manager stated, "it's more 

ad hoc, more woolly than that" whilst another manager agreed that the initiative had 

not been accompanied by changes in organizational policy and structure but rather 

that it related to culture and the ways in which people work. This was the feeling 

amongst the majority of managers who found it difficult to identify changes to their 

jobs, or those of their teams. The employees who took part in the focus groups 

confirmed these feelings of managers. When asked if they thought that ' .. for a better 

life' had changed the way they worked, one employee replied, "No, not at all"; whilst 

others stated: 

"It gives you a better insight into some things but I don't think anything drastically 
has changed" 

"Occasionally we say 'oh, we 'Il take a considered risk but it's got nothing to do with 
it and it's very facetious" 

There were, however, some examples given by managers of changes which had 

occurred. Field Managers [line managers of the engineers] gave a number of 

examples of how their staff had used the ' .. for a better life' behaviours to react to 

customer needs. One manager said that he had seen an increase in the number of 

'considered risks' which his team was taking and gave the example of a woman in a 

259 



Manchester Hospital who had been involved in a car crash on a visit from her home in 

the South. One of the manager's team, who was working in the hospital, took a 

considered risk by inserting a phone socket into her room so that she could keep in 

touch with her family, "his work took less than an hour, cost us next to nothing, has 

gained revenue through phone bills, and made a customer very happy" , said the 

manager, who continued by saying that he believed the new freedoms to complete 

such actions definitely made a difference to both the organization and the employees 

themselves. Other examples given were of office 'change rounds' and of managers 

doing engineers' jobs when no other engineers are free. However, the employees who 

took part in the focus groups, said that they had not experienced such examples of 

• .. .for a better life', explaining instead that the initiative had created a lot more work, 

as one employee said ofthe 'champions' of • .. .for a better life' : 

"1 think they need to get in at the ground level and see how much work it has created, 
1 don', think they ever realise that ... plus there's other people who think they're higher 
than us who are handing out their work for us to do so we've got to do some of theirs 

as well as our own" 

Not only did the employees interviewed feel that the empowerment initiative was 

giving them more work, but they also felt that they were not actually being given the 

opportunity to use the 'better life' behaviours. Asked whether they were given the 

opportunity to make informed decisions and considered risks, one employee replied, 

"none at all, and if we do we get into trouble" . Whilst some felt that their ideas were 

ignored: "we suggest things, but nothing ever comes of it, it's just poo-pooed - 'oh 

it's not the time blah, blah, blah ". 

One employee said that he felt it was the increase in workload and other constraints 

which meant that employees ideas were never considered: 

"The thing, is the idea is there, and you speak to a lot of people and they'll say 'oh, 
yeah, you go and mix with the engineers' [an idea suggested by the employee to 

improve communications between internal customers] but, then, when it comes down 
to it there's not enough resources in the field for the engineers to come here or in the 
support office for you to go out, they say '000 we can't let you go 'cause there's too 
much work' and it's just working against the better life principles that everyone's 

trying to get over" 
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There was an indication from the comments of the employees that this failure to see 

any real difference to their jobs since the introduction of ' .. .for a better life' had led 

them to treat the initiative as another management 'fad', following in the shadow of 

the series of previous programmes brought in at BT. This was not only a problem 

which was recognised by managers but one which was shared by them. A number of 

managers commented that their first reactions to ' .. .for a better life' were sceptical 

and most expected it to be a, ''flavour of the month thing", although some felt that the 

passion of Stafford Taylor, the Managing Director, and the fact that it was stilI 

"hanging around", had made them less cynical. Despite this, managers were aware 

there were stilI feelings of scepticism amongst their staff who, through their worklife, 

had seen such things come and go and who expected • .. .for a better life' to follow the 

same pattern, as one manager said: 

"BT has a history of management fads which are quickly forgotten about so many 
people are just keeping their heads down waitingfor this initiative to go away" 

Although some employees felt that · .. .for a better life' was sufficiently different from 

other programmes to be taken more seriously, most agreed that the history of 

management initiatives within the organization gave the empowerment policy little 

credibility: 

"I think ' . .for a better life' isjust like the old "Involving Everyone", I think that's 
what it is, it's just a new name" 

"We've been here before with "Involving Everyone" so as far as we're 
concerned we've been there before and it just seems like another American 

idea .... and it 's just a nonsense" 

Another manager felt that this association, of • .. .for a better life' with previous 

programmes such as "Involving Everyone", was heightened by the "razzmatazz" 

which surrounded the launch of the initiative. He described the launch as 

"inappropriate, people find it irritating and Americanized" and these views were 

borne out by the feelings of employees, as one said "we want a better life but we 

don" want the bunting and the pens ". For others, there was a sense of anger: 

"The marketingfor it was atrocious really, I mean if it was a kindergarten that would 
be another thing, I mean it's like something you get given at a kid die 's party" 
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''It's treating us with contempt. For me the nail in the coffin was when they came 
out with that little jiffY bag and I refused to take it. If I'd opened it I 'd probably 

have thrown it back at them because I will not be treated with contempt and that is 
what it is" 

Overall, then, it would seem from the interview data that there are few, if any, 

structural changes associated with ' .. jor a better life' in Payphones and that it is 

receiving a pretty hostile response from employees. Whilst managers were able to 

give examples of changes to behaviour since the introduction of the empowerment 

policy, these were isolated incidents seemingly caused by changes in attitudes rather 

than new Directorate-wide or team-wide methods of working. For some employees 

the initiative appears to have led to an increase in workload and many commented 

that their views were still largely ignored. Employee comments also seem to imply 

that some of them remain afraid to adopt the 'better life' behaviours for fear of 

making a mistake, as one employee said, "If you make a wrong decision you would 

still be in essentially the same position as you were 18 months ago ". Both managers 

and employees talked at length of the comparisons between ' .. jor a better life' and 

"Involving Everyone", with many fearing that the new empowerment initiative would 

fail like its predecessors. For employees, this cynicism was clearly exacerbated by the 

"silly" marketing techniques used to promote ' .. jor a better life' which they 

considered to be both condescending and a waste of money. 

Marketing 

The general feeling amongst managers interviewed within the Marketing Directorate 

was that ' .. jor a better life' had not had any change on their work or that of their 

teams because they had all worked using the 'better life' behaviours anyway. Some 

managers admitted that their team appeared to be making more of their own decisions 

and taking more considered risks than in the past however one manager said, "I'm 

sure they were making some of these decisions before ' .. jor a better life' but were 

just being a lot more covert about it". This belief that ' .. jor a better life' had merely 

authorised the existing working practices which occurred within Marketing was 

confirmed by employees: 
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"I suppose it depends on the individual but it underlines, to some extent, what we 
were doing already ... with this [ ' .. .for a better life' ] it's really saying 'if you want to 

do it go ahead and we'll all support you" 

"I think it makes these concepts, you know, 'I've been doing this' or 'I've been doing 
that' which has made you aware, put a name to it and say '1 did that for a better 

life .. Own, Decide and Do but we'd do that anyway wouldn't we" 

Some managers and employees, however, did comment on changes, both positive and 

negative, which • .. .for a better life' had made to their jobs. Positive changes, listed by 

employees, tended to include increased responsibility and variety and more general 

control over work, as one employee said: 

"· .. .for a better life' has actually changed the way we work because, back in last 
year, as a result of • .. .for a better life', we started monthly meetings to improve the 

way that we were working and identify weaknesses within the [job area], we've 
reduced our call answering and lots of other things so that is as a result of 'for a 

better life' so yes it has changed the way we work" 

"Perhaps it's made people feel a bit more in control of what they're doing rather 
thanfeeling that they've got to check with a manager before they agree something 
with a customer. So I suppose you do feel slightly more in control of what you're 

doing" 

"everybody's got their job to do but they're trying to get you to do that little bit extra 
to improve the quality and that is what • .. .for a better life' is all about, I don't think 

it's separate from the job I think it's supposed to be encased within the job" 

Additionally, the promotional side of the initiative such as the videos, were feIt by a 

number of employees to represent a welcome break from their normal working day, 

and that they might as well 'make the best of it': 

"whether you're doing your job or doing something like making a video you're still 
getting paid by BT and my argument is well you're in work and you might as well 

make the best of it and if something like • . .for a better life' comes along and it 's fUn, 
then make the most of it and don't be negative" 

For some employees the changes were not perceived as so positive, the introduction 

of the initiative combined with recent job cuts meant that • .. .for a better life' was 

strongly associated with an increase in workload. As one employee said "It seems 
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that in Marketing we take on a lot more responsibility than other areas" whilst 

another stated: 

"All we do is get landed with some project or other, don't we, that's part of a better 
life, like the video diaries or something. That's stuff you could really do without 

'cause we've got enough work to be getting on with anyway" 

The scepticism surrounding • .. .for a better lift' due to the apathy of the previous 

Director of Marketing was made worse, commented a number of managers, by the 

assumption that it was "another of those kind of things ". The fear amongst managers 

was that, if they got involved with the latest initiative, the feelings of cynicism 

amongst staff would worsen when it failed one or two years down the line. As a result 

of this, a number of managers felt that • .. .for a better life' had to be far more tied in 

to business objectives to be taken seriously by staff and many managers admitted not 

using the wording of the initiative in order to do this. Staff echoed these feelings of 

managers, one employee said that he felt new initiatives always followed a change in 

senior management (the "new broom" syndrome as discussed in the literature review): 

"what these senior managers do is come in here for about two years, make these 
sweeping changes, and then go on to another company and we're all left to pick up 

the pieces" 

Whilst a number of employees compared • .. .for a better life' to "Involving Everyone": 

"Yeah, if you go back about 6 or 7 years there was this thing called 'Involvlng 
Everyone' and that was supposed to bring BT out of the Dark Ages and. um, from the 
Civil Service environment, it was supposed to change people's attitudes and I suppose 

• .. .for a better life' is a sort of continuation of that" 

"with • .. .for a better life' it's sold to you and you think 'yeah, let's get on with it, it's 
a bit of fun' and there's something at the end of it because you beneftt from it but it 

wasn't like that with 'Involving Everyone' it just didn't work" 

Interestingly, whilst the managers were reporting that they felt the message of • .. .for 

a better life' had not yet got through to their staff and were planning to re-energise the 

initiative, employees felt that the initiative had been laboured enough: 

"I don't know whether it's here to stay, I think they'll keep on plugging it but I think 
it's time to knock it on the head really" 
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"How far can you take it, you can drive something into someone for so long and then 
they think 'well, I'm not interested and I'm really cheesed ojJwith it' andI think 

that's what happens" 

"Well 1 think, • ... for a better life' is getting a bit sour now, it's a bit old hat. 1 mean 
we all come in every day and see these bloody great suns all over the lifts and you 

think, 'Christ, when are they going to take those down' and that's it" 

Conclusion Of BT 

In both of the Directorates of BT, managers and employees alike found it difficult to 

identify any real, structural changes which had occurred as a result of • .. for a better 

life '. In Payphones, managers referred to a few isolated incidents when their teams 

had displayed the 'better life' behaviours. In Marketing, both managers and 

employees felt that the 'better life' behaviours were part of the way of working in 

Marketing before the introduction of • .. for a better life' and many felt that, as a 

result, lip service was paid to it. In both Directorates, employees felt that workloads 

had increased as a result of ·.;for a better life' . In Payphones this appeared to be due 

to the fact that work was being passed down from higher levels or across from other 

staff at the same level. In Marketing, however, the increase in workload was felt to be 

more related to the recent job rationalisation which had occurred in the Directorate. 

The • .. for a better life' promotional events such as producing videos and taking part 

in competitions was felt by some employees in both Directorates to only add to their 

workload. There was a clear feeling amongst both managers and employees that • .. for 

a better life' was a successor to previous employee involvement programmes. In 

Payphones the tackiness and razzmatazz which they felt had accompanied the 

initiative's launch, exacerbated these feelings of cynicism, whilst in Marketing there 

was a feeling amongst employees that it was a time to stop • ... for a better life '. This 

latter perception was acknowledged by a manager within Marketing. He said that 

when he came across employees who wanted an end to the initiative, he used the 

words of Stafford Taylor, "How can I send a memo round one day announcing that 

I'm stopping you from having a better life?" . Moreover, the money which employees 

saw as being spent on the new initiative angered some, who not only saw the 

marketing as condescending and childish but also found the expense difficult to 

reconcile with the efficiency drive and cost-cutting which was threatening their jobs 
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and livelihoods. Additionally, the pressures of workloads to meet targets caused 

employees to avoid taking part in non-work activities such as making videos which 

they did not see it as relevant to business objectives and values. 

CONCLUSION 

This theme considers the extent to which employees were experiencing real changes 

to their job role and the organization of work (structural) or more intangible changes 

in behaviour and attitude (cultural) or indeed, both. In both organizations there 

seemed to be a difficulty amongst managers and employees to identify real changes, 

except increases in workload, which had occurred since the introduction of their 

respective empowerment policies. In The Benefits Agency this was said by managers 

to be due to the number of other changes which had occurred before, and alongside, 

empowerment. However, in BT, managers said that structural changes had not 

accompanied their empowerment initiative as such changes were not the intention of 

the policy. Hence, the most striking reported difference between the organizations 

was that, whilst empowerment in The Benefits Agency had brought a number of 

structural changes, the same was not true for BT. Following from this, whilst 

employees and managers in The Benefits Agency dwelled on increases in work and 

devolvement of responsibility, in BT the respondents were more concerned with the 

programme's relationship with previous initiatives and the issue of temporary fixes. 

So, whilst there were some comments about fads in The Benefits Agency and some 

feelings that workloads had increased in BT, the general findings seem to be that 

there was a reaction to structural changes in The Benefits Agency and to more 

cultural changes in BT. Despite this, there was some similarity in the data collected 

for the two organizations. In both cases, there was a feeling expressed by employees 

that, whilst their organizations used participative techniques such as suggestion 

schemes and stated that they welcomed their employees' opinions, in practice they 

believed that their opinions were largely ignored by management. Overall, however, 

one might hypothesise that whilst empowerment in The Benefits Agency was part of a 

wider move towards change, empowerment in BT was more of a cultural change 

aimed at changing the behaviours of individuals rather than the working practices of 

the whole organization. But, in both cases, the response from employers and 
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managers towards the initiatives appears negative, ranging from indifference to 

marked hostility. 
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ACCEPTANCE OF AND RESISTANCE TO EMPOWERMENT - MANAGERS 

The Benefits Agency 

Preston 

There did appear to be some appreciation amongst the managers interviewed at 

Preston that their role within empowennent was considered by The Benefits Agency 

to be an important one. This was particularly evident within the command which had 

introduced the certificates and other new fonns of communication. The command 

manager was described by one of his line managers as a provider of, "charisma, 

enthusiasm, support and guidance, the staff in this command would not be the same if 
it wasn't for him ". The manager concerned confinned that he was enthusiastic by 

nature and that he hoped this generated enthusiasm in his staff. He also said that he 

had a terrible conscience so, if he promised something to his staff, he would always 

deliver. He concluded that: "Overall, I like people and think that everyone has 

potential and that it is in my best interests to explOit it. I just want to do the right 

thing, be happy and have fun ". The positive effect of this manager was confinned by . 

comments made in the employee focus groups: 

"That's to do with the manager because he's quite an outgoing person or 
whatever ... and he's into all that sort of thing [Empowennent' Quality] . He 

wants you to be in all these groups because he's involved himself" 

Employees also felt that this manager was genuinely interested in their ideas: 

"He listens to you and says 'what do you think?' and I go 'well I think this' and he 
says 'right, OK, we 'Il do that' and I'm like 'What?' 'cause I'm so surprised" 

However, one might argue that this manager would have acted in this way regardless 

of empowennent. What is more important, it seems, is the generalised response of 

managers, as this is more likely to isolate the impact of the empowennent initiative 

rather than just one personality. A number of the managers interviewed in Preston 

admitted having trouble "letting go" of their work as the new empowennent 

environment requires. The District Manager said that he had found the transition to an 

'empowered' culture hard due to the fact that he no longer knew everything that went 

on in the District. He stated that he felt that his old style of management was very 

'hands on' to the point where he would know which of the employees were 'off-sick'. 
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He continued by saying that he had found it uncomfortable at first to let go of the 

reins but that now he had passed this stage and was aware that he did not know as 

much of what went on in the District now. 

This difficulty in 'letting go' was found throughout the management interviews. Most 

of those interviewed denied that this was because they did not trust their staff, rather 

that it was difficult to accept that staff chose to use different methods to their tried 

and tested ones. One of the managers interviewed seemed to be in favour of 

delegation as part of the empowerment process but acknowledged that it required 

trust and getting to know the work of other people. He said that he believed this trust 

develops through results and having a 'no-blame' culture, and most particularly from 

refraining from stamping your own standards on to your staff. This concept of trust 

was reiterated by another manager who felt that it was very hard to 'let go'. He said 

that he had set up self-directed work teams, indicating a more structural change than 

the "softer" communication changes outlined above, but that he had had doubts as to 

whether his staff would be able to do the job, "but they did and you have to learn to 

trust people that is the key" he concluded. Despite these feelings that 'letting go' was 

difficult, most managers felt that they had succeeded in letting go of their work and 

authority to some extent. However, one manager seemed to find delegation 

particularly difficult and always wanted to check things other people had done. 

Despite this he said that he could see delegation was essential as he could not do all 

his work himself, "it's still hard, though, you can't let go over night". 

There was a feeling amongst the employees who took part in the focus group at 

Preston District that managers were merely passing down the work which they did not 

want to do, "but the L01s think 'oh great, they can do all that crap 1 don't like 

doing'" and that managers just saw empowerment as an excuse to off-load their work 

to their staff. Staff tended to put these actions by management down to the fact that 

many of the managers in their District were unable to change their attitudes and 

continued to emphasise the importance of grades, as one employee said: 

"They're stuck in their ways and don't want to change, you'll usually find La 1 s will 
say 'oh grade doesn '( matter', cause it doesn't to them 'cause they're an La 1 " 
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whilst another felt that empowerment's success or failure was dependant on these 

attitudes of managers: 

"It depends on your line manager doesn't it? Alright empowerment is meant to be an 
office policy but if you've got an old fashioned line manager who thinks that you 

should be grade conscious, because a lot of them do and they're not going to change, 
then there's no meaning to it" 

Although many of the employees believed that their District Manager was committed 

to empowerment, they felt that a number of other managers were merely giving lip 

service to the policy: 

"The manager's all for quality like, you know, empowerment and everything, and the 
HEOs are like 'Yes Joe' but then, as soon as they get back to their command they 

say 'it's all a load of rubbish really'" 

One employee gave an example of a manager who had told staff that he supported an 

open door policy for staff, an idea set down by the District Manager, but who they felt 

did not do so in practice: 

"the door was open so I thought nothing of walking in and it was made clear to me 
that I had done the wrong thing and that I should've been more respectful" 

This belief that managers are merely speaking the rhetoric of empowerment was not 

just levelled at department managers, as one employee said, "I think a lot of the LO I s 

say what they think the HEO wants to hear ", 

Overall, then, it appears from the interviews and focus group at Preston District that, 

whilst managers admitted having difficulty letting go of their status and authority, in 

the most part they felt that they had begun to do this, Employees, on the other hand 

felt that managers were blocking empowerment by relying on the status and authority 

bestowed upon them by the grade structure and that they were paying lip service to 

the ideals of empowerment. There was some admission amongst managers that 

empowerment threatened their security, The majority of managers interviewed saw 

the necessity for managers to move from "control" managers to "coaches", although 

realistically the civil service environment necessitates managers to do both at once, 

Managers were aware this change meant a complete overhaul in the way that things 
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were done and some felt it endangered the future of their role, but were placed in a 

difficult position by having to deliver this utopian rhetoric to their staff. As one 

manager stated, "empowerment means that staff could probably function without a 

manager" . 

The apparent success of one manager in motivating employees and creating an 

empowered environment highlighted the importance of managers in the 

empowerment process. By generating enthusiasm and commitment it seemed that this 

manager had not lost status but gained it in the eyes of many employees. Despite the 

criticisms laid at the door of managers in the Preston focus group, there was an 

appreciation that some managers were 'empowering', however the fear remained 

amongst employees that many ofthe managers would never change: 

"A lot of it's attitudes, it's the way we see il and Ihe way they see it. Most of the 
HEOs think they're doing a good job, and some of them are, but it's trying to 

convince the others that they're not ... if our LO 1 s won 'I tell them how can we do it?" 

North Leicestershire 

The District Manager at North Leicestershire stated that, although he had 'been 

empowered' , he had never felt so controlled and monitored in his life, suggesting that 

staff at all levels were feeling the "harder" aspects of empowerment. He said that he 

found it difficult to advocate empowerment to his staff when the area and territorial 

managers above him could not seem to 'let go'. This was reiterated by another 

manager who said that the District remained to be evaluated in terms of performance 

targets rather than what was being done culturally. Moreover, the District Manager 

continued by saying that he had personally found it hard to let go and reconcile 

himself with the fact that he could not, and should not, know everything about what 

was going on in the District. He emphasised that, although he anticipated that his 

management team would face similar difficulties, he expected them to show the same 

commitment to empowerment. As he said, "it is important they work hard at being 

flexible and empowering, after all surely it makes their job more interesting too ". 
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The inability to 'let go' was mentioned by several managers as a barrier to 

empowerment. The majority of those interviewed felt that there were still managers in 

the District who were finding this transition hard and that this had meant that the 

move towards an empowered culture had been slow. The employees who took part in 

the focus groups said they felt it was important that there was commitment to 

empowerment at all levels of management as, if some managers were not committed 

to empowerment, the whole process was liable to break down: 

"That's the problem, because the office is 'Yeah, OK, no problem at all' but if the 
next chain of command, if they're getting things wrong and their view of 

empowerment is telling people below who are getting things right, you will be at 
odds, there will be conflict" 

One manager confirmed that empowerment was very much to do with individual 

management style and that this in itself brought complications, as the Benefits 

Agency had traditionally recruited managers with an autocratic style. This feeling that 

the traditions of the Benefits Agency, and its old style of management, were 

hampering empowerment, was confirmed by the comments of employees: 

"They are still operating as they did 15-20 years ago and they don't want to change 
and don't see why they have to. 1 mean a lot of them are quite old and they still want 
things the way they've always done them and they don't like any of these new things 

and they try to ignore them and hope they'll go away" 

"A lot of the L02s were taking on the new ideas, the new drives, a lot quicker than the 
LO 1 s so you were ploughing against a wall all the time, it was frustrating" 

"they have this attitude, 'I'm in charge of this and no-one 's faking it away from me, 
it's my responsibility and 1 don't like these new things .. , 

There was an appreciation amongst both managers and employees that the change in 

the role of the manager in empowerment had brought stresses and strains for many 

managers, particularly at the LO I level. Department managers stated that many of 

their line managers had been promoted on the basis of their technical rather than their 

management skills but that now they were expected to become managers of people 

rather than be technical experts. Yet, some employees suggested that the devolvement 
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of budgets had meant that this "coaching" had to be combined with increased 

financial control (Arm strong, 1989): 

"All the jobs are so different now from when we first started, it was about managing 
people, it was about caringfor staff and then hopefully you would meet your targets 

but they're not really managers of people now, they're sort of away from it all, it's all 
to do with budgets and things so you don't really know what they think or do they 

care how you feel because their jobs are difforent from our jobs" 

"j think the LO 1 grade and upward are trying to turn far more into managers than 
technicians that's the big culture change really, because in the past L01s have 

become technical experts" 

"j think we might be unfair to them in that they've worked hard to get where they did 
and everything they've worked hard to get is being handed down to people of a lower 
grade, you can see their point to that degree. But, on the other hand, that's the way 
we're going, they're not going to stop it, there's no point in resisting, you've got to 

make it work best for you" 

One employee at the Leicester office thought that, not only were managers fearing the 

change in their roles, but that empowerment may also have been seen by middle 

managers as a policy which threatened their future role within The Benefits Agency: 

'you end up doing somebody else's job as well as your own, you're getting the same 
pay and then the person above you, they might see themselves going out of the 

window 'cause they're not doing so much" 

One manager admitted that he felt many middle managers were only showing 

commitment to empowerment due to the threat of recent de-layering to their jobs, 

"When you're in the top grades that's it, you're in a straight jacket, you've got a lot 

to lose if you speak up against it". This feeling was mirrored by employees who said 

that they felt that many managers, despite saying that they were committed to 

empowerment, were not backing this up with their actions in practice: 

"j think some of them genuinely support some of the initiatives like the Quality 
Framework and some of them say they do and then ignore it when the people who 

support it's backs are turned" 

"They support it because they have to, it's part of their job, if they're told to 
introduce something then they do " 

273 



Overall, then, on the basis of the qualitative data from North Leicestershire District, it 

appears that managers, both within the District, and at Area level, are facing difficulty 

in 'letting go'. The general feeling amongst interviewees was that, this resistance was 

due to management fears that by 'letting go' they may effectively be doing themselves 

out of a job and that realistically they can not afford to take this risk. Whereas before 

the empowerment initiative line managers were technical experts who checked and 

validated all their employees' work, now they were being forced to take a more 

managerial role whilst their managers tackled with devolved budgets. Some managers 

and employees suggested that these threats were leading some managers to feign their 

compliance to management while actively blocking empowerment further down. 

There also seemed to be a feeling amongst employees and managers alike that some 

managers, who had been with the organization a long time, had been instilled with the 

values of the old Civil Service structure. Hence, it was felt that these managers 

believed those at a higher grade warranted more status and responsibility and that they 

perceived empowerment as striking at the heart of this traditional hierarchical 

structure. For these managers their length of tenure and experience will have meant 

that they may have seen their methods of working succeed over a long period of time 

and that they, therefore, do not see any requirement for a change. However, both 

managers and employees saw such attitudes as damaging to the organization. As one 

manager said: 

"They're trying to get the message across to them, there are plans afoot to make sure 
everyone knows exactly what this means in no uncertain terms ... ! don't think some 
are going to be given any choice because if some of them don't do it, it's going to 
have a detrimental effect on the whole District, if you're not part of the solution, 

you're not playing" 

Conclusion Of The Benefits Agency 

There appear to be several similarities between the two Benefits Agency Districts on 

the basis of the qualitative data presented here. In both Districts there seems to be a 

widespread belief amongst managers and employees that the role of middle managers 

in empowerment is very important. The success of one of the managers from Preston 

in motivating his staff reflects this, although the attribution of his behaviour merely to 
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empowerment is unlikely. Clearly individual management personalities are important, 

as the following quote from the Loughborough focus group suggests: 

"It depends who 's in charge of you basically and depending on your team leader you 
can be actively encouraged or discouraged but it does stop with them" 

Despite the recognised importance of middle managers in motivating and coaching 

their staff, there was a general consensus in both Districts that many of the managers 

were having trouble 'letting go' of their work and responsibility. There was evidence 

from the interviews that middle managers feared empowerment represented a threat 

to their future role within the organization. This evidence was particularly striking in 

the North Leicestershire District due to the fact that there has been widespread 

structural change with budgets having been devolved to department level. This has 

left the line managers, trained in technical competencies, to coach and manage their 

staff. As a result of such changes the evidence from both Districts suggests that 

managers will either actively block empowerment, or pay 'lip service' to it in front of 

managers, due to their awareness of the pressure on them to conform, whilst 

reasserting their status and authority in practice. 

A further reason for manager's resistance to empowerment appeared to be peculiar to 

the Civil Service environment. Middle managers, who had generally worked their way 

up from the lowest grades of the Agency and who had long been immersed. in the 

importance of traditional command and control structures were being asked, with the 

advent of empowerment, to change their attitudes to embrace a policy which 

challenged all their values of grade, status and authority. There was evidence in both 

Districts that 'old-fashioned' managers were finding the move to empowerment hard 

and there was an appreciation of these difficulties amongst those in North 

Leicestershire. Overall, then, whilst middle managers are seen as important in the 

success of empowerment, their inability to 'let go' oftheirresponsibility and authority 

also highlights them as one of empowerment's largest barriers in The Benefits 

Agency. 
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British Telecommunications Plc 

Payphones 

One of the managers interviewed in Payphones stated that the amount of support 

which management gave to initiatives like • .. .for a better life' was crucial to their 

success: 

"workers know if the top management team is cohesive or not, they need to be able to 
reconcile the behaviour of top management with the actions which " .. for a better 
life" expects of them. What is also important is that staffwill tend to look at their 

boss's boss as an indication of whether top management are behind the initiative, this 
puts a lot of pressure on line managers" 

The importance of senior management in supporting such initiatives was also 

highlighted in the employee focus groups: 

"It's got a lot of support and the support generally comes from the top and, if the 
main person thinks that's what he wants then he '1/ support it, and I think most of the 

senior management these days are really convinced that's what they want to do, 
improve the working of the staff and the team" 

However, the employees also commented on the importance of their line manager's 

support, as one employee said of the initiative, "In the right group with the right 

manager this concept could have taken ofj". Whilst another employee said. of his 

immediate manager: 

"Yeah, I'm sure he believes in it 'cause otherwise the events wouldn't happen or they 
wouldn 'f be as good as they are ifhe wasn't infull support" 

Most of the managers interviewed claimed that their style of management was 

'empowering'. One manager said that he felt that • . ..for a better life' was made for 

him as he had always liked to talk directly to his staff, something which he believed 

the 'them and us' philosophy had stopped him doing in the pluralist IR structure of 

the past. Other managers commented that the success of empowerment relied heavily 

on whether they were able to encourage and motivate their staff whilst creating an 

atmosphere where employees felt their manager would listen to them and support 

their decisions. Most managers also felt this style of management relied upon the 
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support of senior management and open and frequent communications between 

themselves and more senior management. The success of some managers in achieving 

this style of management was commented upon during the focus groups, as one 

employee said: 

"lfthe manager's handy you might say 'whatdo you think of that?, Is that OK?' but 
nine times out often they'll say you do it andI'll cover you. I'd never say in 

Pay phones there's been a situation where we've been undermined in any way" 

Whilst other participants in the employee focus groups suggested that, whilst this 

style of management was working for engineers, things were not as positive in the 

support offices: 

"the managers have got more of a free rein to do things like reward and recognition 
and, if they've [the engineers 1 got a problem, then they can say 'well we can sort that 

out, we'll decide on that 'for a better life' and we'll take ownership' and its made 
their life a lot easier 'cause they haven't got to ask people to do things, they'll just do 
it. So, I thinkfrom an engineers point of view it has had quite a big effect, it's made 

things a lot easier but, as 1 say, being in an office is obviously a different thing 
altogether" 

However, despite these positive views of management there was some indication in 

both the management and employee interviews that the support of management was 

not ubiquitous throughout the Payphones Directorate. One manager suggested that 

there were some managers who thought they were behaving in an empowering way 

but who were demotivating their staff and adding control to the situation by saying 

thin~You 're allowed to fail but not all the time". The same manager continued 

by saying: 

"It is important for managers to learn to use the behaviours advocated by • ... for a 
better life' instead of dismissing them by saying they use them anyway" 

There was some indication by one of the more senior managers interviewed that there 

had been a number of managers when • .. for a better life' first started who had been 

very poor at implementing the initiative, "they were good technically", he said, "but 

were very much old style ". The manager said that most of these managers had been 

transferred or released since then as there had been a strong awareness throughout the 

277 



Directorate that • .. .for a better life' relied upon trust and only needed one dissenter to 

destroy it. 

Despite the removal of those whom senior management regarded as the worst 

managers, there was still a feeling amongst managers and employees alike that a 

number of managers were finding the transition to an 'empowering' style of 

management hard. Whilst a few managers commented that they found it difficult to 

recognise and reward their staff, another felt that the 'glitzy' side of • .. .for a better 

life' put many of his staff off so he concentrated on its role as a business driver and 

avoided using the terminology of the initiative. Additionally, employees complained 

that often their views were not even considered, as one employee said, "The field 

managers and the field operation managers designed our action month submission, 

none of us had any involvement in it" . Whilst other employees felt that, whilst their 

immediate manager and senior managers were committed to empowerment, the 

middle management were blocking their ideas: 

"Well the thing is a lot of our managers do have ideas and branch out but the others 
won't let them speak, the other managers block any ideas our managers put to them" 

"It'sjust that middle management level, we would have full backingfrom senior 
management .. 

Some employees felt that this resistance was an overhang from BI's public. sector 

background, and the emphasis which older staff place on grades: 

"They've still got that class distinction ... 'when I become a manager my blood turns 
from red to blue', that feeling is still there and they have to get rid of it" 

"From the engineer on the street to the Director, everyone's the same, we're all 
people, we've all got feelings, we've all got problems, we just do different jobs but 
some people don '( see it as that, they see it as if they go up a grade then they will 

have more power and they can tell people what to do" 

The final theme which emerged from the interviews within Payphones was the effect 

of the threat of redundancies on managers. There was a feeling amongst both 

employees and managers that jobs were not only at risk at lower levels of the 

Directorate, but that those in senior management were also in a precarious situation. 

One manager said that he was not sure whether the promotion of • .. .for a better life' 
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was due to the true enthusiasm of senior management or a fear that not promoting it 

would damage their career prospects. He said that he felt that many managers at all 

levels of Payphones were just following rules rather than having any real belief or 

enthusiasm in the concepts of • .. for a better life '. Other managers converged on this 

view that it was important for them to "display" their belief in the policy at all the 

crucial times. as one manager said, "it is important we present the initiative in the 

right style and that our body language indicates our belief in it" . Comments from 

employees suggested that they were aware that a number of managers were under 

pressure to show their support for the initiative: 

"There's no way the Field Operations Manager can afford to be negative about this 
and, if 1 was sitting in his seat, 1 would be saying exactly what he is. He will stick to 

the rules 'cause he's got no choice" 

"1 think the commitment starts at the Direct Reports' level and then goes upwards 
from there. 1 think below that everyone's obliged to do it and they're aware of that" 

"Put it this way he believes in it [· ... for a better life 1 when he's infront of us. What 
he believes when he's talking to his wife are two different things" 

Overall, then, it seems that employees and management both felt that the commitment 

of all levels of management was crucial to the success of • .. for a better life' within 

the Payphones Directorate. The managers interviewed said that they saw their role as 

one of encouraging and motivating their staff and, whilst there was evidence that 

some managers were achieving this particularly in the engineering fields, comments 

from employees in the support offices implied that this was not true there. There was 

evidence given by employees that messages and ideas were being blocked by middle 

management and some employees put this resistance down to the old-style, Civil 

Service type attitudes which were still evident in some managers. Additionally, there 

appeared to be some concern amongst managers that their jobs were insecure and that 

they felt a need to display commitment to • .. for a better life' for this reason. This 

pressure to conform appeared to be recognised by employees who felt a certain 

amount of cynicism, towards • .. for a better lift ' and management attitudes to it, for 

this reason. 
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Marketing 

On the basis of the interviews and focus groups held within the Marketing 

Directorate, it seemed that there were a number of problems concerning management 

support. Central to this seemed to be the original lack of commitment to • .. .for a 

better life' of the previous Marketing Director. One manager stated that because the 

previous Director had seen the initiative as a side issue, there had been a certain 

amount of apathy which had cascaded downwards: 

"unless people are able to see the Director on board with these crusades. the 
message is diluted and it gives people a good excuse to ignore it too" 

Another manager commented that, despite the fact that it was clear Stafford Taylor 

was committed to empowerment, there was little commitment below that level and 

that senior level managers were reacting to the actions of Stafford rather than being 

more proactive and driving ideas forward. A similar attitude was taken by another 

manager who felt that this lack of direction from senior management was partly due 

to the constant changes in the management team and hence a confusion of roles and 

accountabilities. 

One factor which was mentioned by nearly all managers was the arrival of a 

consultant who had been brought in to change the fortunes of the Marketing 

Directorate. Many of the managers interviewed felt that this consultant had his 

"hands around the throat of the business" and that his sole focus on results and 

action was working against many of the ideals of • .. .for a better life' . Indeed, one 

manager felt that Stafford was creating confusion by advocating an empowerment 

initiative whilst condoning the actions of this consultant. This again emphasises the 

"hard" and "soft" side of organizational change and the effect which conflicting 

initiatives can have on employee perceptions. Employees' comments during the focus 

groups appeared to confirm that, despite his success in making Marketing more 

competitive, the consultant was not working to the 'better life' principles: 

"too much power in one man 's hands that's what they say. We haVen 't met him, he 
wouldn't touch us with a barge pole .... hejust says that's the way things are going to 

be and nothing's going to change it" 

"[the consultant] says 'jump' and BT say 'how high? • ... he knows what he wants and 
he'// get it, people just say what they think he wants to hear" 
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Over and above these factors at the senior management level, the interviews also 

revealed the perceived importance of line management on the success of ' .. for a 

better lifo " as one employee said, "it depends how much your manager bought into 

it". As regards the behaviour of these managers, many of those that were interviewed 

felt that they had not really had to change their style of management in accordance 

with ' .. for a better life' as they believed that it was very much the way that they had 

worked anyway. One manager said that in some situations his staff had criticised him 

for being "too hands off" but that he felt that, 'you get a lot more out of people if 

you give them freedom and let them go off and do things themselves". This feeling, 

that it was the new role of management to take a step back from their staff, was 

echoed by the comments of other managers, particularly one who said that, "It is a 

temptation to say 'why didn't 1 know about that?' when something goes wrong but 

that makes 'for a better life' fall back a step ". There did appear to be some 

confirmation by employees, particularly within the customer-facing areas of 

Marketing, that managers, both at the immediate and more senior levels, were being 

successful in empowering their staff and facilitating ' .. for a better life '; 

"Our manager is very good because he does support ' .. for a better life' and instead 
of saying it, 1 mean Ihere 's a way of saying things isn't there?, and, instead of saying 
'You've done that wrong', he'll say, 'well if you do it this way, have you considered 

so and so?, what if you turned it round, have you conSidered the other possibilities?' 
so if there was any major change to what we were doing we would always talk to him 

first and ifhe didn'tagree with it he wouldn't say 'well that's a silly idea 'he 
wouldn 'I just say 'No' he'd give reasonings as to why it wouldn't work and he would 

put an idea forward for us to consider. It's not just dismissed" 

The same group of employees said that members of the senior management team had 

been down to their office and had spent a day doing their job as part of a ' .. for a 

better life' activity; 

"Joe really appreciated doing it and said that he didn't realise how much knowledge 
you had to ~have to do the job and 1 think he got a real insight into our work. 1 

would say right up to that level [direct reports] you can see ' . .for a better life' being 
endorsed, past that you don't really see" 

However, such positive views of management were not gathered amongst those 

employees who were interviewed from the more statistical area of Marketing. Whilst 

employees did not imply that their managers were resisting the empowerment 
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initiative, they said that they felt that, due to the rationalisation of staff in their area of 

work, line managers were in a similar position to them in that they were fed up and 

were unable to treat • .. .for a better life' seriously, due to the fact that they could not 

reconcile it with their present problems: 

"It's not just us it's the line managers too, they say we haven't got enough people to 
do the work, how are we going to cope? and we just don't know. The work's still got 

to be done and we don't know how we're going to do it, so it's not just us that are 
worried, it's the line managers as well" 

"It's [· .. .for a better life'] not taken seriously within the Directorate, you could get 
another set of people who would probably say much the same, I mean if I say • .. .for a 

better life' to my line manager, it's just laugh, laugh, you know" 

"I think our line managers are in a similar position to us though really and their line 
managers, you know, you've got to go up quite a way before there's a degree of 

influence over this" 

Despite these comments by employees indicating that their managers were not really 

committed to empowerment, most still admitted that their managers outwardly 

advocated the 'better life' values and behaviours, as one employee said: 

"They just accept it's there. I think it depends on your relationship with them. I think 
if you've got a genuine relationship with them it's different ... they go through the 

motions but I'm not convinced that they're convinced" 

"I don't think the line managers support it but they have to appear to be otherwise 
they'd be in trouble" 

"I think the attitude of my line manager towards • .. .for a better lift' is that Stafford 
forced him into it so we've got to do it as well" 

The belief that managers feel pressured into pushing the ideas of • .. .for a better life' 

was confirmed, to some extent, by the managers themselves. They recognised the 

precariousness of their jobs and the amount of work which had to be done, saying that 

they had been told numerous times that empowering behaviour was the only way 

forward. Despite the fact that that none of the managers actually admitted backing the 

initiative due to these pressures, there was a consensus amongst employees that this 

was the case. This, and the feeling of insecurity within the Directorate, were summed 

up in two further comments by employees: 
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"The trouble is everyone's looking out for themselves now, the bosses are looking 
over their shoulder 'cause they know it's not safe, and it's getting to the stage where 
instead of having a team where everybody looks after each other, it's a case of dog 

eat dog now" 

"[ think the farther up the hierarchy you go, probably the more enthusiastic people 
are going to be , because if it's something they don't feel enthusiastic about, it's 

going to be very career limiting" 

Overall, then, there appears to be a disturbance caused in Marketing by the constant 

changes at senior management level and there is evidence of apathy caused by the 

lack of commitment from the previous Director. The message of : . .for a better lift' 

was mentioned by many as having been further diluted by the presence of an external 

consultant who was reported as working against the principles of the initiative and 

causing mixed messages to be received further down the management hierarchy. 

Although the majority of managers interviewed felt that they worked in an 

empowering way anyway, there was evidence that, in the more statistical areas of 

Marketing, managers were feeling overworked and threatened in their roles and that 

there was a lack of commitment amongst such managers to • .. .for a better life' , with 

some reported as treating it like a joke. Because of this, employees felt that many of 

their managers were only going through the motions of the initiative due to their 

feelings of insecurity within the Directorate. 

Conclusion Of BT 

It appears from the qualitative data obtained from the Directorates of BT that, whilst 

there are a number of similarities in the levels of management acceptance and 

resistance, there are also a number of notable differences between the Directorates in 

how and why these factors emerge. In both Directorates there appears to be an 

appreciation of the importance of support for • .. .for a better life' at all levels of the 

management hierarchy. However, whilst in Marketing the gravity of this importance 

seems to be directed at the senior management level and the influence of Stafford 

Taylor, the managers and employees interviewed within Payphones placed more 

salience on the effect of immediate and middle managers. The importance placed on 
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senior management by those in the Marketing Directorate appears to be due to the 

problems which have occurred at that level, and perhaps also because of the relatively 

centralised nature of the Directorate. Whilst in Payphones, the geographical diversity 

of the Directorate coupled with the belief that there were many 'old-style' managers 

at line and middle management level, may explain the concentration which was 

placed on these management strata. Additionally, there seemed to be consensus 

amongst those in the Marketing and Payphones Directorate regarding the level to 

which managers are truly committed to the • ... for a better life' crusade. In both cases 

it was suggested that managers were, to some extent, 'acting' their compliance to the 

initiative, and this was attributed to the threat of job losses within these Directorates. 

However, there. is . some implication that the insecurity is somewhat higher in the 

Marketing Directorate and that, because of this, some managers were more likely to 

identify with their staff than with management. In conclusion, whilst there does 

appear to be some enthusiasm for the 'better life' principles and behaviours amongst 

managers in both Directorates ofBT, there is also evidence that many managers may 

merely be complying with the values of the crusade in an attempt to keep their jobs. 

CONCLUSION 

Overall, the qualitative data presented here suggest that managers and employees in 

both organizations recognised the importance of management commitment· to the 

empowerment process. Whilst comments from employees tended to dwell on the 

actions of their line managers, there was an indication from managers that they, 

themselves, felt constrained by the actions of more senior management. The 

importance of senior management was highlighted in the Marketing Directorate of BT 

where apathy; constant re-organization; and the condoning of a consultant who was 

perceived as working against the "Better Life" values, had caused confusion and 

disinterest in ' .. .for a better life' in that Directorate. The motivation of employees, 

created by the empowering behaviours of line management, was evident in the 

Preston District of The Benefits Agency and the Marketing Directorate of BT, For 

example, the Preston manager appeared to enjoy empowering his staff and was 

rewarded by employees who commented that he was motivating and made them want 
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to be involved. Yet, whilst this highlights the benefits of good management, it is 

unlikely his style is solely due to empowennent. However, whilst the commitment of 

management at all levels was considered important in both organizations, employees 

complained that often this was not occurring. Moreover, the extent and nature of this 

management resistance appeared to differ between the two organizations. 

In The Benefits Agency, managers stated that they agreed with the principles of 

empowennent but that, in reality, they were having trouble 'letting go' of their 

responsibility. This was echoed by employees who believed that managers were just 

"passing down the rubbish" and, in some cases, actively working against the 

principles which empowennent advocates. The behaviour of managers in BT 

appeared to be quite different. Many managers felt that they worked in an 

empowering way anyway and some appeared to be as wary of the 'glitzy' packaging 

of ' . .for a better life' as their staff. There was some evidence that, as in The Benefits 

Agency, there were some old Civil Service-type managers who were blocking 

empowennent at the middle management level. 

However, the general feeling amongst managers and employees alike, was that many 

managers were outwardly advocating • .. .for a better life' because of a threat to their 

jobs (a phenomenon found to some extent in The Benefits Agency as well), whilst 

inwardly feeling fed up and cynical about the initiative. It would be understandable, 

therefore, that middle managers may experience cognitive dissonance as a result of 

being required to implement a senior management policy which they see as 

threatening their own role. As a result, it appears that they are, to varying extents, 

"acting" the role of a believer in the initiative due to the precariousness, as they view 

it, of their career. This situation appears to be accentuated in The Benefits Agency 

where the threat is heightened by a real change in the nature of work since 

empowennent and the implications of recent and proposed Govermnent cost cutting. 

This may explain why managers in The Benefits Agency are displaying a more 

extreme reaction to their cognitive dissonance by what appears to be "deep acting". In 

BT, the fact that the nature of middle managers' jobs have not really altered and the 

fact that they have encountered similar management "fads" before, possibly indicates 
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that they have learnt to "surface act" convincingly to senior management, whilst 

adapting the policies in a way that suits themselves and their teams. Despite the fact 

that the pressure to conform does not seem so intense in BT, one might still 

hypothesise that the managers suffer as a result of their dissonance. Overall it seems 

that, on the basis of the qualitative data, although middle managers can adjust easily 

to involvement techniques that operate largely at the level of rhetoric, they have much 

more difficulty when the initiative puts their entire role and job at stake. 

In conclusion, the importance of management commitment and behaviour was 

highlighted in both organizations but the nature of management acceptance and 

resistance appeared to differ between the two organizations. Whilst most managers in 

both organizations were outwardly 'towing the organizational line' , managers in The 

Benefits Agency were finding their transition of roles, which the structural changes 

necessitated, hard to adjust to. Meanwhile the more cultural nature of change in BT 

meant that managers were often continuing to work in the way they always had done, 

and merely 'displaying' the right behaviours at the right times. 
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ACCEPTANCE OF AND RESISTANCE TO EMPOWERMENT - EMPLOYEES 

The Benefits Agency 

Preston 

Whilst some managers in this District reported that many of their employees were 

more motivated and enthusiastic since the introduction of empowerment, and that 

their attitudes were really changing, most perceived that the empowerment initiative 

was being accepted quicker in some areas than others. This was suggested by one 

manager to be due to the sudden and dramatic culture change that has accompanied 

empowerment, although the suddenness and impressiveness of the culture change is 

questioned by other statements expressed in this chapter. The same manager stated 

that people who had been in the organization for a long time were less comfortable 

with the idea of empowerment because they had long been exposed and trained in the 

virtues of the "tell and do" culture and were not used to this new way of working. 

Another manager stated that "inevitably people step on the train at different stations" 

and put this down to a number of factors such as the fact that people have Very 

different desires and expectations of what they want out of their job. A number of 

managers acknowledged that some people often just want to come to work, do their 

job, and go home again. One manager said that he felt they should not be penalised 

for this because empowerment was about making all employees feel as fulfilled as 

possible and if some people are more fulfilled by activities outside of work then, 

however disappointing this may be, the managers should accept it. Yet, despite this 

seemingly altruistic attitude, employees argued that they were "expected" to take on 

extra work to the extent that it was tied in to their appraisal scheme, as discussed in 

Chapter Six. The impression that empowerment is often down to the individual was 

confirmed by employees who took part in the Preston focus group. As one employee 

stated: 

.~ lot of it's just the kind of person you are anyway, I mean if you're going to do 
something and you've got the go-ahead" 

Whilst another claimed: 
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"Personally] don't feel] need to be empowered - it's just the way] am" 

Another theme, referred to by several managers in Preston, was the existence of 

"comfort zones", apparently an idea championed by the District Manager. Managers 

claimed that although capability could be tackled through training, some people did 

not want to try new ways of working. For example, one manager stated that people 

were often nervous of stepping out into the unknown and moving out of their comfort 

zone. This was confirmed, to some extent, by the employees who took part in the 

focus group at Preston. Most participants agreed that they were not prepared to take 

risks due to the threat of the possible consequences. This implies that employees, and 

some middle managers as suggested in the previous section, are not convinced that 

the no-blame culture which is advocated by management, exists. Yet, employees 

believed there were a number of other factors which led to employee resistance and 

this was reflected in the opinions of managers. 

There were a number of constraints mentioned by interviewees. These involved the 

strict targets set for the districts by the Treasury regarding numbers of cases that had 

to be cleared. Time, targets and legal constraints were seen as hampering the 

empowerment process. One manager said that, in his department, it was difficult for 

people to take ownership because of the strict targets which are set by the Treasury, 

whilst another felt that these targets meant that empowerment was often ignored, not 

just by employees but by senior management too. Another important factor appeared 

to be the use of public funds. One manager stated that because employees were 

dealing with public money, there need to be tight constraints on allocation of funds 

and that employees had no way of leaming from their mistakes because mistakes 

were never allowed to happen. The manager felt that learning from mistakes was one 

of the keys to empowerment and that the inability for managers to give their 

employees these freedoms was a major barrier to empowerment. The issue of work

related constraints was also highlighted by employees, as one stated: 

"When you're on a section there's a lot of constraints which make it very difficult to 
have quality in your sights at all times, if you've got loads of work and no staff" . 
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Whilst another employee claimed that the tight legal constraints made it difficult to 

really take personal ownership, "You can't design a new Giro or something" 

The employees interviewed stated that it was the norm to criticise new management 

initiatives. As one said, "It's fashionable to be negative about things ". Whilst another 

claimed that: "If you say 'quality' a lot of people think it's a dirty word". However, 

despite this, employees seemed to feel that they were justified in their resistance to 

empowerment. Some claimed that whilst, in theory, being consulted on their opinions 

and having more control over their jobs was a good idea, this is not what they 

perceived empowerment as offering within the District: 

''it's happened before, people have empowered themselves, have thought of new ideas 
and then been, like, shot down kind of thing " 

Another employee stated that, whatever happens, employees get the blame if things 

go wrong. This indicates why many are sceptical about the no-blame culture: 

"I think it's like the department manager will say, "we're going to do it this way" 
and when it doesn't work they don't say "well it was my fault, we should have 

perhaps done it another way ", they just say "why have you done it wrong? " there's 
never an appreciation of the difficulties ... they seem a bit blinkered, I don't think they 

ever think it's their fault" 

Whilst many of the employees stated that they would like to have the opportunity to 

'have their say', it appeared that they remained fearful to voice opinions. As one 

focus group participant said: 

"I think if all of the employee grades got together and Signed a petition that said "we 
want things to change" then they might think "oh right" but, although we talk like 

this, we wouldn't dare" 

Whilst another employee stated that: 

"It 'sall very nice having these opinions and saying, "oh yes, I'd change it and I 'd do 
it that way" but, at the end of the day, it's all about keeping your job and not getting 

blackmarked" 

An additional factor mentioned by the employees at Preston was the appraisal scheme 

which requires· employees to show evidence of empowering behaviours as well as 
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meeting their benefit targets. They stated that it proved very difficult to ever achieve 

more than an average appraisal score which they perceived as demotivating. As one 

employee stated, "To get a good report you're expected to do your job and more" 

Overall, the employees agreed that they were feeling stressed and unhappy but could 

not qualify this with any specific responses and, whilst they couldn't blame 

empowerment entirely for this, it had not helped: 

'you can't pinpoint anything ( for the unhappiness of stafl), you couldn't turn 
around to anyone and slry "it's that ", you know, it's a lot of feelings and if we turn 

around and slry we're not happy, there's not a lot we can do ". 

So, to sum up, the interview data from Preston District suggested that both managers 

and employees felt that there were some constraints to empowerment, most 

particularly due to the nature of The Benefits Agency's work and the targets set by the 

treasury. Some comments from employees suggested that, even if they did get the 

opportunity to 'have their say', the culture and tradition of the organization meant that 

their comments were likely to be ignored. 

North Leicestershire 

There seemed to be an awareness amongst the North Leicestershire District managers 

that several staff problems had stood in the way of empowerment being accepted. 

Empowerment and the Quality Framework had been introduced initially in 1992, but 

reductions in the workforce had meant that it had had to be revived two years later. 

Many managers felt that this "re-launch" had made some staff cynical. One manager 

talked of his embarrassment at having to tell people that empowerment was no longer 

a top priority: 

"J..stood infrontofa roomfull of people telling them how brilliant it was and then to 
be told well we're not bothering with it just now and then I had to go back and get the 

ball rolling again so, can you imagine?" 

Another important contextual factor which seems to be a source of friction is that the 

North Leicestershire District consists of two offices, one in the city and one in a 

nearby town: Loughborough. The District Manager admitted that there seems to be a 
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belief that the "power base" is in the city and that the employees in the Loughborough 

office often feel left out. This tension was confirmed by employee comments. The 

employees at the city office stated that they felt Loughborough was apathetic towards 

empowerment. One employee who had moved to the city office from Loughborough, 

stated that: 

"none of the others (in the Loughborough office)felt inclined to get involved because 
they could see the problems facing the next grade up, when we were there you just 

had to get out there and do it, you couldn't take 'no' for an answer. You had to more 
or less tell people "wellj'm going to do this and j'm not asking you for permission ". 

But some of the others don'tfeel quite so inclined to do that ... we were more 
established. . .felt we could take on some semi-confrontational episodes with the 

supervisors, but the others didn't feel they ought to do that" 

However, whilst those employees interviewed at Loughborough argued that they were 

not apathetic, they acknowledged that some members of staff were and that these 

people stopped those who wanted to develop themselves from getting on: 

"If you want to develop and you want to take on more, there isn't always the 
opportunity because you have people who won't be forced to do anything else, so you 
can 'f move around and you can't have flexibility or self-motivation because there's 

just nothing else to do .. 

Whilst another stated that those in the town felt isolated from the main office: 

"The old District staff development manager wasn't as interested in us so we folt that 
we got left out so, as a result, people didn't bother with Personal Development Plans. 
They didn't bother with anything, he was either never there or didn't give us enough 

information so it was like flogging a dead horse" 

In general there appeared to be a feeling at Loughborough that not much had changed 

since empowerment and their anger was vented at the main office and at apathetic 

members of staff. One of the Loughborough managers stated that he was aware of the 

problems existing in the office: 

"It doesn't gel, there are quite different personalities and they don't work as a team -
some just don't want to be team players, they're cliquey". 

Overall, there was a clear difference between the attitudes of employees at 

Loughborough and Leicester. At Loughborough the focus group participants reported 
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that they were stressed and concerned for their jobs and that many were afraid to 

actively resist empowerment for this reason, "You're frightened that if you don't do 

what they say you might be the next one to go ". They felt that as concern for 

customers became more important, they were not being considered, "everyone goes 

on about customer care when does staff care come in to the equation?". there seems to 

be very little reward or incentive for anyone" . Although they did not necessarily 

blame empowerment for their feelings of unhappiness, they did not believe that 

empowerment could work in the present climate at Loughborough: 

"If you've got discontented staff, you can't expect to bring through new procedures 
and policies" 

Conversely, employees in Leicester perceived things as changing for the better: 

"Personally, I certainly wouldn't go backfor any money to how it was before, there's 
still a long way to go but I certainly wouldn't go back any steps" 

Whilst some of the comments made by managers suggested that they appreciated the 

problems which employees face, it also appeared that some managers think that a 

number of employees are not embracing the empowerment concept because they do 

not wish to take on the extra responsibility. One manager stated that although some 

employees embraced the idea of having a say, they dodged the responsibility. When 

things go wrong, he explained, they say it is my fault for not helping them. There also 

appeared to be a feeling amongst some managers that certain people do not want 

empowerment. One stated that "if people just want to come to work, pay benefits and 

go home then that is their decision but it is sad that some people just do not want to 

be empowered". Another claimed that there were some employees who were 

frightened and found that dealing with people brought "stresses, strains and 

anxieties ". A number of comments from employees suggested that there was a 

tendency for some people and areas of the District to accept empowerment more 

quickly than others. One employee who had been in a team which was slower to get 

involved, explained why he felt these differences existed: 

"You had a lot of people who had been in the same job for a long time, I think there 
was one person who'd been doing the job for 20 odd years, so to that degree we were 
set in our ways. I don '( think we were slower to pick up on things like empowerment 
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but it wasfrustrating to me personally and a lot of the others where, within the 
section, we were moving at different rates" 

Despite these feelings, most of the managers appeared aware of the constraints on 

empowerment and the effect that they had on employees. One manager stated that, 

because the area of work was imposed by the government, it was difficult for people 

to get excited about their work or take ownership. Whilst another manager admitted 

that he thought time and targets were not conducive to an empowered environment, 

but added that legal constraints should not be a problem because ideas are sought as 

to how to reorganise working practices rather than the rules which govern their work, 

"there's never enough staff so we like people to come up with short cuts" he said. 

Similarly, time and work constraints figured highly in the employees' cornments 

about why they felt empowerment was not taking hold in North Leicestershire, as one 

said: 

"Unless you choose to do it (take part in empowering activities) out of work, you 
know, that by the time you've finished work the last thing you want to go and do is to 
go out and develop yourselffurther. You don't feel you can go and do things because 

you know you 're just going to go back to a pile of work " 

and as another claimed: 

"You're now expected to go off and do other things beside your job like quality, 
you're encouraged to do things like that but your work gets left so it's a' 

vicious circle" 

So, in summary, the interview data from North Leicestershire suggested that managers 

and employees feel that there are constraints to empowerment, the largest of which 

appear to be the re-launch effect and the splitting of the office between Leicester and 

Loughborough. There was evidence that different people were taking on the extra 

responsibilities associated with empowerment quicker than others, and that managers 

believed some employees just did not want to change. Some comments from 

employees suggested that there is some disunity within North Leicestershire with 

employees accusing each other of apathy and blaming them for the slow pace of 

empowerment acceptance within the District. 
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Conclusion of The Benefits Agency 

From these interviews it appears that there are a number of similarities between the 

two Districts. Employees in both seem to be accepting empowerment at different 

rates with substantial resistance occurring amongst mani.;nd this is recognised by 

the managers. Additionally, the managers interviewed ih-b~th Districts appear to be 

resigned to the fact that there will always be cynics who will resist new managerial 

policies. However, more central to the resistance appears to be the existence of 

constraints (legal, organizational, time and workload) which mean that employees 

simply feel that they "can't" take on the extra responsibility which empowerment 

brings. 

Particularly interesting is the difference between the two offices at North 

Leicestershire. It appears that a lack of communication has caused the two sides to 

blame each other for the resistance to empowerment. Those in the city see 

Loughborough as apathetic and frightened of responsibility whilst those in the town 

feel that they are left out of any development activities. The Leicester Office seems 

far more in favour of empowerment than either Preston or Loughborough. One 

explanation of this could be the presence of a middle manager in the Leicester 

interview or, alternatively, it could be that those interviewed in the city were those 

'types' who were able to take on the extra responsibility and were not scared, as one 

said, of "semi-confrontations". For those at the other offices, however, the future of 

empowerment appears bleak with staffmoraIe low and stress levels high. 

The reasons why these changes are being resisted also seems, to some exte~t, to be 

due to issues of trust and blame. Whilst managers report that employees are blaming 

them for mistakes, employees see the situation as reversed. This suggests that there is 

poor communication between managers and employees in both Districts. There is 

further evidence for this in that, whilst managers see employees as not wanting 

responsibility, employees highlight the lack of opportunity for them to take this 
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responsibility on. Additionally, employees in both Districts express a fear to take 

decisive action in case they are disciplined or lose their job. 

British Telecommunications Plc 

Payphones 

Comments from the managers in the Payphones Directorate seemed to reveal that 

they were relatively positive about the initiative and that they perceived their staff as 

similarly optimistic. One manager stated that engineers, who are strongly unionised, 

were traditionally cynical, hard-nosed and difficult to excite and that he was 

impressed how many of his staff had thrown themselves into the empowerment 

initiative and taken part in some of the various activities, such as the Videos, 

associated with it. The same manager said that the strict targets which have to be met 

in Payphones make it difficult for the staff to get together but that they had shown real 

dedication to the cause by getting involved. Another manager felt that the ideas 

behind the initiative were getting through to his staff and that when he had asked 

them, during a team briefing, whether and how the initiative was helping them, most 

of the team admitted that it had lifted many of the constraints which had originally 

surrounded their job. However, employees who took part in the focus groups felt that 

many of these constraints remained, as one employee said: 

"[ can't believe that anybody doesn't want a better life, it's just whether we're given 
the opportunity. There's got to be restraints, there's got to be things you can't do that 

someone else will have to do, but the jobs that you do do, you want to do well" 

Some of the managers interviewed commented that there were still some employees 

who were resisting getting involved. One manager claimed that the loss of headcount 

which had been occurring in BT in recent years and the threat which advancing 

technology made to engineers' jobs made people more aware of the precariousness of 

their career. This was confirmed by references to employee comments; it appeared 

that the reductions in workforce before the introduction of the initiative, and the 

threat of more in the future, made people both sceptical and cynical about 

empowerment: 
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"When the release scheme came out, they let so many people go and so many . 
qualified people go, they let too many people go and they're getting rid of more 

people and there just aren't the men to do it" 

"He (the office manager) probably sees the concept that ifwe do enjoy our job, we 
will work harder but, at the end of the day, you don't need this (the empowerment 

policy) all you need is the basic rules of life: survival and security. That's all he has 
to do - I'm sick of management theory, it's been overdone. It's so prevalent, you even 

know why they're doing it so you can just give the right answers" 

Some managers appeared to be resigned to the fact that some cynics would always 

remain. One manager stated that, whilst he saw his staff getting on board with the 

concept, it was not going to happen overnight and that some were clearly still cynical, 

adding that he wondered if he would ever reach them. Another manager put the 

existence of cynics down to the fact that everyone is different and that clearly there 

are eternal pessimists, just as he saw himself as an eternal optimist. The manager 

continued by saying that he felt that, whilst the hearts and minds of those who sat on 

the fence had been converted, there were those who would never change, adding that 

these people would become increasingly isolated within BT. However, the insecurity 

which is being clearly felt by employees suggest that they are not cynical but are 

resisting due to very real and practical fears for their future livelihood. 

However, whilst those employees in the support office seemed to think the initiative 

was beneficial to the engineers, they felt that the ideals were not reaching them. This 

appeared to make them feel even more left out: 

"Out in the field ••. 1 think it's seen as pretty good, that it has changed" 

"I thinkfrom the engineers point of view it has had quite a big effect, it's made things 
a lot easier but, as I say, being in an office is obViously a different thing altogether" 

"seeing what's happening with the engineers, the engineers are being pushed and 
getting rewards and things, and seeing that happening there and for it not to be 

happening in the office where I work, you think, 'why not? '" 

It seemed that, whilst the focus group participants perceived that real changes had 

occurred 'in the field', the same was not true for the support offices. Some of the 
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employees felt that they were not given the opportunity to take responsibility and that 

there was no evidence of structural changes to facilitate their empowerment: 

"The principles are absolutely fantastic, second to none, but when you can't actually 
take responsibility for doing anything and get told off for doing anything. The idea is 

brilliant but it's just not happening" 

"That's why this thing doesn't work 'cause there's always this underlying problem 
that you're going to come back to, whether your two days away were nice or not, 

you're just going to come back to how it was first" 

Additionally, there seemed to be a perception amongst the employees interviewed 

that, rather than involving any structural changes, the ' .. for a better life' initiative 

was more of a marketing ploy (see "Cultural or Structural Change?"). A number of 

cormnents by employees implied that they found the nature of this marketing 

condescending: 

"They're undermining our intelligence with this and we're all pretty intelligent, some 
a lot more than others, but even the lowest level like me have got some intelligence 

and] think that's undermining it" 

"Without a doubt morale is down and it 's been droppingfor the last six or seven 
years and there is a boost required but this has done the opposite, it's just 

antagonised people really" 

"] don't know if they eXPficted everyone to be totally positive when it was briefed and 
to think 'oh wow, what a good idea, this is going to change my lift ' but they must 

have done really" 

It appears from the interview data that the initiative was found belittling, not only 

because of the way it was marketed, but also because they were not consulted about 

the policy beforehand: 

"We heard of it through the Field Support Manager, we weren't consulted about it, it 
was just the fact it was there and it is going to be done" 

"] think whoever figures this stuff out should come and do some market research 
'cause it appears to me that those who need it to work aren't really taken into 

account" 

297 



"If they put a survey out and asked 'what have you gainedfrom it?' then they'd get 
the truth" 

The lack of consultation was seen as particularly important to those interviewed as 

they felt that they were doing these things anyway: 

"The ideas of the initiative are good but we're all doing them so that's why we find it 
so condescending because they're saying you should do this, you should make 

decisions but we already do" 

"The initiative doesn't do anythingfor me because I make my own decisions and I've 
been doing it for years. I've always been customer orientated" 

"The whole thing's stupid because when it came out, when we had the team 
briefing me. in particular. criticised it at the time because I said everyone in this 

office. ifnot 90% of the people who workfor Pay phones, are actually doing 
what this thing is promoting" 

Employees felt that these negative feelings towards • ... for a better life' were made 

worse by the existence of co-workers who had been with the organization a long time 

and who stood in the way of their empowerment: 

"They 've got more power, they've been given the opportunity and they 're backed up 
100% by the manager whether they're right or wrong ... it 's the length of service 

within the department" 

"In our office we've got a lot of staid people that have been here and who have got 
set ideas and will not branch out at all. They don't like anything new. they're 

blinkered" 

Overall. it appears that whilst managers' appear relatively positive about 

empowerment and ' .. for a better life'. employees in the support office are failing to 

get involved due to the fear of redundancy and the feeling that they are being 

'sidelined' by managers who are more interested in the empowerment of engineers. 

Two very negative comments made by employees reflect these feelings: 

"I'm so negative about this it's unbelievable. We 're all in the same office and, 
because of that, and because of the pressure of work. no-one can really get involved 

in this" 

"At the end of the day we feel demoralised. it's soul destroying and that's what 
makes you feel "Better Life" huh. what a waste of time" 
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Marketing 

There was a feeling. amongst all of the managers interviewed in the Marketing 

Directorate that the empowerment initiative had really not taken hold there. One 

manager said that Marketing had not stood up to the challenge of empowerment yet 

and that he wasn't sure if they would. "No that's pessimistic", he added, "f'm sure we 

can but we've got a long way to go" . This was confirmed by comments from other 

managers. For example, one manager felt that, since the introduction of ' .. .for a better 

life', the empowered culture seemed to have gone backwards rather than forwards. 

Another manager stated that what was happening in Marketing was the reverse of the 

empowerment initiative's ideals and said that he thought this was because there was a 

lack of trust in the Directorate. A different manager, who had been specially brought 

in to trY and improve people's reactions to the initiative, commented that he thought 

that only about 25% of the Directorate, both managers and employees, were actually 

on board with ' .. .for a better life '. 

Most managers identified a number of factors which they feIt contributed to this 

apathy in Marketing. These included the behaviour of the former Director of 

Marketing who many felt had not been concerned with ' .. .for a better life' and who 

they believed had not pushed the ideas within Marketing. Comments from employees 

confirmed that this had made the introduction of the initiative disjointed, as one 

employee said: 

"no-one ever told us about it. f mean, as far as we're concerned we don't even know 
what it's supposed to be ... it's just something that's always been there. The first thing 
we heard about it was the formal launch and it was kind of rolled out from there, it 

was a bit haphazard really" 

Additionally, general issues were raised regarding the organizational instability and 

insecurity of the Directorate, claiming that this was leading to employees, and some 

middle managers, resisting empowerment due to a fear for their job. Managers 

commented particularly on the constant reorganization of the Marketing Directorate 

with the most senior managers constantly coming and going and the lack of clear 

direction or strategies. Managers talked of employees feeling "unsettled" and 
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"uncomfortable" due to this shifting and changing. This was confirmed by the focus 

group participants, one of whom stated: 

"there's no way anyone can feel that their job is secure because they have a change 
around now and then they'll have another one and another one. So, who's to say I'll 
be here next year? They need to settle down and work out exactly what it is they're 

going to do and how many people they need Until then, no-one 's going to take ".for 
a better life" or anything else seriously because there's so many people being messed 

about" 

Employees' comments implied that they felt that this instability was accentuated by 

the recent set ofredeployments which had occurred within Marketing. They said that 

the rumour was that BT were trying to replace all non-managerial staff with managers 

in the Marketing Directorate and that, inevitably, they would be out of a job: 

"at the end of the day the people here, whether they've been redeployed or not, are 
unhappy and a lot of people are really pissed off with BT. There's a lot of people 
within the company who are very upset for one reason or another, been messed 

around .. so trying to roll out something like this and expect it to be taken seriously, I 
think it will be a long time before anybody does" 

"at BT they expect you to give a lot but they don '/ expect to give it back. Like they 
want people to be so full of enthusiasm to do the job and people are being made re

deployed so people are thinking, why should I bother?" 

"[ think a lot of people are frightened of that though, of saying 'right, ['m going to do 
this and make all the decisions and do it 'cause you'll only get slated for it in the long 

run" 

The loss of jobs meant that workloads had increased and employees felt that, because 

of this, they did not have time to get involved in ' .. for a better life '. As one employee 

explained: 

"They want all the work done and then they come round saying 'I'm lookingfor 
people to do a video' and you think bugger off, leave me to get on with my job and do 

my work" 

Another theme which emerged from the management interviews was the nature of the 

Marketing Directorate itself. One manager said that the programme is not considered 

meaningful because of the "managerial loading" of the Directorate and that, because 

of this, the initiative is having a less tangible impact as Marketers are by nature 

arrogant, selfish and overly confident. The same manager said that he felt many of the 
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managers believed that they took considered risks in their work anyway and, 

therefore, did not see the relevance of ' .. for a better life' to themselves. Another 

manager commented that the "cynicism" displayed in Marketing was particularly 

dangerous as Marketers regularly liaise with other divisions of BT and outside 

agencies. 

Some managers felt that this scepticism could have been overcome if ' .. for a better 

life' had been differentiated to take into account everyone's needs and the range of 

cultures existent in the organization. Employees supported this belief as their opinions 

appeared to differ according to the nature of the work they did within the Directorate. 

Those employees who worked on the statistical report side, were more negative about 

empowerment and its relevance to them, as one who worked in that area said, "/ 

don't think anybody sees the benefit of it, you know, why have we got it?", whilst 

another stated that, "it's too remote and impersonal". However, those who dealt with 

customers felt that they could see more clearly how the initiative could benefit both 

themselves and their customers. As one customer-facing employee said: 

"/ think it's more the customer facing teams that benefit from it. / think if you're in a 
stats team that's purely looking at forecasting or something then they're not that 

interested 'cause always figure orientated and / don't think they like it much to be 
honest" 

However, this generalisation was moderated by some of the employees interViewed, 

who had previously worked in the Customer Service Centres and the "150" 

environment (Customer Enquiries). They said that they felt that ' .. for a better life' 

had been pushed too hard in this customer-facing environment and that the change in 

culture was difficult for many: 

"They'd been so educated not to do that sort of thing, don '( break laws of their 
procedures and for some people who were so set in their ways it just didn't work" 

Those who wanted to change, and follow a complaint all the way through, were 

restricted by the target of taking 20 calls an hour: 

"it was going to be a total change that you were going to be able to see things 
through from beginning to end but then, after a while, it went back to you can do that 
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but you've got to make sure you keep to your targets' which just wasn't possible 
really, you can only do one or the other" 

There was a feeling amongst the managers interviewed that there were a considerable 

number of people within the Directorate who still did not accept ' .. for a better life' 

and that it was important that the initiative remained high profile with renewed 

support from senior managers. However, comments from employees suggested that 

they felt maintaining ' .. for a better life' would have little effect on those who 

remained sceptical: 

"] think the people that were going to, or who were working that way anyway, will 
carry on, maybe some people will have changed but the ones who won't just will 

never change, you can only encourage people for a certain length of time" 

"]t's time to stop harping on about it and let it stay in the background. .. every time 
something new under the better life theme comes out, people start to lose interest. ] 
don't think it's going to change the way people work anymore 'cause if you were 

going to change you would have already changed" 

In summary, the interview data from the Marketing Directorate suggested that there 

had been some difficulty introducing ' .. for a better life' to both managers and 

employees. In particular the lack of immediate support from senior management and 

the constant reorganization of the Directorate, were highlighted as reasons for the 

failure of the initiative to be accepted. There was a clear distinction between the 

optimism of those who worked in the customer complaints department and who were 

able to see visible differences to their work since empowerment, and those who 

worked in the statistical reporting area and who faced threats of redundancy due to 

the introduction of new information technology. The majority of employees 

interviewed in this area said that they wanted to be empowered but that they felt 

under-valued and afraid. As one said, 

"There are obviously a lot of people with a lot of enthusiasm, I'm not saying that 
there's not. But we're just knocked, knocked, knocked all the time. We're put back 

and we're put back and that's when we start to get cynical" 

One manager welcomed people, such as these, who questioned management policy 

and argued that the presence of cynics was a good sign, 
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"it shows people are bright enough to understand that such things can not always be 
taken at face value. It's not that they don't want empowerment, it is just that they 

want to take the initiative their own way, after all that's true empowerment" 

Conclusion OfBT 

There appears to be a clear distinction between managers' comments within the two 

Directorates in BT. Whilst in Payphones, the management seemed optimistic about 

the initiative, those in Marketing appeared worried that the initiative would never 

really take hold there. Yet, this distinction was not convincingly borne out by the 

attitudes of employees. Whilst those interviewed in Payphones felt that the engineers 

were benefiting from • .. .for a better lift' , they remained sceptical about whether the 

policy held any advantages for themselves. Perhaps the fact that engineers make up 

the majority of the employee base within Payphones has led to the feelings of 

employees in the support offices being largely un-noticed or ignored. 

In both Directorates there was an awareness amongst managers that factors stood in 

the way of acceptance, particularly the incompatibility of an empowerment 

programme with the ongoing redeployments in Marketing and the threat of further job 

cuts in Payphones. Comments by employees confirmed that, in both Directorates, the 

insecurity of their employment was affecting their attitudes towards • .. .for a better 

life '. The effect of this may have been rather accentuated in Marketing due to the fact 

that a large number of the focus-group participants had only very recently been 

redeployed. The differentiation in both Directorates between those who worked with 

customers and those who worked 'behind the scenes' seems to imply that those who 

do not see the visible effects of adopting the • .. .for a better life' behaviours were more 

likely to be negative about its implementation. This finding suggests that BT must 

focus on making the initiative more relevant to those who work for the benefit of 

internal customers. 

Overall, again employees appeared to be relatively negative about the empowerment 

initiative and the pattern of acceptance and resistance within the two BT Directorates 

was remarkably similar, not accurately reflecting the diverse opinions of managers. 
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The larger differences appeared to be within the Directorates themselves, between 

customer-facing and 'back room' staff. However, as previously noted, the fact that 

there is a very high incidence of engineers within Payphones, who were reported to be 

generally accepting of empowerment, may explain the optimistic attitudes of these 

managers. 

CONCLUSION 

From the qualitative data presented here, there seems to be consensus on the idea that 

acceptance of empowerment is neither immediate nor comprehensive. All the 

interview data implied that fue'lrtvas widespread scepticism within the different units 

but the reasons why, and the incidence of them, differed. Interestingly, there seems to 

be more differentiation on this issue between and within operating units than across 

organizations. This is, to some extent, expected as the operating units were chosen on 

the basis of their differing views of empowerment, but it also infers that reactions to 

empowerment are relatively stable across diverse organizations. A belief emerged 

both from managers and employees that acceptance of empowerment is essentially 

dependent on personality and that cynics might always be expected due to their 

pessimistic outlook or, as employees stated, a fashion to be negative. However, there 

also seems to be evidence that acceptance is also affected by external events such as 

the issues of job security and redundancies which were highlighted in both 

organizations, particularly in BT. In the current atmosphere of job cuts and ~ 

consequent job insecurity in both organizations there is a feeling amongst many of the 

employees that empowerment is, essentially a waste of time, and that it is more 

important to them to keep their heads down and avoid being "blackmarked". Whilst 

empowerment encourages them to make their own decisions, the insecurity which 

they face makes employees in both organizations reluctant to make changes which 

could cost money and risk further job cuts, implicating themselves as prime 

contenders. This, therefore, may play a prime role in why employees are perceived by 

their managers as reluctant to move out of their comfort zones and this is likely to be 

accentuated by the history of command and control structures in both organizations 
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and the remaining existence of many managers who still hold these values. Yet, 

despite this reluctance, employees are aware that they are placed in a dilemma. In The 

Benefits Agency, the fact that staff are evaluated for Performance Related Pay, 

according to their involvement in empowering activities, mean that they are, in 

essence, forced to make such decisions and are forced to compete with other 

employees, destroying the essence of teamwork and causing, in some cases, tension 

between staff. This was also evident between different sections of staff in BT, as is 

discussed in more detail, below. 

A high number of employees complained that there was a lack of opportunity to take 

on empowerment due to constraints of workload and time. Additionally, there were 

some constraints particular to the operating units, such as the unstable nature of 

Marketing, and the power battle between the two offices of North Leicestershire 

District, and these constraints contributed to some of the main differences between 

the operating units. One major difference across the organizations is the fact that 

those interviewed in The Benefits Agency dwelled on the issue of responsibility. The 

managers accused employees of not wanting to take on the added responsibility 

associated with empowerment whilst employees blamed managers for not giving 

them that opportunity. It would be expected that similar issues were not raised in BT 

for, whilst in The Benefits Agency empowerment is providing real changes to 

employees' jobs, BT has introduced a more superficial, cultural change (see "Cultural 

or Structural Change?"). 

In conclusion, there was evidence from employees in both organizations that they felt 

both stressed and unhappy, and whilst they did not see this as necessarily a direct 

result of the empowerment initiatives, they did not find issues of empowerment 

compatible with the present organizational climate. The constant changes in the 

Marketing Directorate of BT and the uncertain future of The Benefits Agency, 

heightened staff's insecurity and cynicism towards empowerment. Interestingly, the 

most positive employees appeared to be in the city office of North Leicestershire 

District and the Customer Complaints department of the Marketing Directorate. 

These both formed parts of operating units which were selected for the research as 
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negative examples of empowennent. These results, therefore, might suggest that, even 

in seemingly negative work areas there are pockets of optimistic and enthusiastic 

employees. Or, alternatively, that the nature of empowennent per se may have little 

effect on the attitudes of staff with other contextual factors having a stronger impact. 
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CONCLUSION OF THEMES 

Table 11 below summarises the main issues to have arisen out of the four themes 

emergent from the qualitative data. Whilst, the themes were discussed separately 

there does appear to be some level of interdependence between the themes and these 

will be discussed. 

TABLE ELEVEN: The Main Issues Arising From The Qualitative Data 

on 
Individual 

Constraints eg 
Targets 

No involvement 

Devolved Budgets 
More Work 

Difficulty 'letting go' 
Passing rubbish 

down 
Threat \0 jobs 

on 
Individual 

Constraints eg 
Targets 

Two offices 
Re-launch 

MiddleMgt 
blockage 

Fail \0 reward e'ees 
Redundancies 

i 
for engineers 

Redundancies 
Faddish marketing 

No involvement 

Apathy - senior mgt 
Work like it anyway 

Re-organization 
Display 'belief 

Good for customer
facing staff 

Re-deployments 
Apathy of ex-Director 

On balance, the qualitative data suggest that employees are displaying a generally 

sceptical response towards empowerment although their level of visible resistance is 

low. Whilst there is evidence of differences across the units and organizations under 

research, one aspect of the empowerment policies which appears relatively stable is 

the fact that some individuals are accepting empowerment quicker than others. In 

both cases this seems to be due, in part, to the unstable nature of the organizations as 

they undergo organizational change and the job insecurity which this causes in both 

middle managers and employees alike. Moreover, there also appear to be other 

reasons for these differences which are more related to the contextual differences 

between the organizations. In The Benefits Agency this seems to be due to the length 

of tenure in the organization, and the values of the Civil Service environment which 

are inherent in those exposed to the virtues of a "command and control" structure. In 

BT, the individual differences seem to be related to the level to which employees 
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have contact with customers and, hence, see the effects of the "OWII, Decide and Do" 

policy on the outside market place. Yet, there also appeared to be evidence in BT, 

particularly in Payphones, that the effects of previous exposure to the public sector 

are still evident there. 

These factors, which are hypothesised to affect the extent to which individuals differ 

in their acceptance and resistance, also appear to be related to the nature of the 

empowerment policies themselves. In particular, the fact that the Benefits Agency's 

empowerment initiative involved structural changes to work, meant that many 

employees found themselves with increased workloads as menial tasks were 

"dumped" on them from higher levels. Interestingly, it seems that this passing doWII 

of work was not welcomed by managers either, indeed the interview data implied that 

these changes were being perceived as a threat by middle management both in terms 

of wider dOWll-sizing initiatives and the changes in managers' roles which 

empowerment necessitates. There was evidence from the interviews and focus groups 

held in The Benefits Agency that those managers who used to be promoted on the 

basis of their technical expertise, were now being expected to manage people and that 

this may affect some of the power and responsibility which they saw as accompanying 

their previous expert role. These structural changes, therefore, seem to be affecting 

the extent to which both managers and employees are accepting the initiative. Those 

who see grade and status as synonymous with authority and power are unlikely to 

welcome a policy which directly goes against such policies. For those employees and 

managers who sought comfort in the structure and culture of the Civil Service 

environment, the emergence of empowerment must be unsettling, and will cause 

some to overtly or covertly resist empowerment. There is evidence that this is 

occurring, particularly at middle management levels and this will be discussed later in 

this conclusion. 

The acceptance and resistance of employees in BT does, as was discussed above, 

appear to be partially dependent upon the extent to which employees are exposed to 

customers. This seems to be related to the nature of the • . ..for a better life' initiative 

which was brought in, to a large extent, as a reaction to competition and the need to 
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improve customer relations. Additionally, the behaviours which are associated with 

the policy emphasise their importance on the customers: ''taking personal ownership 

for customer requirements"; ''taking considered risks to delight the customer"; and 

"taking decisive action on behalf of the customer" . For those employees who are not 

in direct contact with the customer, they are unlikely to perceive the significant 

impact of their actions on the customer and may, therefore, be unable to reconcile the 

policies of ' .. for a better life' to their immediate work area. This isolation from ' .. for 

a better life' may lead these people to ignore, or even resist, the principles and 

promotion of the initiative. 

These feelings of isolation seem to be exacerbated, particularly in the Marketing 

Directorate, by the number of re-deployments and redundancies which employees 

face. The threat, felt by those in Marketing, that all employees will be replaced with 

managers has caused many to treat the principles of ' .. for a better life' as little more 

than a joke. The insecurity of those who remain, precludes them from taking risks due 

to the feeling that management are merely looking for reasons to release more staff. 

Even for those who do not face such threats the number of previous, similar initiatives 

which BT have adopted lead many to be scepticism about the genuine intentions of 

management. The discussion of the acceptance and resistance of the empowerment 

policies by management imply that very similar threats face the middle management 

levels of these organizations. Despite espousing the rhetoric of empowerment to staff, 

there seems to be an indication by managers and employees interviewed in both 

organizations that managers are showing commitment to the policies on a surface 

level out of concern for their careers. There did appear to be some differences 

between the organizations on the level of, and reasons for, this "acting". 

In The Benefits Agency managers appeared to believe that they were acting in an 

empowering way and talked of their acknowledgement that an empowered 

enviromnent represented the only way forward. Yet, the employees interviewed in the 

two Districts implied that managers were having trouble 'letting go' of their work and 

responsibilities, accusing management of only passing the 'rubbish' down and of 

reasserting their control in practice. However, in BT managers appeared more 
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apathetic towards the empowennent initiative and openly admitted that it was 

important they 'displayed' their belief in the policy. This almost nonchalant approach 

to managing these changes is likely to be due to three factors. Firstly, the changes 

which have occurred in BT are of a more cultural nature than The Benefits Agency 

and, therefore, although there still remains the threat of redundancies, these do not 

appear to be as a direct effect of • ... for a better life' . Secondly, the experience of 

tackling previous, similar initiatives, is likely to have prepared management for the 

various issues which they face. And, thirdly, managers were able to train their own 

teams so they are likely to have adapted the initiative to be more suited, and therefore 

less of a threat, to their workplace. Hence, it seems that whilst The Benefits Agency 

managers are facing problems of their changing role and the necessary change in 

attitudes which accompany the empowennent initiative, managers within BT are 

drawing on established ways of managing change and, whilst some appear genuinely 

enthusiastic about empowennent procedures, others will merely go along with it on a 

surface level in order to maintain their careers within BT. Overall, it does appear from 

the qualitative data presented in this chapter, that the behaviour of managers is central 

to the enthusiasm of employees towards empowennent. The positive reactions of 

employees to the manager in Preston District, and the customer-facing Marketing 

manager imply that the behaviours of management may well have a direct effect on 

employees' perceptions of their own empowennent. Hence, management behaviour 

and their perceived commitment to empowennent may be two crucial factors in the 

empowennent of individuals. Yet it should be noted that middle managers are also 

prisoners of the overall organizational policy. Their work demands have increased 

with the requirement to be both "coaches" and financial controllers whilst also being 

expected to implement the senior management empowennent rhetoric which 

threatens their job. 

The empowennent training which managers and employees received appears to have 

had negative, if any, effects on employees' empowennent. The training, which in both 

organizations was considered to be rather abstract, seems to have accentuated the 

confusion which surrounds the tenn "empowennent". This was particularly true of 

The Benefits Agency which. invites this ambiguity, to some extent, by using a 
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contested concept without offering a clear and applicable definition at the senior 

management level. The training of employees by grade also seem to have invited 

different levels of the organization to adopt their own interpretations of the term 

causing clashes of expectations between levels and, in the case of North 

Leicestershire, across levels. In BT, the fact that the empowerment concept was 

adapted by the organization as • .. .for a better life' with a number of widely 

recognised, required behaviours has meant that the whole message of empowerment 

within BT seems to be a lot clearer. There is some evidence that the Directorates are 

adapting the initiative to meet their own requirements, but the underlying assumptions 

are clearly set out. However, there is a danger that these messages have been clouded 

by the isolation of some employees from customer reactions, as discussed above, and 

the cynicism amongst many that • .. .for a better lift' is just another management fad 

resembling the "Involving Everyone" programme which failed earlier in this decade. 

Although some of these differences did seem relatively universal across the 

organizations and units studied they are also seemingly dependant upon the structure 

and nature of the respective organizations and units. For example, in Marketing, the 

highly managerialised structure and the nature of the work performed, seemed to 

imply that the majority of managers and employees worked in an empowering way 

anyway and that the resulting apathy of the managers, including the previous Director, 

were, to some extent, related to the fact that they did not believe • ... for a better life' 

could offer them anything new. Additionally, the Government constraints which 

restricted the work of the Benefits Agency, in terms of the law which must be 

observed and the targets which must be met, appeared to hamper the empowering 

practices of the managers and employees alike. 

In conclusion, then, there is a general scepticism surrounding the empowerment 

initiatives in both organizations which is evident in both middle managers and 

employees. It appears that the acceptance and resistance of empowerment by 

employees is dependant upon a number of factors including the nature of work; 

organizational structure, culture and climate; industrial relations context; 

management behaviour and genuine commitment; organizational sector and 
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competitiveness; and other issues related to training and the expectations which 

people at different levels place on empowerment. Yet, despite the effect of these 

factors, many of the interviews and focus groups discussed in this chapter involved 

discussions of individuals and the importance of personality on the empowerment 

process. There was some indication that certain types of people, both managers and 

employees, were more suited to empowerment than others. Indeed, returning to the 

first issue of this chapter, individual differences in reactions to empowerment may be 

the effect of two phenomena. Firstly the socialization of individuals within a 

particular role or operating unit (eg Civil Service; customer-facing environment) may 

affect the values which people have and the reactions which they display to 

empowerment. The effects of the wider industrial relations context and organizational 

culture and climate seem those factors most likely to impinge on the ways in which 

empowerment is interpreted. Secondly, reactions may, to a greater degree, rely on 

personality factors and the differences between units may merely be due to the fact 

that people self-select themselves into these particular jobs. That is, those who work 

in a Civil Service environment may resist empowerment policies because they go 

against their individual values and beliefs rather than those of their organization. 

The main issues raised here were further developed in the creation of the 

questionnaire which looks at employees' perceptions of empowerment as they relate 

to issues such as management behaviour; organizational culture and individual 

personality. Unfortunately, due to the confidentiality which was assured to all 

respondents, information about their actual job role was not gathered. For this, and 

other reasons, the depth of context which this qualitative data has provided, acts as a 

suitable backdrop for an analysis of the quantitative data which follows. 
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CHAPTER EIGHT: Questionnaire Results 

"He that nothing questions, nothing learns" 
An English Proverb 

INTRODUCTION 

The following chapter seeks to evaluate the results of the questionnaires which were 

received from 342 employees, 235 from The Benefits Agency and 107 from BT. The 

questionnaires were designed on the basis of previous literature and from issues 

arising from the focus groups. In this way, it is hoped that the results presented in this 

chapter can be better understood in the light of the qualitative data presented in 

Chapter Seven and vice versa. The qualitative data suggested that there are several 

different factors which are affecting whether individuals feel empowered and, indeed, 

whether they even feel positive towards the empowennent process. Aspects of the 

individual such as personal background, orientations to work, feelings of job 

insecurity, previous exposure to empowennent, trade union membership and 

personality attributes such as feelings of control, desire for achievement and 

challenges at work all appeared to emerge as important to individuals' perceptions of 

the empowennent process. Moreover, the characteristics of the organizations such as 

management behaviour, bureaucratic procedures, and organizational culture seemed to 

affect how employees feel about empowennent and the extent to which they believe 

they can be empowered in practice. Hence, the questionnaire which was distributed to 

employees in BT and The Benefits Agency, sought to quantifY these relationships and 

discover to what extent individual attitudes, organizational reality and characteristics 

of the empowennent initiative itself impact on feelings of empowennent. The results 

presented in this chapter, therefore, consider the orientations of individuals and how 

they differ across the two organizations, concluding by detennining which variables 

are most central to feelings of empowennent. 

OVERVIEW OF OUESTIONNAIRE RESULTS 

Table 12, overleaf, shows the Correlation Matrix of the various interval variables. It 

shows that, in general there were low to moderate correlations between the variables 
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TABLE 12: Correlation Matrix ofIndependent Variables - Whole Sample 
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· suggesting that they are measuring different aspects of the individual and the 

organization and, therefore, provides a rationale for including these different factors in 

the analyses which follow. There are two exceptions to this: frrstly, the Powerlessness 

scale of Ashford et al (1989) correlates highly with the Power, Security and Morale 

(r = 0.962) factor from the Organizational Culture and Climate scale. This is expected 

due to the fact that the same items were included in both variables. Secondly, for the 

same reason, the n(Autonomy) scale correlates highly with the Autonomy and 

Independence factor from the Propensity to be Empowered scale. Due to problems of 

multicollinearity, the two established scales will be removed from subsequent 

regressions. 

Overall, from Table 12 it can be seen that the general pattern of correlations 

demonstrates that characteristics of the individual significantly correlate with other 

aspects of the individual and characteristics of the organization significantly correlate 

with other aspects of the organization as one might expect. However, what is 

particularly interesting is that Locus of Control and Individualism appear to affect 

nearly all of the variables. The direction of the correlations implies that those with an 

internal locus of control are more likely to have a team orientation, enjoy challenge 

and hard work, and have a need for achievement and are less likely to be 

individualistic. They are also more likely to perceive their organization positively. 

Individualistic individuals appear to correlate with these variables in the opposite 

direction. 

The correlations of these various independent variables with the dependent variables 

"I consider myself to be empowered", "I am really not interested in being empowered" 

and the belief that empowerment is a "good thing" are discussed later in this chapter. 

The possibility of combining these dependent variables into a scale was considered 

but the reliability of such a scale was low and, moreover, the difference between the 

responses to the three questions suggest that they are each measuring quite different 

aspects of empowerment. Indeed, overall it seems that a relatively small proportion of 

the sample actually consider themselves to be empowered (41.3%, n = 139). Over one 

quarter of the respondent sample (25.5%, n = 86) did not consider themselves to be 
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empowered, with the rest of the sample undecided yet attitudes to empowerment are 

visibly more positive. Indeed, only 18.5% of respondents reported that they are not 

interested in being empowered (n = 62), with 49.4% (n = 166) of respondents 

disagreeing or strongly disagreeing that this is the case. Moreover, 61.7% of 

respondents (n = 198) reported that they feel empowerment is a 'good thing' on 

balance or is certainly a 'good thing'. The average was 2.40 where "2" on the Likert 

scale represented "Yes, on balance". Only 9.7% (n = 31) feel that empowerment is 

not a 'good thing' on balance or is certainly not a 'good thing'. Hence, whilst it 

remains important to determine what aspects of the individual and organization affect 

attitudes towards empowerment, what emerges as central is the isolation of those 

factors which prevent these relatively positive attitudes towards empowerment 

translating into feelings of empowerment. As discussed above, this chapter will look 

at the effect of organizational context, individual background and attitudes and the 

nature of the empowerment programme itself. This review of the questionnaire results 

will be divided into two sections: the frrst section of Chapter Eight will support and 

build upon the qualitative data reported from the focus groups, by investigating 

whether perceptions of the organizations and their empowerment programmes differ 

according to individual differences and organizational membership. The second 

section will then take this analysis further still by determining which factors are most 

central to feelings of empowerment amongst staff in these two organizations. 

Hence, the second section considers which variables directly affect feelings of 

empowerment through the use of Pears on Product Moment Correlations and the SPSS 

Means procedure on the interval and categorical data respectively. Additionally, to 

consider the contribution of the different variables to the prediction of attitudes 

towards empowerment, multiple regressions were conducted for both the entire 

sample and the different organizations to show how the contextual effect of 

organizations can impinge on this predictor model. However, the contingency 

approach which this thesis has taken would suggest that an individual's background 

characteristics may well affect how they perceive organizational characteristics and 

whether these are translated into feelings of empowerment. For instance, the literature 

discussed in Chapter Four suggested that those who have a more instrumental 
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orientation to work may be less affected by issues such as Organizational Vision and 

Direction and more affected by job security and staff care. To consider this, separate 

correlations were conducted for each of these personal characteristics and significant 

differences between these correlations were calculated. These are also presented in 

Section Two. 

SECTION ONE: Perceptions of the Organizations, Management and 
Empowerment 

A general description of the respondent sample was given in Chapter Five (Tables can 

be found in Appendix T). It considered the differences between the two organizational 

samples through the use of t-tests and chi square analysis. The chi squares were 

calculated using raw frequencies but, in the main, the results have been presented 

using percentages as it is a conunon metric and is more easily comparable in the light 

of the different sample sizes. T -tests and chi squares were also calculated to compare 

the two operating units in each organization to see if there were any internal 

differences. This introduction to the sample revealed that overall, individuals from the 

two case-study organizations have quite different biographical characteristics. Firstly, 

the gender compositions are very different with The Benefits Agency consisting of a 

predominantly female workforce doing mainly clerical tasks, whilst those in BT are 

male dominated, particularly in Payphones where it seems there is a "traditional" male 

engineering workforce with a very high unionisation rate of 85%. Due to these very 

different gender compositions of the two sub-samples the possible effect of gender has 

also been considered. Those in BT are generally older than those in The Benefits 

Agency and they have a longer organizational tenure. Men are more likely than 

women to have dependents at home, and this is particularly true in the male-dominated 

Payphones Directorate ofBT where men seem to have a more ''traditional'' family role 

with 36.1% of respondents being the main earners in their household. Yet, those in 

Payphones are less likely to have formal, educational qualifications than the more 

highly qualified staff in The Benefits Agency and Marketing. Interestingly, BT 

respondents stated that they were less likely to have been exposed to empowerment 

previously in their careers than those in The Benefits Agency. This does not seem to 

equate with the fact that BT had had similar previous initiatives whereas The Benefits 

Agency had not. Hence, it suggests that either those in The Benefits Agency do not 
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consider empowennent to still exist in their organization, implied by the quotes 

presented in this section, and answered this question in relation to the present 

initiative. Alternatively, respondents may be using the tenn loosely to ascribe to other 

activities which they have found empowering. 

One way analyses ofvariances were also perfonned on the four operating units in the 

two organizations using the post-hoc procedure of "Tukey B". This is used for sub

groups of three or more and allows one to see if one group (operating unit) has a 

significantly different result to any of the other groups by carrying out a number of 

between-group tests. The rationale for testing for this effect was to check whether the 

results gained were not due to differences between the two organizations but rather to 

the effect of four very different operating units. However, these analyses showed no 

significant differences between the operating units, which were not already accounted 

for by the Hest and chi square procedures between organizations and, between 

operating units in the same organization. Where there are such differences between 

the units, these have been noted in the text. Additionally, where appropriate, 

qualitative data obtained from the open questions on the questionnaire have also been 

included to substantiate the statistical relationships obtained. 

CHARACTERISTICS OF THE ORGANIZATION AND MANAGEMENT 

Table 13, below, shows the results for the different scales used to investigate the 

culture and climate of the organizations under study in this research, including the 

derived scales from the "Organizational Culture and Climate" scale. It shows the mean 

score and the standard deviation of the entire sample as a nonn for each scale. 

However, where similar questions have been asked in broader attitude surveys, these 

will be included for comparative putposes. Table 14 shows the mean and standard 

deviation for each organization and the results of the t-tests which were perfonned to 

examine the differences in responses between them. 
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Organizational Culture and Climate 

Freedom and Autonomy: Mean of whole sample = 21.1 8 

The literature discussed in Chapter Three stated that empowennent is generally 

advocated as involving a change in the level of freedom and autonomy which 

individuals are afforded within their workplace. Yet, in this case the mean score of an 

individual who chose the median value on each item would have been 21, so it seems 

that, in general, respondents do not view their organizations strongly either way as 

regards the amount of freedom and autonomy which they offer. Moreover, 

respondents in The Benefits Agency (Mean = 20.51) are less likely than those in BT 

(Mean = 22.66) to believe that their organization offers opportunities for freedom and 

autonomy (t = -4.57, df= 331, P < 0.005). For example, those in The Benefits Agency 

are less likely to think that their organization allows them to be creative, gives them 

the authority to correct problems when they occur, and gives them control over how 

they do their job. This perception does not differ with regard to gender or operating 

unit 

TABLE 13: Organizational Characteristics of Entire Sample 

I··. ···.· .... ORGANIZATIONAL'! It·/...· ' •• MEAN.. ···.'.·.1··.'.· •. ··. STANDARD DEVIATION 
, ..••.• '... ·.--V ARIABLES·. !. . I·.·'·······.··· ... ··· .<0··. '.... •.• ,..... '. \-. . .•..... '. .•. . ......... :; 
~ •.. ' .. ~ .. F n= 3421un1ess stated~--~ F~ ____ .. -:c . ~.~-- ..... . 

ORGANIZATIONAL.· ••..•.. , •.. ·• •..•. ••·· •. · 
CULTURE AND CLIMATE: 

Customer and Staff Carein=338K 

Vision and Directioriln =33~ 
Bureaucracv ..• In = 3381 \ •.•..• 
MANAGER'S BEHAVIOUR .. ••· 

.,., ..•••. ,!.", ..... :!' •• !.) ..••.. '!.)! ... ; le; ; ..• 
SEX MANAGER: Male 

21.18 4.08 

14.69 2.58 
9.66 2.82 

11.85 3.08 
7.41 2.05 
17.82 3.87 

NUMBER (n ~ 328»;.·1·-;··.··· .• ···•··. PERCENTAGE ......•.•....•.•...•..... 
129 39.3 
1~ 6~7 

319 



TABLE 14: Organizational Characteristics by Organization 

.• ORGAr-UZATIONAL '1'HE BENEFITS'· •. i.·.>ii ..• · ..... ~T.i·.i ........ ·•· ... ·ii 
·.·.HEST· 

..•. CiV ARlABLES ......•.......... . ........ ····AGENCY.·.·· 
• ••••••••• . ... i .. ·······.·. >." .............. 

. .... i. '. •.... . ..... ... ··.·.·.ii. .i i'i... i ... ·i. .n· Mean sd. n Mean sd t df .. p 
ORGANIZA TIONAL\ .• ··· •. · •. •·•· .. · ••.• ··· 
CULTURE AND CLIMATE:' 
Freedom and Autonomy·ii ••••••••••• 230 20.51 3.80 103 22.66 4.31 -4.57 331 0.000 
Customer and Staff Care .f· 234 14.83 2.49 104 14.37 2.76 1.53 336 0.127 
Power, Security and morale 233 9.76 2.83 104 9.45 2.82 0.910 335 0.364 
Vision and Direction '. ·.i.i· 232 11.65 2.95 104 12.31 3.34 -1.82 334 0.069 

BureaucracY.·.ii/.. ..... i·.i .. •••· •• ••• •••.••.. · 233 7.65 2.01 105 6.86 2.03 3.36 336 0.001 
POWERLESSNESS •• 234 7.67 2.30 104 7.31 2.13 1.37 336 0.172 
MANAGER'S BERA VIOUR 234 17.90 3.95 105 17.65 3.70 0.55 337 0.583 

I/··.···········i ................ nc. M I·d "% n M I. sdi % I.it. I······. cif 'P 
SEX MANAGER: Male 229 tIT 0.42 23.1 99 1.23 0.42 76.8 10.53 326 0.000 
i·'·i' · ... ·i.i·. Female i· 76.9 23.2 

Customer and Staff Care: Mean for whole sample = 14.69 

As well as heralding a more autonomous working enviromnent the optimistic 

management literature covered in Chapter Three suggested that empowerment 

involves a new way of looking after and caring for staff and customers. Although 

there is some debate about whether this change is occurring in reality, the results 

presented here show that individuals are more likely than not to believe that their 

organization cares about its staff and customers, as the mean score of an individual 

who chose the median value on each item would have been 12. However, women 

(Mean = 14.99) are more likely than men (Mean = 14.17) in this sample to believe that 

their organization cares about its staff and customers (t = -2.83, df = 336, p < 0;005). 

That is women are more likely to believe that their organization believes in 

teamworking, cares about its customers, and encourages staff to train and learn. No 

similar differences were found on the basis of organizational or operating unit context. 

Power. Security and Morale: Mean for whole sample = 9.66 

The more critical literature which was reviewed in Chapter Three suggested that 

empowerment was generally being introduced at a time of down-sizing and that this 

was causing insecurity and feelings of powerlessness amongst staff. The results 

presented here confmn this as a neutral respondent would have scored 12 on this scale 

suggesting that respondents mostly disagreed that they felt in control of their job and 

that morale was high in their organization. Respondents do not differ on this factor on 
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· the basis of gender, organizational or operating unit context.. Hence, it seems that in 

both organizations considered in this research, there is evidence that employees feel 

insecure and powerless as was suggested by the literature and also highlighted in the 

employee focus groups. In 1996, the ISR survey of employees found that only 39% of 

their national sample reported that they had positive morale at work, hence this 

perception may not merely be isolated to these two organizations, but might suggest 

that low morale is a broader phenomenon. 

Vision and Direction: Mean for whole sample = 11.85 

The IndnstriaI Society report (1995), which was referred to in Chapter Three, found 

that the most general change which has occurred amongst organizations during the 

process of empowerment is the clarification of vision and values. There was no strong 

evidence that this was occurring in either BT or The Benefits Agency. The score of an 

individual who chose the median value on each item would have been 12, so it seems 

that, in general, respondents do not feel strongly either way that their organization 

offers vision and direction. Moreover, respondents from these organizations do not 

differ on the extent to which they believe their organization offers vision and 

direction, with the mean for The Benefits Agency being I 1.65 and for BT, 12.3 I. That 

is that all employees, regardless of gender or organizational context, do not differ on 

the extent to which they perceive that their organization provides strong leadership, 

has a clear vision of what needs to be done and how to achieve it or values the ideas of 

stafi: 

Bureaucracy: Mean for whole sample = 7.41 (Reverse Coded) 

Generally, empowerment is considered to be the antithesis of bureaucracy but this was 

not borne out by the results presented here. The mean score of an individual who 

chose the median value on each item would have been 9, so it seems that in both 

organizations individuals are more likely than not to believe that their organization is 

bureaucratic. Respondents in The Benefits Agency (Mean = 7.65) are less likely than 

those in BT (Mean = 6.86) to believe that a feeling of "us" and "them" exists in their 

organization; that their organization believes in having a lot of layers of management; 

and that they have to go through a lot of red tape to change things (t = 3.36, df= 336, 
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p < 0.005). This is surprising in that it does not reflect many of the comments made by 

Benefits Agency respondents on the questionnaire: 

"Empowerment is still too grade conscious and until this changes it will never make a 
success of empowerment" Female, Age 27 

"Empowerment only works if your job has a lot of freedom, when laws govern your 
work changes are not always possible" Female, Age 22 

"Empowerment is an excellent concept - however, my organization severely limits any 
real chance of it becomingfeasible" Male, Age 30 

"Very hard to be empowered in this organization as the level of bureaucracy, rules 
and regulations mean we work within strict guidelines, can vary these rules so 

everything z's set down for us "Female, 24 

"The civil service is all about traditz'on - until attitudes change - empowerment will 
never enter their vocabulary. People need freedom to make their own decisions. The 
civU service needs to come into line with most other large organizations if they are to 

survive in the 21st century" Male, Age 41 

However, the fact that this scale had a relatively low reliability, suggests that this 

difference, must be treated with some caution. 

Managers' Behaviour. Mean for whole sample = 17.82 

The role of line managers is considered crucial in the empowennent process and this 

was not only advocated in the literature, but was also highlighted as of particular 

importance to both organizations in their official documentation. In this study, the 

mean score of an individual who chose the median value on each item of this scale of 

perceived management behaviour would have been 15, so it seems that generally 

individuals are more likely than not to make positive attributions about their 

immediate manager. This reflects a general satisfaction with one's immediate 

supervision amongst UK employees, with 68% in the 1996 ISR survey giving a 

favourable response. Moreover, women (Mean = 18.16) are more likely than men 

(Mean = 17.24) to perceive their immediate manager as willing to listen to their ideas 

and support them. This difference is significant at the 5% level (t = -2.14, df= 337, P 

< 0.05). No differences emerged on this factor as a result of organizational or 

operating unit context. 
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The Effect of Gender on Management Effectiveness 

60.7% (n = 199) of immediate managers were female. This is an unusually high 

proportion of women managers who are thought to make up only about one fifth of the 

approximately 3 million managers in Britain (Davidson, 1996). However, the 

proportion of women managers differed between the two organizations with 76.9% of 

immediate managers being women in The Benefits Agency and 23.2% immediate 

women managers in BT. Chi squares were calculated to test for a relationship between 

gender, organization and operating unit and immediate managers' gender. These 

revealed that 73.4% of those who had a female manager were women whilst 51.9% of 

those who had a male manager were men. This relationship between gender and the 

gender of one's manager was significant ('l = 21.60, p < 0.005). A similar 

relationship was found between organization and managers' gender (X2 = 83.29, P < 

0.005), with 88.4% of female managers being in the Benefits Agency and 58.9% of 

male managers being in BT. It is likely that this may relate to the type of industries 

and occupations covered by the organizations in this research. For instance the strong 

engineering base in BT may account for the larger proportion of male managers in that 

organization. Indeed, 37.2% of all the immediate male managers were in BT 

Payphones whilst 52.8% of female managers were in the Preston District of The 

Benefits Agency. This relationship between regions and the gender of immediate 

managers was also significant (X2 = 89.13, P < 0.005). Separate chi squares were 

conducted for each organization to test for the effect of gender. These found that 

whilst in The Benefits Agency there was no relationship between gender and the 

gender of one's manager, there was such a relationship in BT with 68.4% of those 

with male managers being men and 56.5% of those with female managers being 

women (X2 = 4.69, P < 0.05). This relationship reflects the two vel)' different 

operating units in BT, the strongly engineering based traditional male workforce with 

predominantly male managers and a more female orientated, clerical function in the 

Marketing Directorate. A t-test and correlation were performed to explore the 

relationship between manager's gender and their 'positive' behaviour, no significant 

difference or correlation was found. This does not match the fmding by Bass and 

AvoIio (1994) that women make more empowering managers or the speculative 
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comments made in the Benefits Agency Preston District about the association between 

gender and management behaviour: 

"The best three empowering HEOs in this office are all women..I'm not trying 
to be sexist but there's three female HEOs and they are the ones who are 

prepared to listen to you " 
Female Participant in Benefits Agency Focus Group 

Involvement in Participative Activities 

The fact that other employee involvement techniques often run alongside 

empowerment programmes was discussed in some length in the literature review. 

Later in this Chapter, it will be considered whether participation in these techniques is 

perceived to contribute to individuals' empowerment. However, the extent to which 

these participative techniques are adopted in empowering organizations is also of 

interest. Generally, respondents are most likely to take part in team briefmgs and 

training and development but this varies with organizational membership and gender. 

There are three relationships between participation and gender. Firstly, a higher 

proportion of women (51.2%) thari men (37.3%) take part in peer group meetings; 

secondly, a higher proportion of men (39.1%) than women (22.4%) take part in multi

skiIIing and thirdly, a larger proportion of women (54.9%) than men (31.5%) receive 

Performance Related Pay. The inclusion of "peer group meetings" relates to formal 

gatherings rather than social get-togethers but it is possible that some respondents 

interpreted this activity as more informal. If this is the case, then the above result 

merely proves that women are more sociable than men, which is also indicated by 

their scores on the individualism scale (see below). However, the fact that both 

organizations do use the term "Peer Group Meetings" in reference to formal meetings 

between employees of the same grade, suggests that most employees were responding 

to the question as intended. 

Five of the eight participative activities listed differed in respect to organization. A far 

larger proportion of BT respondents take part in team briefmgs 98.1%; multi-skiIling 

(46.7%); and have personal action plans (76.6%); than those in BA (91.9%; 20.3%; 

and 51.5% respectively) whilst a higher proportion of those in BA (50.4%) take part in 

peer group meetings than BT (36.2%) and receive performance related pay (65.2% 
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compared to 4.7%). It is plausible that these differences between participation in peer 

group meetings, multi-skilling and Performance Related Pay are due to gender 

differences rather than differences in the organizations themselves. Chi square 

analyses were conducted for each organization regarding the relationship between 

participation and gender. Performance Related Pay does not differ on the basis of 

gender in either organization suggesting that the relationship between PRP and 

organizations is a direct one. However, in BT 57.4% of men take part in Multi-skilling 

compared to 28.2% of women ("I: = 8.46, P < 0.005), and women (48.7%) are more 

likely than men (28.8%) to take part in peer group meetings (X2 = 4.22, P < 0.05). 

Hence, in BT participation in these activities does differ on the basis of gender, this is 

likely to be related to the widespread use of multi-skilling in a technical, craft-type 

workforce such as Payphones which is male dominated. 

There are also some interesting differences on the basis of operating unit with 100% 

of Payphone respondents taking part in team briefmgs compared to 88.4% in North 

Leicestershire and the highest proportion of those with personal action plans being in 

Payphones (80.3%). One interesting difference, which cut across the two 

organizations is the large proportion of those in Preston (90.7%) and Payphones 

(93.3%) who take part in training and development compared to percentages in their 

70s for their respective operating units. Finally, suggestion schemes involved a larger 

proportion of staff in Preston than any other operating unit, particularly Marketing, 

where only 8.4% are involved in suggestion schemes. 

Conclusion of Characteristics of The Organization and Management 

Overall, it seems that whilst empowering organizations are advocated in the literature, 

and to some extent by both organizations concerned in this study, as offering freedom 

and autonomy, caring about staff and customers, providing vision and direction and 

reducing bureaucracy; there is, with the exception of Customer and Staff Care, little 

evidence in either organization that this is occurring. Moreover, one might have 

expected employees from the two organizations, which have considerable differences 

as discussed in Chapter Six, to perceive the characteristics of organizational culture 

and climate in different ways. However they were only seen to differ significantly on 
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two of the four organizational characteristics. Firstly, respondents in The Benefits 

Agency were more likely than their counterparts in BT to believe that their 

organization offered freedom and autonomy and yet in BT employees were more 

likely to consider their organization as bureaucratic. Whilst this seemed to contradict 

many of the comments which Benefits Agency respondents made on their 

questionnaires, it is suggested that whilst The Benefits Agency is seen as restricting 

employees' freedom because of its legal obligations and civil service structure, the 

stronger trade union tradition and culture in BT may have sustained feelings of "us 

and them". Indeed, some of the BT respondents comments reflect this: 

"A good idea in theory but the same old story in practice. If senior managers actually 
listened, rather than paying lip service to these schemes, most of the staff would be a 

great deal happier" Female, Age 49 

"Managers should have a mind of their own and not just spout the company 
ideas/values etc. because it will benefit them and not the workforce. Too many take the 

glory for others work; despite claiming to recognise the contribution of others" 
Male, Age 30 

Indeed, despite constant reorganizations since privatisation, there is still evidence that 

BT harbours bureaucratic procedures: 

"Too much red tape and too many procedures to get the job done quickly and 
efficiently. In these circumstances empowerment is not possible" Female, Age S2 

However, as noted above, items only loosely fitted to this factor in the two 

organizations so this result must not be drawn on too conclusively. Overall, inunediate 

managers' behaviour was reported more favourably by female respondents, possibly 

suggesting that women have a better relationship with their manager. As might have 

been expected by the different workforces and gendered occupations covered by this 

sample, women were more likely to be managed by a woman and men by a man. 

However, no difference was found between the gender of managers and their 

behaviour. 
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. THE ORGANIZATION AND THE INDIVIDUAL. 

Having considered how organizational characteristics are perceived in general, this 

Section now considers how these perceptions differ on the basis of individual 

differences. This consideration of the individual will include biographical statistics, 

orientations to work and aspects of personality and individual attitudes. 

Biographical Statistics 

The literature discussed in Chapter Four of this thesis discussed the possibility that 

individuals' prior expectations and orientations to work affect how objective external 

events are perceived and the social meaning which is placed upon them. These 

interpretations were considered to be both a result of personality traits such as locus of 

control and personal background such as age and eamer status. Hence, in this section, 

the effect of individual characteristics on perceptions of one's organization and 

empowerment progranune are considered. Throughout this discussion, the reader will 

be reminded of the nature of the sample and how individuals from the two 

organizations differed in relation to their characteristics. In this sense, it is hoped that 

a clearer understanding of the role of the individual in the empowerment process will 

be developed. 

The literature indicated that age has a positive relationship with job satisfaction but 

that length of tenure may often affect this relationship in that those with longer tenures 

tend to be more dissatisfied. In this sample, age significantly correlates with 

organizational (r = 0.626, P < 0.01), role (r = 0.396, P < 0.01) and grade (r = 0.588, p 

< 0.01) tenure, which is not particularly surprising as older respondents are likely to 

have worked in their organizations for longer. However, what is of particular interest 

here is that older people display more need for autonomy (r= 0.153, p < 0.01) and less 

of a team orientation (r "" -0.196, P < 0.01) than younger staff yet age does not seem to 

have any effect on the perception of organizational characteristics. 

The same is true for organizational tenure. Whilst those who have been working in 

their organization for a long time are less likely to have a need for achievement (r = -

0.113, P < 0.05), an internal locus of control (r = 0.131, P < 0.05) and a team 
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orientation Cr = -0.139, p < 0.05), organizational tenure does not significantly correlate 

with perceived characteristics of the organization. The only exception to this appears 

to be for those who have worked in the same role for a long time. Tenure in one's role 

correlates significantly with Organizational Vision and Direction in a negative 

direction Cr = -0.117, P < 0.05) suggesting that those who have remained in the same 

role for a long time will be less likely to perceive their organization as having a clear 

vision of what needs to be done, valuing employees' ideas, providing strong and clear 

leadership and are less likely to be proud of telling people who they work for. One 

might suspect that the frustration and boredom which remaining in the same role can 

cause could explain this relationship. Hence, these results do not appear to reflect 

those in the literature which suggest that age is positively related to job satisfaction 

but do, to some extent, confirm the belief that tenure is positively related to 

dissatisfaction. This has implications for BT respondents who, as was discussed in 

Chapter Five, are significantly older and have longer tenures than those in The 

Benefits Agency. 

As regards earner status, one might have considered that those who were sole or main 

earners would differ in their perceptions of organizational culture and climate than 

those who had less fmancial pressure on them such as joint earners or those who lived 

with their parents. However, in this research no such relationship was found and the 

only significant difference which emerged was that those who live with their parents 

are less likely to perceive that their organization offers them freedom and autonomy (t 

= 2.89, df = 331, p<0.005) than those who do not. Whether this is related to the youth 

of the sample (the average age of those who lived with parents was 23.26 years) who 

may have higher expectations or related to the fact that they can afford to be less 

instrumental about their work, is unclear but both of these factors might be suggested 

to play their part. Additionally, those respondents who live with their parents are 

significantly less likely to believe that their managing director is committed to 

empowerment than those who do not (t = 2.29, df= 331, p<0.05). 

Educational qualifications were seen to differ significantly according to gender, 

organization and operating unit in Chapter Five. Moreover, the literature discussed in 
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Chapter Four suggested that those workers who are more highly educated are more 

likely to have an intrinsic enjoyment of work and challenge and, therefore, it was 

considered that they would be more likely to welcome empowerment and 

characteristics of organizations which offer such challenges. Interestingly, however, 

those respondents who have A -levels are less likely than those who do not to believe 

that their organization offers vision and direction (t =2.15, df =334, p<0.05). Whilst 

those who have an apprenticeship are significantly more likely to believe that their 

organization offers vision and direction than those who do not (t = -2.24, df =334, 

p<0.05). This may suggest that those who begin work at an earlier age and have fewer 

educational qualifications have lower expectations of the organization than those who 

are more educated and are, therefore, likely to be less dissatisfied by organizational 

reality than those who have studied for A-levels. This theory appears to be further 

confmned by the fact that those who have a degree are less likely to think that their 

organization provides freedom and autonomy (t '" 2.04, df = 331, p<0.05), power, 

security and morale (t = 2.13, df=335, p<0.05) and vision and direction (t = 2.94, df= 

334, p<0.005) than those who do not. Interestingly, those who possess an NVQ are 

significantly less likely to think that their Managing Director is committed to 

empowerment than those who have not (t = 2.40, df = 331, p< 0.05) whilst those 

respondents who possess a professional qualification are significantly more likely than 

those respondents who do not to believe that their managing director is committed to 

empowerment (t = -2.34, df= 331, p<0.05). This difference may be more related to 

organizational context than educational qualifications per se as the majority of 

respondents with a professional qualification were in BT Marketing who work more 

closely with their Managing Director than any of the other respondents. 

The majority of the sample work as members of a team and these respondents are 

more likely than those who do not work in a team to believe that their organization 

cares about staff and customers (t =2.95, df= 336, p<0.005). However, this result may 

be misleading in that one of the items in the factor Customer and Staff Care was "My 

organization believes in teamworking" which may explain this significant difference. 

Moreover, those who work as part of a team were also significantly less likely to 

believe that their understanding of empowerment matches that of their organization 

than those who do not (t = -1.98, df = 332, p<0.05). This is interesting in that it may 
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suggest that those who work in a team discuss their understanding of empowennent as 

a group and that this "Group Think" creates a more optimistic, utopian defmition of 

the tenn than the organization offers in reality. Alternatively, as was suggested in the 

focus groups, respondents may associate empowerment with Perfonnance Related Pay 

and Personal Action Plans which are more individualistic management tools and 

which work against the team ethos they are used to. 

Those who have previous experience of empowerment in their career are less likely to 

consider their organization bureaucratic (t = 3.15, df=329, p<O.OOS) and more likely 

to believe that their organization cares about customers and staff (t = 2.69, df = 329, 

p<0.01) than those who have not. Although this result must be treated with some 

caution (due to the low reliabilities obtained for the Bureaucracy factor), this result 

suggests that those who have previously been exposed to empowennent feel more 

positively about their organization. One possible interpretation of this result is that, if 

those who state that they have previously been exposed to empowennent are relating it 

to fonner programmes in their present organization, then respondents may believe that 

empowennent has had a positive effect on their organization. 

Orientations To Work. 

This section of the results looks specifically at feelings of job insecurity and responses 

to the "lottery" question. In doing so it considers how individuals' orientations to 

work affect how they feel about their organization. Firstly, however, it broadly 

discusses the general responses to these two questions with regard to organizational 

membership and gender, allowing the relationships between these orientations and 

perceptions of one's organization to be placed in context. 

When asked what they considered to be the most likely reason for them leaving their 

present job, the largest percentage of respondents in the sample stated that they are 

most likely to leave their organization due to their own decision (39.5%), but this was 

found, not surprisingly, to be related to organizational membership (X2 = 11.54, P < 

0.005). A higher proportion of those in BA (45.5%) than BT (26.2%) feel that they 

would leave as a result of their own decision. Similar results were not found for men 
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and women, so one can confidently assume that this rroding is related to the 

organizations themselves. Secondly, a higher proportion of BT employees (29.9%) 

than BA employees (12.8%) stated that they are most likely to leave through 

redundancy ("l = 14.55, p < 0.005). Indeed, as one BT employee from the Marketing 

Directorate commented: 

"BT is going through a period of 'downsizing' the workforce through a series of 
muddled re-organizations. Everyone feels uncertain about their future" 

Male, 37 . 

There was also found to be a relationship between redundancy and gender: a higher 

proportion of men (23.4%) than women expect to be made redundant (15%). For this 

reason, separate chi squares were calculated for each organization to test whether this 

effect of gender was found in both organizations. These found, surprisingly, that 

gender did not relate to the belief that one would leave because of redundancy in 

either organization, although this is likely to be due to the small sample size of those 

who expected to leave due to redundancy (30 respondents in The Benefits Agency and 

32 in BT). Additionally, there is a relationship between reasons for leaving and 

operating unit, most noticeably this involves a higher proportion of Marketing 

respondents (15.2%) than those in other operating units to expect to be relocated and a 

lower proportion (6.5%) expecting to leave through retirement. Also, only 7.9% of 

Preston respondents expect to be made redundant, considerably lower than the other 

regions, whilst 32.8% of Payphones expect to leave through this route. These results 

are difficult to compare with other surveys on job security which generally ask 

questions such as "Are you satisfied with your level of job security?" (ISR, 1997). But 

if we consider those who are happy with their level of job security as those who 

believe they were most likely to leave their organization as a result of their own 

decision or retirement (57.9% for whole sample, 48.6% for BT, and 62.1% for The 

Benefits Agency), then this sample compares favourably with the 1996 ISR national 

norm of 43%. 

The literature discussed in Chapter Four suggested that those respondents who face 

threats of redundancy will become narrowly instrumental in their orientations to work 

and may withdraw from their work. The fact that faith in the organization and in 
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management will also be damaged by job insecurity suggests that those respondents in 

this sample who believe that they are most likely to leave due to redundancy or 

relocation will be more likely to feel negatively about their organization. Indeed, this 

pattern does seem to have been borne out in the results. In this sample, those 

individuals who believe that they are most likely to leave due to redundancy are 

significantly less likely to perceive Power, Security and Morale (t = 2.94, df = 335, p< 

0.005), Vision and Direction (t = 3.48, df= 334, P = 0.001), or Customer and Staff 

Care (t = 3.68, df= 336, P < 0.001) within their organization than those who expect to 

leave for some other reason. These respondents also appeared to be more cynical 

about management commitment, being significantly less likely to believe that their 

Managing Director was committed to empowerment than those who think that they 

would leave for some other reason (t = 2.07, df= 331, p<0.05). Moreover, a similar 

cynicism regarding management commitment was found amongst those who feel they 

are most likely to be relocated, although this was directed at immediate managers with 

those who feel that they are most likely to leave their organization due to relocation 

being significantly less likely to believe their immediate manager was committed to 

empowerment than those who think that they would leave for some other reason (t = 

2.13, df = 335, p<0.05). Finally, those who stated that they could not say what they 

felt was the most likely reason for them leaving their organization are more likely to 

perceive their organization as offering power, security and morale than those who 

gave another answer (t = -2.45, df = 335, p<0.05). This fmal result also appears to 

confirm this pattern of insecurity leading to negative evaluations of organization and 

management as those who could not say why they were most likely to leave may 

simply not think about leaving and, by implication, are happy and secure in their job. 

The "lottery" question which asked whether people would continue to work if they 

could receive the same money without doing so, raises some interesting results. Nearly 

half of the entire sample (44.7%, n=153) stated that they would still prefer a paid job 

with only 19% (n=65) stating that they "wouldn't bother" to work; 20.8% would do 

voluntary work; 5.8% did not know what they would do. Interestingly, nearly a tenth 

of the sample (9.6%) chose the "other" category, stating such activities as starting 

their own business or following a hobby. The only relationship with gender for this 
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variable was that a considerably higher proportion of men (24.2%) than women 

(15.9%) state that they wouldn't bother to work if they could still receive the same 

money (X2 = 3.61, P < 0.050). These results are not only much lower than the fmdings 

gained when others have asked the same question (for example Hakim (1992) found 

that 70% in 1984-1985 and 74% in 1989 of a sample of male and female employees 

would still prefer a paid job). but also suggests that men are less likely to continue 

working, in some form, than women. This may add weight to Hakim (1992)'s 

argument that working women are more committed to their careers or to working life 

than men. It was also found that a higher proportion of BA employees (22.6%) than 

their counterparts in BT (11.2%) would not bother to work ("l = 6.14, p < 0.01) and 

separate chi squares were calculated for the two organizations to see if the differing 

gender compositions of the two organizations had an effect on this result. Whilst there 

was a significant relationship between gender and the "lottery" responses in The 

Benefits Agency with 48% of women preferring to still work and 36.7% of men 

stating that they would "not bother" (l = 9.50, p < 0.05), this was not the case in BT. 

No association was found between responses to this question and operating unit in 

either organization. 

Regarding the effect of these attitudes on further attitudes to the organization and 

empowerment, those who stated that they would continue with a paid job regardless of 

whether they could receive the same income without doing so, according to the 

literature discussed in Chapter Four, have an intrinsic enjoyment of work and are 

likely to be more positive about their organization. This is confirmed in this study by 

the fact that those who would continue in a paid job are more likely to perceive their 

organization as offering freedom and autonomy (t =-2.33, df = 331, p<0.05), power, 

security and morale (t = -3.51, df= 335, p=O.OOI) vision and direction (t = -3.68, df 

=334, p<O.005) and customer and staff care (t = -2.81, df= 336, p=O.005) than those 

who would not. The causal order of this relationship is open to speculation in that the 

more positive evaluations of the organization may explain why such individuals would 

continue to work or alternatively, the fact that these people have a less instrnmental 

attitude to work may affect how they evaluate the culture and climate of the 

organization. Additionally, those who might be considered to have a more 
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instrumental attitude to work - that is those who would not bother to work if they 

could receive same income - are less likely than other respondents to perceive freedom 

and autonomy in their organization (t = 3.53, df = 331, p<0.005). Again the causal 

order of this relationship is open to some debate. Not only did these groups differ in 

their perceptions of organizational culture and climate but also on perceived 

managerial commitment with those who would not bother to work if they could 

receive the same income being significantly less likely than those who would take 

some other option to believe that their managing director was committed to 

empowennent (t = 2.07, df=331, p<0.05). In contrast, those who would continue with 

their paid job were significantly more likely to think that their managing Director was 

committed to empowennent than those who would take some other option (t = -2.36, 

df= 331, p<0.05). 

Those respondents who stated that they would do voluntary work if they were placed 

in this situation produced some interesting results. Firstly, they were less likely to 

believe that their organization offered power, security and morale (t= 2.51, df =335, 

p<0.05) than those who would take some other option. This may suggest that, whilst 

enjoying the process of work enough to want to continue working in some fonn, these 

respondents did not feel secure or happy enough in their organization to want to 

continue in that organization. Or, alternatively, these respondents may have a more 

altruistic nature which, due to the need for economic security, they have not been able 

to exercise in the past making them feel powerlessness at work. Secondly, those who 

stated that they would do voluntary work were significantly less likely to believe that 

their understanding of empowennent (t = 3.41, df = 332, p =0.001) matches that of 

their organization than those who would do something else. This is particularly 

interesting in that it may suggest that those who have a more altruistic nature and who 

may well have wished to work in the voluntary sector in the past may have different 

interpretations of empowennent than those who have not. Indeed, these respondents 

may well have had exposure to the different usage of empowennent in relation to the 

disadvantaged (for example: battered women, the disabled and illiterate) where it 

represents the overcoming of oppression and regaining of equality, as discussed in 
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Chapter Two, and may have created their expectations of organizational 

empowerment on this basis. 

Aspects ofPersonalitv and Individual Attitudes 

Table IS, below, shows the results for the different personality scales used in this 

research, including the derived scales from the "Propensity to be Empowered" scale. It 

shows the mean score and the standard deviation for each scale. Due to the fact that 

the majority of the scales used carmot be compared to a norm, because of the 

adaptation of the scales (Locus of Control; Job Insecurity Scale; Collectivism & 

Individualism) or the lack of information as to how the norm scores were derived 

(needs for Achievement and Autonomy), the means for the entire sample are shown as 

a norm and these are then compared by organization, gender and operating unit. 

Propensity To Be Empowered 

Challenge and Hard Work: Mean for whole sample = 20.26 

It was suspected that those individuals who thrive on challenge and hard work are 

more likely to welcome empowerment programmes which often require individuals to 

take ownership for their own actions and to improve on past performance. The mean 

score of an individual who chose the median value on each item of this scale would 

have been 15, so it seems that in all cases individuals are more likely than not to enjoy 

challenge and hard work. Table 16 reveals that respondents from the two 

organizations are extremely similar in their desire for challenge and hard work and 

this factor did not differ according to gender or BT Directorate either. That is that 

respondents do not differ in their desire to improve on their past performance or do 

their best when their targets are fairly difficult et cetera. However, in The Benefits 

Agency, respondents in the North Leicestershire District are more likely than their 

colleagues in Preston to enjoy challenge in their work (t = 3.25, df= 229, P < 0.005). 

Challenge and Hard Work correlates with the belief that one's organization provides 

freedom and autonomy (r = 0.193, p < 0.01) perhaps suggesting that those who enjoy 

challenge seek opportunities for autonomy within their organization. Moreover, this 
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factor also positively correlates with the belief that one's Managing Director is 

committed to empowerment (r= 0.156, p < 0.01). 

Avoidance of Responsibility: Mean for whole sample = 17.20 (Reverse Coded) 

The literature discussed in Chapter Four, and some of the feelings expressed in the 

management interviews and employee focus groups, suggested that there will be some 

individuals who will not welcome empowerment due to its association with 

responsibility and making one's own decisions. However, the mean score of an 

individual who chose the median value on each item of this scale would have been 15, 

so it seems that individuals were generally unlikely to want to avoid responsibility in 

this study. Table 16 shows that respondents from the two organizations are extremely 

similar in their desire to avoid responsibility, again this factor did not vary according 

to gender or operating units. This means that employees are similar in the extent to 

which they prefer to shy away from making decisions and like to follow rules rather 

than taking the initiative, and that this is true regardless of gender or organizational 

context. However, it should be remembered that reliabilities for this scale were 

relatively low and hence these results should be treated with caution. Indeed, although 

Avoidance of Responsibility correlates with the perception that one's organization 

does not offer freedom and autonomy (r = -0.254, p < 0.01) or power, security and 

morale (r = -0.120, P < 0.05), the low reliability of this scale suggests that drawing any 

conclusions from these correlations would be misleading. 

TABLE 15 : Personality Characteristics of Entire Sample 

PERSONALITY VARIABLES .•.•.. /. MEAN· .. ·.·.·::.···· ••• ··:. !. STANDARD DEVIATION 
· .. ·· •. /· .. ·.;·:.·.·/:··u· . {]i·e·":'"", Jj = 342 (WIless stated) ... ·) ,< :.: ...... 
PROPENSITY TO BE>;." 
EMPOWERED: 
Challenge & Hard Work In = 336)·:: 20.26 2.37 
Avoidance of Responsibility (n=337)./: 17.20 2.66 
Autonomy I Independence (n= 340): 11.64 2.38 
Team Orientation (n = 340) .•. ·:i·i 4.96 1.34 
LOCUS OF CONTROL (1F329); 12.34 2.07 
'EMPOWERING'JOB .• ·•••· 19.86 3.27 
FEATURES' 
INDlVlDUALISM ." .: .....•. 14.96 2.59 
n (ACHIEVEMENn·.···.···· .:.. ·i 18.22 2.46 
n (AUTONOMY)···. i·.:': ': .. :: .. :. 13.54 2.49 
IMPORTANCEOFFREEDOM·i: 19.87 3.27 
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TABLE 16 : Personality Characteristics by Organization 

PERSONALrr'l'Y ~BLES. THE BENEFI~S} ··.·/>i~I<\j .......... !t;'·T~TEST 1 .. ; .... : ... :.......... •........ ... ............ :: .•. :· .. · .. AGENCY •.••• h> ....... 
""""':: ... -; 

.• > ..•. > •.•...••.•• :. .'.: I·>n·. mean ·sd ·:n· mean ··.··sd • ·.t·· df p .... 

PROPENSITYT()BE) 
EMPOWERED:·· . 
Cha"en~e & Hard Woll<: 231 20.26 2.14 105 20.25 2.81 0.025 334 0.980 
Avoidance of ResponSibility·.· •• : .•.• 231 17.16 2.81 106 17.28 2.29 -0.379 335 0.105 
Autonomv Ilndependenoe 233 11.38 2.53 107 12.19 1.91 -2.93 338 0.004 
Team Orientation 233 4.77 1.27 107 5.37 1.40 -3.92 338 0.000 
LOCUS OF CONTROl; 229 12.38 2.14 100 12.25 1.90 0.52 327 0.601 
IMPORTANCE OF FREEDOM 235 20.05 2.90 107 19.47 3.94 1.53 340 0.128 
INDIVIDUALISM 231 14.87 2.41 lQ3 15.11 2.85 -0.99 332 0.322 
n (ACIDEVEMENT) i··:··.· .... ·:· 232 18.11 2.43 105 18.46 2.53 -1.19 335 0.234 
n {AUTONOMY)::f .•.• i .;-' 233 13.23 2.50 107 14.20 2.35 -3.36 338 0.001 

Autonomv ( Independence: Mean for whole sample = 11.64 

Respondents from the two organizations differed significantly with regard to their 

desire for autonomy and independence (t = -2.93, df = 338, P < 0.005), with those in 

the Benefits Agency less likely to desire autonomy and independence than their 

counterparts in BT. However, it should be remembered that the reliability for this 

factor was relatively low and therefore should be treated with some caution when 

interpreting these results. A similar difference to that between the organizations was 

found on this factor between men and women with males (Mean = 12.13, s.d.= 2.41) 

more likely than females (11.34, s.d. = 2.31) to desire autonomy and independence, 

and this was significant at the 0.5% level (t = 2.99, df= 338, p < 0.005). The possible 

effect of gender on this factor was considered and a Simple Factorial Anova was 

conducted. This found that whilst gender is significantly related to the desire for 

autonomy and independence (p = 0.039), there is also a significant relationship 

between organization and autonomy and independence when the effect of gender is 

statistically controlled for (p = 0.047). Hence, this suggests that men are more likely to 

want to go their own way, and disregard rules which hamper their freedom, but 

regardless of this effect of gender, BT employees are also more likely than Benefits 

Agency respondents to desire this independence. The mean score of an individual who 

chose the median value on each item would have been 12, so it seems that individuals 

were slightly less likely to desire autonomy and independence than a neutral 

respondent. This desire for autonomy and independence correlates positively with the 

belief that one's organization is bureaucratic which suggests that respondents who 
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desire autonomy and independence are less likely to make positive evaluations about 

their organization. 

Team Orientation: Mean for whole sample - 4.96 <Reverse Coded) 

As is discussed in relation to individualism below, this scale was included in order to 

explore the relationship between empowerment and team work. The mean score of an 

individual who chose the median value on each item would have been 6, so it seems 

that individuals were more likely than not to have a team orientation. However, there 

was a significant difference between respondents from the two organizations as 

regards team orientation (t = -3.92, df= 33S, P < 0.005). Those in the Benefits Agency 

were significantly more likely than those in Br to consider themselves team players 

and to not want to work alone. However, again it should be remembered that the 

reliability for this factor was low and therefore it should be treated with some caution 

when interpreting these results. There was a similar relationship found between gender 

and team orientation with women having a stronger team orientation than men (t = 

4.S3, df= 33S, P < 0.005) and so a Simple Factorial Anova was conducted to test for 

the possible effect of gender on this relationship. This showed that although gender 

did have a significant effect on team orientation (p < 0.005) there was also a 

significant effect of organization when gender was statistically controlled for (p = 

O.OlS). This suggests that whilst women have a stronger team orientation than men, 

there is also a significant effect of organizational context on this factor with those in 

The Benefits Agency displaying a stronger team orientation. A team orientation 

correlates positively with the belief that one's organization offers Customer and Staff 

Care (r = 0.213, p < 0.01) and Vision and Direction (r = 0.126, p < 0.05). However, 

the low alpha reliability of this scale suggests that no conclusions should be drawn 

from these relationships. 

Locus or Control: Mean for whole sample = 12.34 

The two organizations did not differ significantly in regard to Locus of Control. 

Neither did this vmy according to gender or Br Directorate. However, in The Benefits 

Agency, respondents from North Leicestershire had a more external locus of control 

than their Preston colleagues (t = 1.97, df = 227, P < 0.05). This suggests that 
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· respondents in North Leicestershire feel more controlled by external events than their 

counterparts in Preston and that this is an internal difference which is not caused by 

gender differences. 

The literature discussed in Chapter Four suggested that locus of control or "Global 

Impact" may have an effect on satisfaction at work. It has been proposed that those 

who feel more in control of their own work and believe that good work will be 

rewarded are more likely to positively evaluate their organization than those with an 

external locus of control. As was mentioned at the beginning of this chapter, locus of 

control was found to impact on perceptions of one's organization with those 

displaying an internal locus of control significantly correlating with the belief that 

one's organization offers Freedom and Autonomy (r = -0.330, P < 0.01) Customer and 

Staff Care (r = -0.368, P < 0.01), Vision and Direction (r = -0.391, P < 0.01), Power, 

Security and Morale (r = -0.369, p < 0.01) and that it does not offer Bureaucracy (r = 

0.269, P < 0.01) or Powerlessness (r = 0.355, P < 0.01). An internal locus of control or 

"high global impact" also correlates with positive evaluations of one's immediate 

manager (r = -0.225, p < 0.01) and the belief that one's immediate manager (r = -

0.152, P < 0.01), boss's boss (r =-0.213, p < 0.01) and Managing Director (r = -0.167, 

P < 0.01) are all committed to empowerment. Finally, those with an internal locus of 

control significantly correlate with the belief that one's understanding of 

empowerment matches that of one's organization (r = -0.306, P < 0.01). Hence, 

overall, it appears that those with a more internal locus of control are more likely to 

feel positively about their organization and the empowerment process as had been 

expected from the literature. The fact that this aspect of personality does not vary 

according to organizational membership suggests that it has a direct effect on these 

characteristics independent of organizational context. 

Importance of Freedom: Mean for whole sample = 19.86 

The two organizations did not differ significantly in regard to empowering job 

features, and neither did this differ according to gender, or organizational operating 

unit. That is that the freedom to schedule one's own work; to perform one's work in 

the manner one sees fit; to receive feedback from one's supervisor; a job where one 
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does a variety of tasks; and a job where one sees an entire piece of work through from 

start to finish; are salient to all employees regardless of gender or organizational 

context. A neutral respondent who chose the median score on each item of this scale 

would have scored IS, so it seems that these respondents are more likely than not to 

desire such empowering job features. The salience of these job features positively 

correlates with the belief that one's organization offers freedom and autonomy (0.175, 

p < 0.01) and that one's immediate manager is committed to empowerment (r = 0.114, 

P < 0.05). Although the causal order of these relationships is not known, it is 

suggested here that those individuals who place particular importance on control over 

their own work, seek out opportunities within their organization, particularly through 

their line manager, to exercise these aspects of their work. This therefore leads to 

positive evaluations of their immediate manager and of the autonomy the organization 

offers. 

Individualism: Mean for whole sample - 14.96 

The two organizations did not differ significantly with regard to individualism. 

However, a significant difference did emerge on this factor with regard to gender. 

Women were more likely to have a collectivist attitude (Mean = 14.69, s.d. = 2.29) 

than men (15.42, s.d. = 2.98) and this difference was significant at the 5% level (t = 
2.53, df = 332, P < 0.05). This suggests that women prefer to work in groups and 

place importance on their relationship with other team members. However, the fact 

that women are less likely to be union members suggests that they seek to exercise this 

collectivist attitude in a less formal way than through collective representation. This is 

suggested through some of the comments made by women, who referred to some of 

the activities which made them feel empowered: 

"Organizing team activities e.g. arranging Christmas meal etc. " Female, Age 43 

"Equal opportunities user group" Female, 25 

"/ usually decide how to organize my work, in my previous job / worked as a team but 
/ still organized myself' Female, 57 

"Social club -fund raising and allocation of funds" Female, 20 

The literature discussed in both Chapters Three and Four debated where individualism 

fitted in with empowerment policies. Whilst the policy tends to be introduced by an 
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individualistic management it, along with other forms of employee involvement, has 

commonly been associated with teamwork. Hence, the inclusion of this scale was 

somewhat exploratory in considering how employees with a more individualistic 

attitude perceived their organizational culture and the empowerment programme. The 

results shown in Table 12 at the beginning of this chapter suggest that those who are 

more collectivist in their attitudes perceive their organization and the empowerment 

process more positively. Indeed, individualism correlates negatively with the belief 

that one's organization offers Freedom and Autonomy (r = ·0.196, P < 0.01), 

Customer and Staff Care (r = ·0.302, P < 0.01), Vision and Direction (r = ·0.201, P < 

0.01); Power, Security and Morale (r = ·0.142, P < 0.01) and positively with 

Bureaucracy (r = 0.114, P < 0.01) or Powerlessness (r = 0.142, P < 0.01). An 

individualistic attitude also negatively correlates with positive evaluations of one's 

immediate manager (r = ·0.252, P < 0.01) and the belief that one's immediate manager 

(r = ·0.176, P < 0.01), boss's boss (r = ·0.158, P < 0.01) and Managing Director (r =. 
0.115, P < 0.01) are all committed to empowerment. Overall, then it appears that 

empowerment and organizational culture are more positively evaluated by those with a 

collectivist attitude. 

n(Achievement): Mean for whole sample = 18.22 

It was suggested in Chapter Four that the perceived "global meaningfulness" of work 

may be affected by one's n(Achievement) and n(Autonomy) but that the latter may be 

affected by whether or not empowerment is introduced in a team or individual context. 

Like one's need for challenge and hard work, n(Achievement) correlates with the 

perception that one's organization provides freedom and autonomy at work (r = 0.198, 

P < 0.01). As discussed above, this may suggest that those individuals who want to get 

ahead at work are likely to seek out opportunities for being creative and making their 

own decisions. The two organizations did not differ on their need for achievement and 

neither did this factor vary according to gender or operating unit. This suggests that 

employees do not differ on their need for achievement regardless of gender or 

organizational context. 
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n(Autonomyl: Mean for whole sample = 13.54 

Whereas n(Achievement) correlates with positive aspects of the organization, 

n(Autonomy) correlates negatively with the belief that one's organization provides 

Customer and Staff Care (r= -0.218, p < 0.01) and provides Vision and Direction (r = 

-0.181, p < 0.01) and positively with the belief that one's organization is bureaucratic 

(0.113, p < 0.05). It also correlates negatively with perceptions of positive 

management behaviour (r = -0.112, p < 0.05). These relationships indicate an inverse 

relationship to that of team orientation and a similar relationship to Individualism and 

a desire for Autonomy and Independence. Whilst this may indicate that empowerment 

is a more team based phenomenon as suggested earlier or that those respondents who 

want to work alone have higher expectations of the organization and empowerment 

policy than those who enjoy working as a team. There was a significant difference 

between BT and The Benefits Agency as regards n(Autonomy). Those in BT were 

more likely to display a need for autonomy than those in The Benefits Agency, this 

reflects the fmding on the autonomy/independence scale. Again, a similar fmding was 

found between men and women on this scale, with men displaying a greater need for 

autonomy than women (t = 4.58, df = 338, p < 0.005). However, unlike the 

autonomy/independence factor, when gender was statistically controlled for using a 

Simple Factorial Anova, the effect of organization on n(Autonomy) was no longer 

significant (p=O.063). Hence this suggests that men have a greater need for autonomy 

than women regardless of organizational context. 

Summary of Personality and Individual Attitudes 

Overall it seems that individuals do differ to some extent in their perceptions of 

organizational characteristics and the commitment of management, independently of 

organizational membership. This appeared to be particularly true regarding education, 

team membership, job insecurity and orientations to work. There appeared to be more 

job insecurity in BT with respondents being more likely to think that they would leave 

because of redundancy. Whilst in Payphones, this was particularly true, in Marketing 

there also seemed to be a widespread fear of being relocated. Those who felt insecure 

appeared to be more likely to perceive organizational characteristics in a negative way. 

Regarding orientations to work, Benefits Agency respondents reported that they were 
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more likely not to bother to work if they did not have to fmancially than those in BT, 

implying that they have a more instrumental approach to work, yet this was more true 

for male Benefits Agency respondents than female employees. Those who would 

continue to work are, as expected from the literature, more likely to perceive their 

organization in a positive light. Respondents in BT were more likely to take part in 

team briefings, multi-skilling and Personal Action Plans than those in The Benefits 

Agency who were more likely to take part in peer group meetings and Performance 

Related Pay. It is likely that participation in these different activities reflects the 

different types of work which are undertaken in these two organizations. Interestingly, 

despite the fact that the literature suggested that TU membership may affect the causal 

attributions which individuals make, there was found to be no significant differences 

between TU members and non-members in how organizational or empowerment 

characteristics were perceived. 

Overall, respondents had relatively similar personality characteristics which did not 

differ between the organizations. The two exceptions to this were the fact that 

respondents in The Benefits Agency were less likely to desire autonomy and 

independence than their BT counterparts and were more likely to have a team 

orientation. The weaker team orientation in BT was reflected in one of the comments 

made by a BT employee on her questionnaire: 

"BT tend not to act on better life principles. The organization tends to be too large to 
work as a team. Often we do not speak to each other enough" Female, 57 

However, in both cases, these factors scored low reliabilities and therefore no strong 

conclusions on the basis of them should be drawn. What appears most interesting 

regarding the personality attributes of individuals was the fact that those who have a 

stronger team orientation are more likely to be positive about their organization than 

those who are individualistic or have a high need for autonomy. This suggests that 

either empowerment is introduced in a team based atmosphere and therefore is more 

suited to team orientated individuals or that those with more individualistic attitudes 

have higher expectations of their organization which are not being met. Evidence from 

the qualitative literature suggests that both theories are valid and may exist alongside 

each other. Finally, those individuals with an internal locus of control appear to be 
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more positive about empowerment suggesting that those who feel more in control of 

their environment and believe that hard work will be rewarded are more likely to feel 

positive about work and empowerment, as proposed in the literature. 

This review of the questionnaire results will now address the perceived characteristics 

of empowerment in BT and The Benefits Agency. Direct relationships of the above 

variables on these characteristics will be explored in Section Two. 

CHARACTEruSTICSOFE~OWERMENT 

Defmitions of Empowerment 

Respondents were asked to give three words which described their understanding of 

empowerment. Table 17 shows the five most popular terms which respondents gave in 

each organization. Conjunctions such as "of' and "with" are not included. 

TABLE 17: Frequency of Five Most Popular Words Given in Definition 

TbeBenefits Agency ....... { ." .••..••....•. « .. ?; BT ...................... 
···2: ... ···.n~200 ..•.... ;.. .. . .n=8T;....· .,...... 

Responsible! 28% Responsible! 20.7% 
RespOnsibility RespOnsibility 

Decision 18% Authority! 19.5% 
Authorize 

Authority! 15.5% Decision 11.5% 
Authorize 
Control 9.5% Delegate! 10.3% 

Delegation 
Power 8.5% Freedom 8.04% 

Permit 8.04% 

Table 17 shows that respondents from the two organizations defme empowerment in 

very similar ways, using terms such as "Responsibility", "Decision" and "Authorize". 

Hence, it seems that despite the different ways in which the empowerment initiative 

has been introduced in the two organizations, defmitions of empowerment remain 

relatively stable across both organizations. However, whilst 8.5% of Benefits Agency 

respondents defmed empowerment in terms of "power", the same term was not 

amongst the most popular words in BT, who instead concentrated their defmitions on 

issues such as enablement and freedom. 
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Two respondents defmed empowerment in a contrary way to both the dictionary 

defmition and all other respondents, for example one of them defmed empowerment 

as, "Being made to foel inferior, intentionally or unintentionally, small, unimportant". 

Whilst this may be perceived as sarcasm, all other responses seemed to suggest that 

this respondent defmed empowerment differently. It was felt that these two 

questionnaires may contaminate the results and so they were excluded. Whilst it is 

accepted that this is necessarily a subjective decision and that excluding outlying data 

denies the fact that some of the population will define empowerment "wrongly", it 

was felt that the very small proportion of the sample that this accounted for, would not 

affect the validity of the results. 

Feelings Of Empowerment 

This section will consist of three parts: commitment to empowerment, empowering 

activities and important factors of empowerment. The frrst part looks at the 

commitment of respondents to empowerment and their perceptions of management 

commitment. In Table 18, below, the mean and standard deviation of the items for 

each organization are shown as are the results of t-tests which were conducted to see 

whether the organizations differed significantly on these items. Where further 

differences were found between the two operating units of each organization these 

will be noted in the text which follows. 

TABLE 18 : Feelings Of Empowerment By Organization 

I:\i 
COMMITMENT TO TIlE BENEFITS ·······I;::.:,;:~J;i;·i(. . ,('.l-f0~P)ii( EMPOWERMENT. AGENCY;' 

! ":'''''''''!''!';.,.:> '.:. ,;. .. ,.,. I",,,ni . Mean /sd I:·.n': Mean I, sd t '.df I"p', 
"GoodThin ,,, .... ' r',:····· . 225 2.48 0.88 96 221 0.79 2.66 319 0.008 
'.;.for iI better Ii 103 3.05 0.99 
Immediate Boss Conmtitinent' 233 3.47 0.78 104 3.44 0.81 0.32 335 0.75 

Boss's Boss Conmtitment 233 3.54 0.91 104 3.34 0.90 1.87 335 0.062 
.' :;",> .. :.' 

~gDirector <::0mmitmen,~ 229 3.43 0.88 104 3.41 0.89 0.14 331 0.890 

.Ma",h~d~~!i0ns " 231 3.08 0.91 103 3.19 0.83 -\.06 332 0.288 

Feel Empowered ,. 233 3.13 0.95 104 3.12 0.95 0.12 335 0.905 

Not interested in Empowerment 233 2.58 0.99 103 2.68 0.97 -0.86 334 0.390 
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It can be seen from Table 18, above, that in general, respondents were likely to give 

relatively similar answers to the questions regarding empowerment. Only 

approximately 19% (18% in The Benefits Agency and 19.4% in BT) of respondents in 

both organizations are not interested in being empowered, with about 40% of 

respondents in each case feeling that they are empowered. Although this was slightly 

higher for BT (42.3% agreed or strongly agreed) than for The Benefits Agency 

(40.8% agreed or strongly agreed), those who feel empowered are still in the minority 

in both organizations. Over half ofBT respondents who expressed an opinion feel that 

< .. for a better life' is about empowerment (54.9%). The only significant difference 

between the two organizations as regards feelings about empowerment is whether or 

not respondents see empowerment as a good thing. This was coded as I-strongly 

agree to 6- strongly disagree so a lower mean indicates a more positive response. 

Respondents from BT are more likely than those in The Benefits Agency to regard 

empowerment as a good thing. Whereas 55.6% of Benefits Agency respondents 

"agreed" or "strongly agreed" that empowerment was a • good thing', the respective 

percentage for BT respondents was 76.1 %. Similarly in BT, a significant difference 

emerged between those in Marketing and Payphones regarding the belief that 

empowerment was a "good thing", with respondents in Marketing significantly more 

likely than those in Payphones to consider empowerment to be a "good thing" (t = -

2.89, df==94, p < 0.005). 

Interestingly, in The Benefits Agency, respondents did not differ between regions on 

their attitudes to empowerment but those in North Leicestershire are significantly 

more likely than their Preston colleagues to believe that their boss's boss (t = 2.07, df 

= 231, P < 0.05) and their Managing Director (t = 3.30, df = 227, P < 0.001) are 

committed to empowerment. This suggests, therefore, that Preston employees are 

more cynical about the commitment of senior management to the empowerment 

initiative. Moreover, despite both Directorates having similar views about the 

commitment of their immediate boss and their boss's boss, Marketing respondents are 

significantly more likely to believe that the Managing Director is committed to 

empowerment (t = 2.13, df = 102, P < 0.05). It is worth noting here that 47.5% of 

Payphones respondents "neither agreed nor disagreed" with the statement about the 
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commitment of their Managing Director, indicating that they may simply not know the 

answer. 

The second part of this section looks at the empowering capabilities of participative 

techniques in the abstract and in practice. The differences between organizations in 

terms of participation in these various activities is discussed earlier in this chapter. 

Tables 19 and 20, below, show the mean given by respondents on a scale of I -

strongly disagree to 5 - strongly agree as to whether they found, or if they had not 

taken part in them, whether they believed they would fmd, these activities contributed 

to their empowerment. In this sense, they consider individuals' perceptions of the 

empowering capabilities of these various activities in the abstract (by those who do 

not take part) and in reality (by those who take part). T-tests were performed for each 

organization to see if the belief that respondents found these activities empowering 

differed with regard to whether or not they had participated in them. Significant 

differences are discussed in the text which follows. 

TABLE 19 : Empowering Capabilities ofParticipative Techniques in the Abstract and 
in Realitv - The Benefits Agency 

i> PARTICIPATIVE TECHNIQUES '<."'(c .. " TOOK PART '.,., .......... ,.... DID NOT TAKE PART,· 
., .... , .'."':,,:.:. '.··'.i"'·: "'CC n.· ·.M .. ······.sd·". in ... ·······'···M···.··, )·sd ..•.....•. 

:± Rel(ll\ar Team Briefings, •. ', •. 214 3.80 0.71 19 3.79 0.42 
"':. Quality Improvement Teams». 116 3.63 0.79 113 3.27 0.87 

i.c S· . SuP.gestion Schemes .• >".':" 123 3.52 0.83 SI 3.43 0.90 
Personal Action! Development Plan 119 3.65 0.79 111 3.26 0.94 

I'·' .. ' .> Peer Group Meetings.',·:", 117 3.63 0.75 115 3.37 0.81 
I ' '.c· TrainiIlli & Development· "." 199 3.78 0.82 31 3.65 0.75 

.i'· •.• ·.".,·····.:· .... Mu1ti·~skilling·i·'i',·.·.<·.:~ 47 3.83 0.82 175 3.38 0.86 

i{;:(·n.,· .• ,.·· ..•.. ······ .. ·'····/i ·",>cil
aY

/:/. 
147 2.94 1.18 81 3.19 1.13 

TABLE 20: Empowering Capabilities ofParticipative Techniques in the Abstract and 
in Realitv - BT 

I> .PARTlCIPATIVE TECHNIQUES TOOK PART .•. ,: ...... DID NOT TAKE PART ..• .... 
I, •• > ..•... ,> ... , .... : "",.:'. , ·i n:'.' '.,i·M'··": ... sd'·.:, ". n: ·.M··.··,·· .' :"sd' 

Regular Team Briefings>.>! 101 3.55 0.90 2 4.50 0.71 
',·1 Improvement Teams: 62 3.44 0.92 42 3.33 0.90 
:." Suggestion Schemes 51 3.43 0.90 50 3.38 0.95 
Personal Action! Development Plan 80 3.78 0.80 23 3.30 1.11 
: .• ·.··c Peer Group Meetings"'."'> '.' 36 3.31 0.79 65 3.15 0.83 .. .& Development:;··· 88 3.69 0.81 15 3.80 1.01 
.,.'1'::,:,,,, Mu1ti~skillin i,".! 49 3.59 0.86 53 3.49 0.87 

Performance Related Pay. '.' 5 3.60 0.55 96 2.93 1.14 
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Regular Team Briefings 

In The Benefits Agency, 91.9% of respondents take part in regular team briefmgs, 

whilst 78.6% find team briefmgs empowering (those who "agreed" or "strongly 

agreed''). There was no difference between those who had taken part in these briefmgs 

and those who had not in terms of whether or not they were considered 

"empowering". In BT a similar relationship was found with 98.1% taking part and 

66.1 % fmding them empowering, but no significant difference existing between those 

who had or had not taken part. This unsignificant result is not surprising, however, 

due to the fact that only 2 employees did not take part in these team briefings. As 

regards the difference between the two organizations, however, there was a significant 

difference, with Benefits Agency respondents being more likely to consider regular 

team briefmgs empowering than BT respondents (t = 2.51, df= 334, P < 0.05). 

Quality Improvement Teams 

In The Benefits Agency, 50.2% of respondents take part in Quality Improvement 

Teams with 55.7% rmding them empowering. Those who have taken part in such 

teams (Mean = 3.63) were significantly more likely than those who have not (Mean = 

3.27) to fmd such teams empowering in The Benefits Agency (t'" 3.24, df = 227, P < 

0.005). In BT, 59.8% of respondents have taken part in quality improvement teams 

and 54.8% reported that they fmd these teams empowering, this did not differ in 

regard to whether or not respondents had taken part. Moreover, there were no 

differences between The Benefits Agency and BT as to how "empowering" these 

teams are perceived to be. However, the fact that in BT more people take part in 

Quality Improvement Teams than fmd them empowering whilst the reverse is the case 

in The Benefits Agency may be explained by the arguably disparate nature and 

meaning ofteamworking for manual and clerical staff. 

Suggestion Schemes 

In The Benefits Agency, 53.2% of respondents take part in suggestion schemes and 

57.3% fmd them empowering. There is no significant difference regarding perceived 

empowerabiJity on the basis of participation in these schemes. In BT 50.9% of 

respondents take part in these activities and 54.9% feel that they contributed to their 
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empowerment. This again did not differ according to participation, nor did perceptions 

of empowerability differ between the two organizations. 

Personal Action I Development Plan 

In The Benefits Agency, SI.1% of respondents have a Personal Action Plan with 

S8.7% considering that they contribute to their empowerment. Those who have a 

Personal Action Plan (Mean = 3.65) are significantly more likely than those who do 

not (Mean = 3.26) to believe that they contribute to their empowerment in this 

organization. In BT, 76.6% of respondents have a Personal Action Plan but only 69% 

fmd these empowering, as in the Benefits Agency those who have an Action Plan 

(Mean = 3.78) are significantly more likely to fmd them empowering than those who 

have not had one (Mean = 3.30) (t = 2.28, df = 101, p < O.OS). There was not a 

significance difference between the organizations as to whether these plans were 

considered empowering, although there was a difference between the Benefits Agency 

regions with those in North Leicestershire (Mean = 3.62) significantly more likely 

than their Preston colleagues (Mean = 3.36) to consider such plans empowering (t = 
2.18, df:: 230, p < O.OS). 

Peer Group Meetings 

In The Benefits Agency, SO.2% of respondents take part in peer group meetings whilst 

S6.2% consider them to contribute to their empowerment. Respondents who have 

taken part in these meetings (Mean = 3.63) were significantly more likely than those 

who have not (Mean = 3.37) to believe that they contribute to their empowerment (t = 
2.61, df= 230, P < 0.01). In BT, 3S.5% of respondents take part in these meetings and 

3S.9% believe that they contribute to their empowerment, but this was not 

significantly different between those who take part and those who do not. Overall, 

Benefits Agency respondents were significantly more likely to believe that peer group 

meetings contribute to their empowerment (t = 3.17, df = 334, P < O.OOS). Moreover 

within BT, respondents in Marketing (Mean = 3.41) are more likely than those in 

Paypbones (Mean = 3.0S) to consider Peer Group Meetings empowering (t = 2.27, df 

= 101, P < O.OS). 
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Training and Development 

In The Benefits Agency, 86.3% take part in training and development whilst 72.7% 

feel that this contributes to their empowennent, although this does not differ in regard 

to participation. In BT, 85.8% of respondents take part in training whilst 73.7% fmd it 

empowering. Again, this did not differ significantly according to whether respondents 

were reporting in the abstract or not. The two organizations did not differ significantly 

in their belief that training contributes to their empowennent. 

Multi - Skilling 

In The Benefits Agency, 20.3% of respondents take part in multi-skilling and 51.3% 

stated that they believe multi-skilling contributes to their empowennent. Those who 

have taken part in multi-skilling (Mean = 3.83) are significantly more likely to 

consider it empowering than those who were answering this question in the abstract 

(Mean = 3.38) (t = 3.23, df=220, p < 0.005). In BT, 46.7% of respondents take part 

in multi-skilling and 57.8% fmd it empowering. This does not differ according to 

whether or not the respondents had taken part or between organizations but it does 

differ between BT Directorate. Marketing respondents (Mean = 3.74) are significantly 

more likely to consider multi-skilling as contributing to their empowennent than their 

Payphone colleagues (Mean = 3.39) (t = 2.08, df= 100, p < 0.05). This difference may 

indicate that Payphone and Marketing staff have different interpretations of multi

skilling. Indeed, it is unlikely that multi-skilling in an administrative function such as 

Marketing would resemble multi-skilling in a semi-skilled engineering directorate. 

Performance Related Pay 

In The Benefits Agency, 65.2% of respondents receive Perfonnance Related Pay, 

whilst 40% find it empowering. There was no significant difference between those 

who did receive this fonn of remuneration and those who did not in their perceptions 

of whether it contributes to their empowennent. In BT, only 4.7% of respondents 

receive Perfonnance Related Pay with 29.7% considering it to be empowering. Whilst 

there were no significant differences in relation to participation or organization, 

Tables 19 and 20 do suggest that there is a pattern regarding Perfonnance Related Pay 

in the two organizations. In The Benefits Agency it seems that those who receive PRP 
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fmd it less empowering than those who do not, whilst the reverse is true in BT where 

those who do not receive this form of remuneration are less likely to perceive it as 

empowering. Hence, this suggests that, in The Benefits Agency, respondents consider 

the reality of PRP to work against empowerment yet the opposite appears to be true in 

BT. 

Ranking Of Factors 

Respondents were asked to allocate rankings to a given list of 5 factors plus an "other" 

category, ranking the factors from I-most important to 6-least important in terms of 

their perceived influence on empowerment. In the "other" category they were asked to 

specify, if relevant, what other factors they considered important. The results of these 

rankings for the two organizations are shown in Table 21 and Table 22, below. Due to 

the fact that some people gave factors the same ranking, the columns do not always 

add up to 100%. 

From Tables 21 and 22, it can be seen that respondents from both organizations were 

most likely to rank their own personality as most salient to whether or not they could 

be empowered. However, whereas in The Benefits Agency, senior management 

attitudes were ranked as second most important, in BT, it was line managers. This 

suggests that line managers are considered more salient in BT than in The Benefits 

Agency, indeed, 93% ofBT respondents ranked "line management attitudes" as one of 

the three most important factors compared to 87.5% of Benefits Agency respondents. 

Those who ranked "other" as the most important factor (n = 6) specified the following 

factors: "level of red tape" (BA, Preston); ''trade union recognition" (BA, Preston); 

''treasury driven cutbacks" (BA, Preston); "teamwork" (BT, Marketing); "freedom" 

(BT. Payphones). One respondent who ranked "other" as most important did not 

specify what he felt this was. 
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TABLE 21 : Ranking of Factors By Organization: The Benefits Agency 

THE BENEFITS AGENCY 
Ranking of Factors from 1 -most ImDOrtant to 6 -least Important 

% % % % % % 
1 2 3 4 5 6 

Own 37.3 20.3 20.3 12.4 7.4 2.3 
Personality 

Senior 33.2 10.1 20.3 19.8 15.2 1.4 
Management 

Attitudes 
Une 22.7 38.4 26.4 8.8 2.3 1.4 

Management 
Attitudes 

Own 19.1 19.5 25.1 19.1 14.9 2.3 
Work . 

' ... for a better 4.7 9.0 16.6 23.2 42.7 3.8 
life' IStrand 2 

training 

TABLE 22: Ranking of Factors By Organization: BT 

BT 
Ranking of Factors from 1 -most Important to 6 -least Important 

% % % % % % 
1 2 3 4 5 6 

Own 41 14 24 16 3 2 
Personality 

Line 34 39 20 2 3 2 
Management 

Attitudes 
Senior 31 16 14 23 11 5 

Management 
Attitudes 

Own 21 25 31 17 3 3 
Work 

' ... for a better 5.1 8.1 9.1 11.1 43.4 23.2 
life' IStrand 2 

training 

Conclusion Of Characteristics OfEmpowennent 

Overall, respondents from the two organizations displayed similar attitudes to 

empowennent with similar proportions in each case being disinterested in 

empowennent and believing that they are empowered_ However, Benefits Agency 

respondents are less likely than their BT counterparts to believe that empowennent is 

a "good thing", and those in Payphones are less likely than those in Marketing to 

believe this to be the case. Perceived commitment to empowennent by management 
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did not differ between the two organizations but there were differences found within 

the operating units themselves, suggesting that management commitment varies 

between localities. As regards the various participative activities which respondents 

undertake, generally those who have taken part in such activities are more likely to 

fInd them empowering than those who have not. This suggests that generally, 

employee involvement-type techniques were having a positive effect on 

empowerment, with Team Briefmgs and Training and Development being perceived 

as the most empowering activities in The BenefIts Agency and Training and 

Development and Personal Action Plans being considered most empowering in BT. In 

both organizations, Performance Related Pay was considered the least empowering 

involvement technique. However, perceptions of empowerability differed between the 

organizations with those in The BenefIts Agency more likely to fmd activities such as 

Peer Group Meetings and Team Briefmgs more empowering than those in BT. This 

might further reflect BenefIts Agency employees' greater team orientation. The 

implications of these fmdings and their linkage to the qualitative data will be 

discussed further in Chapter Nine. 

Overall, then, the fIrst half of this results section has mirrored the qualitative data in 

describing two very different organizations with different gender compositions, 

attitudes to work, and levels of job security. Yet, despite this those aspects of 

individuals' personalities which were assessed did not appear to differ much between 

the two organizations and, except for issues of freedom and bureaucracy, the 

characteristics of the organization were also remarkably similar. This might suggest, 

then, that the few differences between attitudes to empowerment are determined by 

the similarity between some of their factors. However, this would negate the possible 

effects of the very different orientations to work which these employees are seen to 

have. Additionally, the various predictors of empowerment for the two organizations 

may differ substantially. It is to a consideration of these factors that this Chapter now 

turns. 
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SECTION TWO: Predicting Feelings of Empowerment 

INTRODUCTION 

The first part of this section will consider the direct effects of the different 

independent variables on empowerment. This will be done through the use of the 

Means test for categorical variables and Pearson Product Moment Correlations for 

interval data. However the literature, which was discussed earlier in this thesis, 

suggested that an individual's orientations to work may have an effect on the 

relationship between organizational reality and feelings of empowerment. That is, 

some individuals may place more importance than others on certain characteristics of 

the organization to determine whether or not they feel empowered. Hence, in this 

section, correlations were conducted according to various biographical characteristics 

and were tested for significant differences. Relatively few statistical differences were 

found but those differences which were found are discussed below. In essence, these 

tests sought to test for the effects of independent variables on the relationship' 

between organizational characteristics and the dependent variables. Because these 

issues are concerned with aspects of the individual, the statistics were conducted on 

the whole sample. However, by considering the differences between the sub-samples 

which were presented in the previous section, the possible effects of relationships for 

the two organizations can be ascertained. 

Finally, regression analyses were conducted for the whole sample and by organization 

in order to identifY the major predictors of the dependent variables: "I consider myself 

to be empowered"; "1 am not really interested in being empowered"; and whether or 

not the respondents consider empowerment to be a 'good thing'. 

IDENTIFYING INDEPENDENT VARIABLES FOR ANALYSIS 

Prior to the regression analyses a series of Means tests, 'pilot regressions', and 

correlations were computed in an attempt to reduce the number of independent 

variables which needed to be included in the analysis by excluding those items which 

appeared to have little effect on the dependent variables. The identification of those 

variables which do have an effect, however, is interesting in itself as it suggests 
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which, of the many variables included in the questionnaire, are most directly related 

to feelings of empowerment. Pearson Product Moment Correlations and Means tests 

were conducted with cases excluded pairwise (as too many cases were lost if the 

regressions were conducted listwise) and, from this, the following independent 

variables (with the abbreviations to be used in this section in brackets) were included: 

Biographical Characteristics 

The SPSS Means procedure allows analysis of data when the dependent variables are 

interval and the independent variables are categoricaL The dependent variable is 

broken down in terms of the independent variable and the mean and standard 

deviation for each subgroup of the independent variable are calculated. This allows 

the impact of the independent variables on the dependent variables to be examined. 

Results from these tests run for all the categorical variables in Section One of the 

questionnaire and from the Pearson Product Moment Correlations conducted on the 

interval variables such as age, found that the following variables were found to be 

related to the dependent variables. 

It was proposed in the literature which was reviewed in Chapter Four suggested that 

more educated people will tend to be more positive about initiatives such as 

empowerment as they place more importance on how interesting and challenging 

their work is. Indeed, in this study, educational qualifications appear to be important 

to feelings of empowerment with the dependent variables varying by the possession of 

GCSEsJ a-levels, the attainment of a Degree, and a Higher Degree. But, whilst the 

possession of GCSEs or O-levels appears to predict that a person is more likely to feel 

empowered (F = 4.05, df = 1,335, P < 0.05), the possession of a degree is likely to 

have the opposite effect (F = 4.60, df= 1,335, P < 0.05). A similar finding emerged in 

the previous section in relation to the fact that those who had a degree were less likely 

to evaluate their organization positively. This suggests that, despite higher levels of 

education correlating with the belief that empowerment is a "good thing" (as 

demonstrated by the fact that those with a higher degree were more likely to think that 

empowerment was a "good thing" F = 6.80, df = 1,319, p < 0.01), this does not 

necessarily translate into feelings of empowerment. Perhaps, those. who are more 
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educated expect more from empowerment than their organizations are presently 

offering. 

Additionally membership of a trade union appears to be related to feelings of 

empowerment. Again, this was expected in Chapter Four which suggested that those 

who are members of specific groups will shape their attributions accordingly. The 

Means procedure found that the belief that empowerment is a "good thing" varies 

with Trade Union membership with members being less likely to think empowerment 

is a good thing (F = 4.60, df= 1,318, P < 0.05), and also that interest in empowerment 

varies with Union membership with members of a trade union being more likely to be 

disinterested in empowerment (F = 6.78, df= 1,333, P < 0.01). This seems to confirm 

this relationship as the documentation provided in Chapter Six suggested that the 

unions are sceptical about the reality of empowerment programmes. The final 

relationship between the dependent variables and the biographical data suggests that 

those who have previously been exposed to similar initiatives appear more likely to 

consider themselves to be empowered (F = 3.89, df = 1,328, P < 0.05). Interestingly, 

however, those biographical statistics which are not related to work or education (eg 

dependents, earner, age) do not appear to hold any direct relationship to the 

dePendent variables. 

Personality Characteristics 

From Table 23, below, it can be seen that all of the personality variables correlate 

with at least one of the dependent variables, with the exception of the derived factor 

of Autonomy !Independence. The derived factors of Challenge and Hard Work; the 

n(Achievement) scale; and the importance of freedom are negatively correlated with 

the dependent variable - "I am not really interested in being empowered" and 

positively correlated with the other two. The reverse is true for Avoidance of 

Responsibility. Hence, it seems that those who enjoy challenge, do not avoid 

responsibility and have a high need for achievement were more likely to feel 

empowered, less likely to be disinterested and more likely to think empowerment is a 

'good thing', as might have been expected. Locus of Control and Individualism both 

correlate positively with the dependent variable, "I am not really interested in being 
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empowered" and negatively with the other two dependent variables. This reflects 

their relationship with organizational characteristics which was discussed in the 

previous section. The reverse is true for Team Orientation, indicating that 

empowerment will be perceived most positively by those with a collectivist attitude, 

an internal locus of control and a strong team orientation. Need for Autonomy has a 

positive correlation with the variable "I am really not interested in being empowered", 

again this reflects such respondents' negative evaluations of the organization. 

TABLE 23: The Relationship Between Particular Personality Characteristics and The 
Dependent Variables 

INDEPENDENT 
VARIABLES 

Desire for Challenge 
and Hard Work 
Avoidance of 
Responsibility 

Team Orientation 
.---!;ocus of Control 

Individualism 
~Achievement) 
n(Autonomv) 

Importance of Freedom 

.(i.CoIlsi~Iel'~~WI()b~··> ."' •.. l'ip. t.t~I!l1.}'~te. re. s. \~4.in .•• ··.· i.··.>E!hpo"'erij!~fis(;\ 
·;·empoweted··· .. ·belrigempc;wered i ... ···'.'g()Odthiri~"·· .. 

0.038 -0.221" 0.219" 

-0.153" 0.297" -0.139' 

0.046 -0.169'- 0.090 --
-0.300" 0.232-- -0.256--
-0.185'- 0.221" -0.109 
0.117- -0.243-- 0.238'-
0.000 0.124' -0.032 
0.086 -0.181" 0.257--

KEY 
• significant at 0.05; ,. significant at 0.01 

Characteristics of Organization and Management 

Except for immediate supervisor's gender, which was evaluated using the Means 

procedure, all the organizational characteristics correlated with at least one of the 

dependent variables. As one would have expected in the literature, it appears that 

perceptions of the organization as providing freedom and autonomy; customer and 

staff care; vision and direction; power, security and morale; and 'positive' 

management behaviour correlate positively with the feeling that one is empowered, 

negatively with disinterest in empowerment and positively with 'good thing'. The 

reverse is true for Powerlessness and bureaucracy. Hence, Table 24 shows that 

organizations with these characteristics are more likely to contain employees who feel 

positively about empowerment. 
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TABLE 24: The Relationship Between Particular Organizational Characteristics and 
The Dependent Variables . 

INDEPENDENT 
VARIABLES 

Freedom and Autonomy 
Customer and Staff Care 

Power, Security and 
Morale 

Bureaucracy 
Vision and Direction 

I--,::-'-:Po~werlessness 
'Positive' Manager's 

.• ·· •• ·C~n~ide....~elfWbe···· ••. ·· .• l'-I9i!~~Jly·inte-~~t~d/... i/Ilmp0'YeI1li.en~ .. isai ····>:··:·empbwered y:·· /i.\!nbelrig enipowered).·.<i:.:i"good·tliliig~:::::· ..• 
0.404" -0.163" 0.181 *' 
0.318*' 
0.368*' 

-0.247" 
0.336" 
-0.366" 
0.375" 

-0.121" 
-0.069 

0.102 
-0.154" 

0.073 
-0.107' 

0.233" 
0.145*' 

-0.106 
0.238*' 
-0.133' 
0.179" 

Behaviour 
r-------~==c~=~--~---------~KE~Y~-------------~----------__1 

* significant at 0.05; " significant at om 

TABLE 25: Correlations ofthe Dependent Variables with other Independent and 
Dependent Variables 

INDEPENDENT 
VARIABLES 

;c.: ....... : ... o .......•.... Pesmifffo •..•.. wse .. elrfe1d·~ ...•..•...... b ..... :.e .•• :.y .: .• · ••• l'-I?lrraIl~\ll\ere~t~di~i/.:EI11I'()i:e1'l1l~llt i$ .• ~( 
"1" .... ·.·.i.beit\g· empoweri:di/i :····· .... ,,/lood· tIiirig'.:::··.··:· 

Consider self to be 
empowered 

Not really interested in 
being empowered 
Empowerment is a 

"good thing" 
Commitment of 
Immediate Boss 

Commitment of Boss's 
boss 

Commitment of 
Managing Director 

-0.181" 

0.257'-

0.444'-

0.329" 

0.275'-

-0.181" 0.257" 

-0.322*' 

-0.322-' 

-0.096 0.ll5* 

-0.060 -0.008 

-0.071 -0.012 

0.444" -0.10 
KEY 

~M==a~~~hed~U~n~d=er~s=tan~d=i~ng4L _____ ~~~ __ ~~~ _____ .~~ _____ ~ _______ O~.~IO~ _____ __ 

, significant at 0.05; " significant at 0.01 

Feelings Of Empowerment 

The initial analysis also considered the extent to which manager's commitment to 

empowerment and matched interpretations correlated with empowerment and how 

the dependent variables correlated with each other. Table 25 shows that the three 

dependent variables all significantly correlate with each other in the directions that 

one would expect. It also shows that the commitment of management and matched 

interpretations positively correlate with the belief that one is empowered but show no 

significant correlations with the variable "disinterest in empowerment" and only one 

variable shows a positive significant correlation with 'good thing' - the commitment 
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of line management. This latter correlation implies that if workers perceive their 

immediate managers as being committed to empowerment, they are more likely to 

think empowerment is a 'good thing'. Yet, overall it seems that whilst managers' 

commitment to empowerment seems to influence whether employees consider 

themselves empowered, it does not affect their evaluations of the programme. 

For those in BT, correlations of the dependent variables with "I believe • .. .Jor a better 

life' is about empowerment" (FABL) were conducted, and are shown in Table 26. The 

sample size for these correlations is 103. Table 26 shows that the • .. .Jor a better life' 

variable correlates positively with the feeling that one is empowered and negatively 

with interest in empowerment. 

TABLE 26: Correlations of 'better life' variable with the dependent variables 

INDEPENDENT 
VARIABLE 

I believe • .. .jor a better 
lift 'is about 

emnowennent 

····•• .• S~~~i~~r#e1ftq~e:\ .... t;{?tt~lyi~t~r~~!~.i~ ·.·./ .•. Emp()\Vel'ltient .. is··.a.i}· •. ....... ··emoowered.·· •.. •..• ..b~ingemoowereai ···/:.·'}·good thiiiiiri'· 
0.431" -0.216' 0.072 

. 

, sionificant at 0.05; ,. si~nificant at om 

Participative Techniques 

The Means procedure was performed to determine whether taking part in any of the 

participative techniques correlated with the dependent variables. As discussed in the 

previous section, it was proposed that often other involvement techniques which are 

not necessarily part of an organization's empowerment programme, may lead to 

feelings of empowerment amongst employees. With the exception of Performance 

Related Pay and Team Briefings, all of the participative techniques included in the 

questionnaire were found to be related to at least one of the dependent variables. The 

belief that one was empowered was seen to increase by participation in Quality 

Improvement Teams (F = 9.36, df= 1,334, p < 0.005); MuIti-skiIIing (F = 4.87, df= 

1,331, P < 0.05); Personal Action Plans (F ratio = 5.74, df = 1,332, P < 0.05); Peer 

Group Meetings (F = 7.03, df= 1,332, P < 0.01); and Suggestion Schemes (F = 6.00, 

df= 1,332, P < 0.05). Moreover participation in Training and Development (F = 4.18, 

df= 1,332, p < 0.05) and Peer Group Meetings were revealed to reduce disinterest in 
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empowerment (F = 13.10, df= 1,331, p < 0.005). Finally the belief that empowerment 

is a "good thing" was seen to vary with the development of a Personal Action Plan (F 

= 7.93, df= 1,317, P < 0.005). Those who had such plans were found to be more 

likely to consider empowerment to be a "good thing". One might consider here the 

possible causal order of these correlations. It is suggested that, because such activities 

are, in general, imposed on the staff, it is unlikely that the correlation represents a 

relationship such that that those who feel empowered are more likely to take part in 

these activities. Instead, it seems more likely that there is something about these 

activities which make people feel more positively towards empowerment or, indeed, 

make them feel empowered. 

However, although correlations were found between the dependent variables and the 

extent to which these techniques were perceived as contributing to their 

empowerment, these variables, and the ranking variables were excluded from the 

multiple regressions. This is because such variables are, in effect, respondent's 

guesses of the output of the regression models and, as such, they would interfere with 

the results. Overall, then, 26 independent variables were included in the multiple 

regressions (27 in BT with the inclusion of FABL). However, due to the Iow 

reIiabilities obtained for two of the factors from the "Propensity to be empowered 

scale": Avoidance of Responsibility and Team Orientation; and for the factor 

Bureaucracy from the "Organizational Culture and Climate scale" these variables 

were not included in the regressions. Nor was the scale Powerlessness included due to 

its high correlation with the factor Power, Security and Morale and the danger of 

multicoIIinearity. Hence those independent variables which were included were: 

GCSEsI O-Ievels; Degree; Higher Degree; Trade Union membership, Previous 

Exposure to Empowerment; Desire for Challenge and Hard Work, Individualism; 

Locus of Control; n(Achievement); n (Autonomy), Importance of Freedom; Freedom 

and Autonomy; Customer and Staff Care; Power, Security and Morale; Vision and 

Direction, 'Positive' Management Behaviour; Commitment of Immediate Boss, 

Commitment of Boss's Boss; Commitment of Managing Director; Matched 

Understanding of Empowerment; and participation in Quality Improvement Teams, 
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Multi-SkiJIing, Personal Action Plans, Peer Group Meetings, Suggestion Schemes and 

Training and Development. 

THE EFFECT OF THE INDIVIDUAL 

The literature presented in Chapter Four suggested that biographical characteristics 

will affect the way in which individuals perceive their organization and this 

relationship was tested for in Part One of this Chapter. However, the literature also 

proposed that the importance which employees place on various aspects of their job 

(e.g. freedom and autonomy, security) will differ according to their orientation to 

work. The following section considers whether the correlation between perceived 

organizational reality and attitudes to empowerment differs according to 

characteristics such as gender, job insecurity, and trade union membership. For 

instance one might suggest on the basis of the literature that those respondents who 

are sole earners and, hence,the "breadwinners" in their family are unlikely to feel 

empowered unless they perceive that their organization offers them a level of job 

security. Correlations between two independent samples were tested for significant 

differences using the z-test (Ferguson, 1981). Where sample sizes for some variables 

were considered too small for reliable analysis, these were excluded. Moreover, due 

to . some missing answers, sample sizes varied for each of the organizational 

characteristic variables, however these only tended to vary marginally. 

Firstly, it can be seen from Table 27 that men are significantly more likely to 

associate a lack of Customer and Staff Care (z = -2.73, P < 0.01) and Power, Security 

and Morale (z = -3.28, P < 0.01) with disinterest in empowerment than women. The 

fact that, as discussed in Section One, men are more likely than women to perceive 

their organization as not offering Customer and Staff Care suggests that organizations 

must attempt to alter this perception in men by encouraging them to train and learn 

and by clearly communicating the organizational values to them as well as 

encouraging teamwork amongst male staff if disinterest in empowerment is to be 

prevented. Indeed, it may be proposed that the fact that men tend to be the main 

breadwinners in their families and are more likely to have dependents at home, 
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creates in them a more instrumental attitude to work where empowerment is of little 

interest to them unless it offers security and staff care. 

However, as can be seen below, there was no similar relationship found for sole or 

main earners and respondents with dependents were significantly more likely to 

associate bureaucracy (z = 3.33, P < 0.01) and a lack offreedom and autonomy (z =-
2.27, P < 0.05) with disinterest in empowerment than those without dependents. This 

suggests that respondents who have dependents at home are, contrary to the literature 

discussed in Chapter Four, likely to have a less instrumental orientation to work, 

placing more importance on issues of freedom and the opportunity to get one's work 

done without restriction than on job security or staff care. Indeed, this seems to 

contradict the assertion above that men are more likely to be instrumental in their 

attitudes because of their "breadwinning" role and suggests that the difference 

between men and women may be due to other circumstances or may merely be due to 

intrinsic differences between men and women in their perceptions of empowerment 

and orientations to work. Moreover, the fact that Trade Union membership, which 

was found in the previous section to be considerably higher for men than women, did 

not reveal significant differences between these associations suggests that this factor 

too must be discounted as contributing to this relationship. 

Tables 30 show that whilst there were no significant differences between the 

correlations for sole, main and joint earners, those respondents who live with their 

parents were more likely to associate bureaucracy (z = 2.10, P < 0.05), a lack of 

power, security and morale (z = 2.16, P < 0.05) and freedom and autonomy (z = 2.50, 

p < 0.05) with disinterest in empowerment than those who live elsewhere. This seems 

to imply that those who live with their parents are able to place more emphasis on the 

power and freedom they are allowed at work due to the fewer financial pressures 

placed upon them. The young age of those who live with their parents (Mean Age = 

23.26 years) may also suggest that they are more ambitious and will only be interested 

in empowerment if it offers them the freedom they believe they need to succeed. 
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CUST 
BUR 
SEC 

VISN 
FRE 

TABLE 27: Correlations Between Organizational Characteristics and The Dependent Variables by Gender. 

TABLE 28: Correlations Between Organizational Characteristics and The Dependent Variables by Possession of Dependents. 

No Dependents (n = 143) Dependents (n = 136) 

TABLE 29: Correlations Between Organizational Characteristics and The Dependent Variables by Job Status. 

~art TimeJ!l = 51) 
0.380" 
·0.203 
0.276 
0.318' 
0.357' 

Full Time (n - 28~ 
0.308" 
·0.256" 
0.384" 
0.339" 
0.413" 

.. ··'Disil1ter~st 

PartTi~n-51) Full Time (n - 285) 
0.068 ·0.150' 
0.133 0.103 
·0.014 ·0.079 
·0.114 ·0.160" 
·0.084 ·0.179" 

KEY 
, Correlation significant at the 5% level 

" Correlation significant at the 1 % level 
Shaded Area: Significant Difference between correlations 
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Part Time (n - 48) Full Time (n - 27}L 
0.385" 0.206" 
·0.092 ·0.115 
0.278 0.127' 
0.338' 0.226" 
0.382" 0.149' 



TABLES 30 :Correlations Between Organizational Characteristics and The Dependent Variables by Earner Status. 

Sole Earner (n - 60) Not Sole Earner Sole Earner (n = 60) Not Sole Earner ~ole Earner (n - 57) Not Sole Earner 
(n = 276) (n = 276) ~n=26'!L 

CUST 0.349" 0.315" 0,041 -0.151" 0.296' 0.233" --BUR -0.213 -0.261" 0.037 0.113 0.108 -0.146" 
SEC 0.194 0.402" -0.091 -0.066 0.061 0.160" 

VISN 0.184 0.367" -0.095 -0.164" 0.103 0.260" 
FRE 0.382" 0.421" -0.056 -0.185" 0.013 0.220" 

Main Earner (n = 46) Main Earner (n = 45) 

Joint Earner (n = 166) Not Joint Earner Joint Earner (n = 166) Not Joint Earner Joint Earner (n - 157) Not Joint Earner 
(n= 171) ~n= 17QL _(n= 16'!L 

CUST 0.389" 0.239" -0.213" -0.014 0.234" 0.237" 
BUR -0.303" -0.183' 0.156' 0.044 -0.113 -0.093 

--SEC 0.425" 0.297" 
VISN 0.322" 0.357" 
FRE 0.402" 0.402" 

1--;,=:':-+-__ "';;:'~~ __ + __ --;;:;;7,;;;-__ -t ____ -;;-0~.0;;;99= __ -t ___ -;;.-0.034 0.144 0.141 
-0.225" -0.080 0.247" 0.237" 

·~:~---t----_~0.~22~7~,,~-----r--·----_~0~.0~99~------r-----~0.~24~6~"~----~-----~Oc.'1~10-----~ 

KEY: • Correlation significant at the 5% level •• Correlation significant at the I % level Shaded Area: Significant Difference between correlations 
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TABLES 31 :Correlations Between Organizational Characteristics and The Del1endent Variables by Educational Attainment. 

GCSl~s (n = 311 No GCSEs (n = 25 GCSEs {n = 29~ No GCSEs {n = 23} 
CUST 0.321" -0.100 -0.279 0.272" -0.110 
BUR -0.236" -0.310 0.064 0.455' -0.096 -0.229 ---- -------
SEC 0.357" 0.479' -0.079 0.020 0.176" -0.140 

VISN 0.368" 0.127 -0.176" 0.011 0.256" 0.056 
FRE 0.411" 0.386 -0.174" -0.067 0.203" -0.068 

NoNV 
CUST 0.320" 0.233" 

---0.241" ------ ---- -----
BUR -0.069 0.085 0.107 -0.298 -0.092 
SEC 0.004 0.352" -0.113 -0.066 -0.035 0.162" -_._-

VISN 0.024 0.327" -0.054 -0.163" 0.242 0.238" ----
FRE 0.000 0.376" -0.268 -0.155" 0.268 0.172" 

!Q;XL' Correlation significant at the 5% level •• Correlation significant at the 1 % level Shaded Area: Significant Difference between correlations 
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CUST 
BUR 
SEC 

VISN 
FRE 

-0.225" -0.27\" 
0.370" 0.367" 
0.362" 0.311" 
0.404" 0.412" 

- - -- - -------------- ---------------------

·0.057 -0.08\ 0.159' 0.130 
·0.152' -0.157' 0.188' 0.298" 
-0.182' -0.142 0.181' 0.170' 

KEY: * Correlation significant at the 5% level *. Correlation significant at the 1% level Shaded Area: Significant Difference between correlations 
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TABLE 32: Correlations Between Organizational Characteristics and The Dependent Variables by Previous Exposure to Empowennent. 

No 

TABLE 33 : Correlations Between Organizational Characteristics and The Dependent Variables by Trade Union Membership. 

TU Member (n = 

TABLES 34: Correlations Between Organizational Characteristics and The Dependent Variables by Reasons for Leaving. 

= 134) Not (n= 133) Decision (n = 127) Not 
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.------------ - ---

Relocation ~ 19) 

(n ~ 61) Retirement (n ~ 59) 

Redundancy (n ~ 62) 

Shaded Area: Significant Difference between correlations 
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- - ---------------------------- - -

TABLES 35 :Correlations Between Organizational Characteristics and The Dependent Variables by Responses to "Lottery Question". 

eUST 
BUR 
SEe 

VlSN 
FRE 

eUST 
_BUR 

SEC 
VlSN 
FRE 

Paid Job (n ~ 150) Not Paid Job (n - 187) 
0.317" 0.296" 

::.L.+-~P=aid=-J",o"'-;b (n ~ 150) Not Paid Job (n - 186),-+--,P,-,81=·d:.:J""ob':C(~n7"--!1..:.44.:L)_+-,N",o",t~P=aid7Jo::ob (n =.!TIL 
-0.100 -0.140 0.202' 0.246" 

-0.242" -0.238** -0.085 -0.111 
0.361" 0.346" 0.219" 0.064 
0.227" 0.387" 0.233" 0.227" 
0.415" 0.378** 0.250" 0.119 

0.368" 0.365" 0.130 0.146' 
J.41S", 0.312" 0.127 0.259" 
0.395" 0.400" 0.139 0.179" 

.. ' .... , ", ..... ,., EtriIl6\Wred'·"" .... ······,····· ····'·' .. /Disintere:o:st .... ·'··~ ... ·~····,···':'· "",,' =~"'+-9"'""'",",:,""""·;;"· ··"'·.·""'i~('':',:~:~,'c''.G:.::oo.z.;··· d~r·/<····<· ... ,···,·.,.·.·"··\··;·'· 
Voluntary Work Not Voluntary Work Voluntary Work Not Voluntary Work Voluntary Work Not Voluntary Work 

1-:::=+ __ '.C(rn:::=,;-.720),--_+ __ -" (rn;;..,=;-;;2;;;:6:2'7),--_+-__ -" {~n",,=~692 (n = 267) (n ~ 64) (n = 257) 
CUST 0.366" 0.300" -0.104 -0.131' 0.384" 0.208" 
BUR -0.133 -0.273" 0.148 0.095 -0.195 -0,090 
SEe 0,232 0.393" -0.046 -0.083 0.033 0.176" 
VISN 0.383" 0.317" -0.248' -0.136' 0.302' 0,229" 
FRE 0.369" 0.422" -0.159 -0.161" 0.208 0,173" 

VISN 0.541" 0.316" -0.280 -0.147' 0.298 0.229** 
FRE 0.547" 0.384" 0,029 -0.188" -0.004 0.209' 
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The literature outlined in Chapter Four suggested that those respondents who are 

more educated place more importance on the opportunity to use their abilities and the 

interest and freedom which their work offers. Tables 31 show that education has little 

effect on the correlations between perceived organizational characteristics and 

feelings of empowerment. However, it can be seen that those with a degree are more 

likely to associate Vision and Direction within their organization with the belief that 

they are empowered than those without a degree (z = 2.13, P < 0.05). This suggests 

that these respondents are more likely to feel empowered if they believe their 

organization has a clear vision of what needs to be done and how to achieve it and 

that, hence, they take a more proactive view of empowerment. However, the fact that 

those with a degree are less likely than those without to believe that their organization 

offers such vision (as discussed in the previous section) suggests that organizations 

are failing to exploit this association. Moreover, those with a degree are significantly 

more likely to associate a lack of customer and staff care with disinterest in 

empowerment than those without (z = 2.25, P < 0.05) suggesting that they are more 

likely to be interested in empowerment if it involves benefits for staff and customers 

alike. The only other association between organizational characteristics and feelings 

of empowerment with regard to education is the fact that those respondents who have 

a professional qualification are more likely than those who have not to associate a 

lack offreedom and autonomy with disinterest in empowerment (z = 2.33, P < 0.05). 

One explanation for this could be that those who have worked for a professional 

qualification are likely to be ambitious and therefore are unlikely to be interested in 

empowerment unless it offers them the opportunity to be creative and have control 

over how they do their job. Moreover, perhaps they believe that freedom and 

autonomy in their job would allow them to meet what they see as "professional 

standards" for the job rather than the organizations' narrow or "lowest comon 

denominator" standards. 

Chapter Four dwelled on the issue of job insecurity suggesting that those who fear for 

their job are more likely to take a more instrumental attitude to their work, although 

van Vuuren et al (1991) suggested that this need not be the case if employees feel 

they have some control over whether or not they keep their job. Chapter Six explained 
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that job losses in BT and The Benefits Agency are, in the main, externally determined 

and that even the Unions have little power in controlling them. Hence, one might 

expect that those respondents who feel that they are most likely to leave their 

organization as a result of redundancy or relocation will be negative about 

empowerment unless it offers them security and staff care. Because of the expectation 

that this would be the case, one tailed tests were conducted on these correlations. 

These found that those respondents who feel that they are most likely to be made 

redundant are more likely to "associate"! customer and staff care with the belief that 

one is empowered (z = 1.65, P < 0.05) and yet are more likely to "associate" this 

factor with disinterest in being empowered (z = 3.08, P <0.01). The fact that these 

respondents were significantly less likely to perceive customer and staff care in their 

organization than those who expected to leave for some other reason, as discussed 

earlier in this chapter, suggests that they believe that they could feel empowered if 

they received clearly communicated organizational values, were encouraged to train 

and learn, and perceived that their organization cares about its customers and 

teamworking but that they feel this is not occuring. However, this relationship 

between customer and staff care and empowerment does not appear to be reflected by 

the finding that customer and staff care is related to disinterest in empowerment, 

perhaps indicating that interest in empowerment and the actual feeling that one is 

empowered are two distinct outcomes of the empowerment process. Finally, those 

respondents who could not say why they would leave their organization, and who 

might therefore be perceived as feeling happy and secure in their jobs, were more 

likely to associate Power, Security and Morale (z = 2.35, P < 0.05) and a lack of 

Bureaucracy (z = -2.40, P < 0.05) with the belief that one is empowered than those 

who gave some other reason for leaving. 

Regarding responses to the "lottery question", it might be suggested that those who 

have a more instrumental attitude to work will be more concerned with security and 

staff care whilst those who are intrinsically motivated to work will associate 

empowerment with more challenging aspects of the organization. However, what 

I The word associate is placed in inverted commas here to indicate that the author is aware that it is not 
the employees who are making this explicit association but the author on the basis of significant 
correlations. 
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emerges in Tables 35 is the finding that customer and staff care is less likely to be 

associated with the belief that one is empowered (z = -2.07, P <0.05) amongst those 

who would not bother to work if they had the choice than those who would choose 

some other option. One particularly interesting finding is that those who chose the 

"other" category were significantly more likely than those who did not to associate a 

lack of bureaucracy with empowerment (z = -2.18, P < 0.05). The fact that these 

respondents tended to specify that they wanted to set up their own companies suggests 

that such respondents are confident in their own abilities to succeed and, therefore, 

can not feel empowered unless they feel umestricted by rules and regulations. Finally, 

those respondents who stated that they had been exposed to empowerment previously 

in their career were less likely to associate customer and staff care with the belief that 

they are empowered. This may suggest that previous experience has taught them that 

empowerment is not about this issue and is more connected to other aspects of 

organizational culture and climate. 

Conclusion 

Direct correlations between personal background and the dependent variables were 

restricted to educational qualifications, trade union membership and previous 

exposure to empowerment. Indeed, although the rationale for looking at the effect of 

individual characteristics on the correlations between organizational characteristics 

and empowerment emerged in the literature, the absence of any direct correlations 

increased the need to consider this relationship. However, overall it seems that, 

contrary to expectations created by the literature, aspects of individuals' background 

and orientations to work do not impact heavily on the relationship between 

organizational characteristics and feelings of empowerment. There were some 

findings regarding job insecurity, firstly those who could not say what the most likely 

reason would be for their leaving were more likely to associate organizational 

characteristics with the belief that one is empowered and, secondly a perceived lack 

of customer and staff care appeared to be creating disinterest amongst those staff 

threatened by redundancy. However, overall personal background does not appear to 

encroach on the relationship between perceived organizational characteristics and 

feelings of empowerment. Moreover, if it does, it tends to affect the relationship 
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between organizational characteristics and interest in empowennent rather than the 

actual belief that one is empowered. 

MULTIPLE REGRESSION 

Multiple Regression was conducted using the stepwise multiple regression 

programme within the SPSS for Windows package. Original computations were 

conducted using backward elimination as this allows interdependent variables to be 

accounted for. However, it was found that stepwise regression produced the same 

model and so it is the results of this latter computation which are shown here. Whilst 

the researcher notes the controversy surrounding the statistical rather than theoretical 

inclusion of factors in the Stepwise procedure, it was felt that the large number of 

independent variables in relation to the sample size made Stepwise regression more 

suitable for regression than entering all independent variables together. The cut-off 

points for selecting independent variables with the optimal predictive power were 

detennined by assuring the overall F value for the equation was significant at the 5% 

level and the partial regression coefficient for individual independent variables added 

was at the 5% level of significance. 

• Original multiple regression computations were done employing both Listwise and 

Pairwise deletion of missing variables but it was decided to present those findings 

which emerged from the latter. Although the coefficient of detennination was higher 

with the employment of Listwise deletion, it was felt that too many cases were 

deleted (almost one sixth of the whole sample) and due to the fact that the best 

representation of the sample was desired, Pairwise deletion was considered to be 

more suitable. The following section will present the results in Tables indicating the 

R2 (the coefficient of detennination) and the adjusted R2 (R2 adj). In addition, the 

Beta coefficients are included to indicate the extent and direction of the relationship. 

Tables are shown for the three dependent variables for the entire population, and also 

by sub-groups of organization. Again, for ease of comprehension, all variables are 

positively coded. 
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PREDICTING THE FEELING THAT ONE IS EMPOWERED 

Table 36 shows that five variables significantly predict the feeling that one is 

empowered and that these variables account for 36.5% of the variance. The strongest 

predictor of a sense of empowerment is whether a person perceives that their 

understanding of empowerment matches that of their organization, which accounts for 

19.5% of the variance. Other factors include whether an individual believes that their 

immediate manager is committed to empowerment (accounting for 9.7% of the 

variance), whether their organization offers opportunities for freedom and autonomy 

(accounting for 5.8% of the variance) and provides power, security and morale (1% of 

the variance). Participation in Peer Group Meetings also predicts feelings of 

empowerment (0.5% of the variance). Hence, overall, feelings of empowerment 

appear to be predicted by characteristics of the organization and management rather 

than personality or biographical characteristics. Although, it might be considered that 

matched interpretations are, to some extent, affected by these aspects of the individual 

and this will be discussed in Chapters Nine and Ten. 

TABLE 36: Multiple Regression Analysis - Consider Self To Be Empowered (n=319) 

..••.•• F",,37.75;i< 
df,,;(5,3I1" 

=0.000 . 
Matched understandin 

Commitment of 
immediate boss 
Freedom and 0.356 
Autonom 

Power, Security & 0.368 
Morale 

0.375 

R2 adj (~hattge) 

0.195 
0.097 

0.350 0.058 

0.360 0.010 

0.365 0.005 

PREDICTING LACK OF INTEREST IN BEING EMPOWERED 

Standardised 
.... Bdit Coefficient 

0.268 
0.262 

O. 198 

0.128 

0.089 

Table 37, below, shows that a total of five variables predict whether a person is not 

interested in being empowered. The variables account for 14.5% of the variance, with 

low need for achievement being the strongest predictor accounting for 5.6% of the 

variance. Other predictors include an external locus of control (3.7% of the variance), 

not taking part in peer group meetings (2.6% of the variance), an individualistic 

attitude (1.3% of the variance) and membership of a trade union (1.3% of the 
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variance). Overall, lack of interest in empowerment appears to be predicted by 

personality characteristics, participation in peer group meetings and union activities. 

TABLE 37: Multiple Regression Analysis - Not interested in being Empowered 
(n =319) 

PREDICTING FEELINGS THAT EMPOWERMENT IS A 'GOOD THING' 

Table 38, below, shows that seven variables predict seeing empowerment as a 'good 

thing' and that these account for 16.8% of the variance. The strongest predictor is an 

internal locus of control accounting for 6.3% of the variance. Other predictors include 

n(Achievement), the belief that one's organization offers vision and direction, the 

unimportance to an individual of freedom at work and the development of' a Personal 

Action Plan. Overall, it would seem that thinking that empowerment is a 'good thing' 

is governed by various personality characteristics but also involves characteristics of 

the organization itself such as the commitment of one's Managing Director. One 

particularly interesting predictor in this model is the negative effect on thinking 

empowerment is a "good thing" of placing importance on features of work. which 

allow more freedom. This may suggest that organizations are not really offering these 

opportunities and therefore one is more likely to think empowerment is a good thing 

if salience is not attached to suchjob features. 

TABLE 38: Multiple Regression Analysis - Thinking Empowerment is a 'Good 
Thing' (n =309) 
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PREDICTING EMPOWERMENT IN ORGANIZATIONS 

The Benefits Agency 

Table 39, below, shows that there are 6 variables which predict feelings that one is 

empowered in The Benefits Agency and that these account for 42.4% of the variance. 

The model includes three of the variables which made up the model for the whole 

sample but excludes the effect of Power, Security and Morale and Peer Group 

Meetings. Instead, immediate managers' behaviour, locus of control and possession of 

GCSEs emerge as predictors. The Freedom and Autonomy which The Benefits 

Agency is perceived as offering is the strongest predictor in this model, accounting for 

21.9% of the variance, but as in the case ofthe entire sample, matched understandings 

of empowerment is a strong predictor, accounting for 11.6% of the variance. The 

'positive' behaviour of one's immediate supervisor (4% of the variance), possession 

of GCSEs/ O-Ievels (2.6% of the variance), an internal locus of control (1.5% of the 

variance) and the commitment of one's immediate boss to empowerment (0.8% of the 

variance) are also included in this model. Interestingly, whilst aspects of personality 

did not occur in the model of prediction for the whole sample, the inclusion of locus 

of control in The Benefits Agency seems to suggest that these employees need to feel 

in control of their work situation in order to consider themselves empowered. This, 

and other aspects of these models will be discussed further in Chapter Nine. 

TABLE 39: Multiple Regression Analysis - Consider Self To Be Empowered (n =222) 
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BT 

In each of the BT multiple regressions shown below, the variable "I believe • .. .for a 

better life' is about empowerment" was included as a factor in the computation. 

However, as can be seen, it did not appear to have an effect on any of the dependent 

variables. In the case of predicting empowerment for those in BT, only three variables 

are included and these account for 34.3% of the variance (Table 40). The two most 

important predictors are also the two most important for the whole sample and yet, 

the third predictor - the belief that one's organization offers Vision and Direction - is 

not included in the model for the entire sample and this suggests that it is peculiar to 

BT's organizational context. This will be discussed in more detail later. The strongest 

predictor of feelings of empowerment is the commitment of one's immediate 

manager (23.1% of the variance). The belief that one's interpretation of 

empowerment is matched by one's organization is the second most important 

predictor, accounting for 7% of the variance, with Vision and Direction accounting 

for 4.2%. 

TABLE 40: Multiple Regression Analysis - Consider Self To Be Empowered en = 94) 

0.377 

PREDICTING LACK OF INTEREST IN BEING EMPOWERED IN 
ORGANIZATIONS 

The Benefits Agency 

Table 41 shows that 4 variables predicted lack of interest in empowerment, and that 

these variables accounted for 15.7% of the variance. These variables were similar to 

those for the entire sample, for example three of the predictors: an external locus of 

control, membership of a trade union and participation in peer group meetings are the 

same in The Benefits Agency. In the whole sample, holding individualistic attitudes 

predicted non-interest in empowerment, yet in The Benefits Agency it is the 
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personality characteristic of the desire for challenge and hard work which is more 

important, being negatively related to disinterest in empowerment. This may suggest 

that whilst overall empowerment is related to a team orientation, in The Benefits 

Agency, it is more associated with issues of individual hard work. 

BT 

TABLE 41: Multiple Regression Analysis - Not Interested in being Empowered 
Cn =222) 

0.064 

Table 42, below, shows that four factors predict lack of interest in empowerment 

within BT and these account for 23.1% of the variance. The strongest predictor is the 

belief that one's organization fails to provide Vision and Direction, accounting for 

10.2% of the variance. The second strongest predictor is n(Achievement) which 

accounts for 4.2% of the variance, followed by participation in multi-skilling 

(accounting for 4.3% of the variance) and participation in Quality Improvement 

Teams (accounting for 4.4% of the variance). Despite the fact that n(Achievement) 

also emerges as a predictor for the whole sample, the BT model of prediction differs 

considerably from the other two models for this dependent variable, suggesting that 

the situation in BT is very different. 

TABLE 42: Multiple Regression Analysis - Not Interested in being Empowered 
Cn=94) 

Improvement 
Teams 
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PREDICTING FEELING EMPOWERMENT IS A 'GOOD THING' IN 
ORGANIZATIONS 

The Benefits Agency 

Tables 43 and 44 show that the prediction of feelings that empowennent is a 'good 

thing' produce very different models for the two organizations. In the Benefits 

Agency the feeling that empowennent is a 'good thing' is predicted by five factors 

which account for 19.3% of the variance. These predictors are similar to those for the 

entire sample but many have different priorities and the two most important 

predictors: belief that one's organization cares about staff and customers (accounting 

for 9.9% of the variance) and a desire for challenge and hard work (accounting for 

3.6% of the variance), are not found in the model for the whole sample. A number of 

the variables which emerged as predictors in the entire sample, such as the 

importance of freedom in one's work and organizational vision and direction, did not 

appear in the model of The Benefits Agency. 

BT 

TABLE 43 : Multiple Regression Analysis - Thinking Empowennent is a 'Good 
Thing' (n ~ 218) 

0.143 0.135 0.036 0.200 

of 0.168 0.157 

Table 44 shows that the predictors in BT for the belief that empowennent is a 'good 

thing' are very different from both the model for the entire sample and for The 

Benefits Agency. Four variables predicted the dependent variable in this instance, 

accounting for 20.3% of the variance. Only one of the predictors of the model: 

n(Achievement) was present in either of the other two predictor models of this 

dependent variable, so it would seem, in general, these predictors are peculiar to BT. 
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The strongest predictor, accounting for 6.1 % of the variance is a need for 

achievement. Second, is participation in multi-skilling which has an inverse 

relationship with the dependent variable, that is those who do not take part in multi

skilling are more likely to think that empowerment is a 'good thing'(7.5%). 

Additionally, in BT it appears that those who have previously been exposed to 

empowerment are more likely to think that empowerment is a 'good thing' and this 

accounts for 3.7% of the variance. Finally, those who believe that their organization 

provides Vision and Direction are also more likely to believe that empowerment is a 

'good thing'. 

TABLE 44: Multiple Regression Analysis - Thinking Empowerment is a 'Good 
Thing' (n = 89) 

Previous Exposure to 0.201 0.173 

CONCLUSION OF PREDICTIONS BY ORGANIZATION 

Table 45, below, summarizes the predictors which were found as a result of the 

regression analyses. It shows the direction of the relationship and, where there were 

additional predictors for the two organizations, these are highlighted. Given the 

slightly arbitary way in which variables are entered into a stepwise equation, the 

findings for the whole sample were compared against the raw correlations between 

the independent and dependent variables. This revealed that, indeed, those variables 

which had the strongest correlations with the dependent variables were those which 

emerged as the strongest predictors. Overall, there are few similarities between the 

two organizations as regards the models of prediction for the dependent variables. 

This is particularly the case for the dependent variable 'Good Thing'. What emerges 

as most striking about these regressions is that whilst biographical characteristics and 

personality attributes are unlikely to predict the belief that one is actually empowered, 

they play a large part in affecting attitudes towards empowerment in general. This 

reflects the conclusions reached in the first part of this section. It seems that whilst in 
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The Benefits Agency feelings of empowerment rely more heavily on factors closely 

related to empowerment itself such as opportunities for freedom and autonomy and the 

commitment of the Managing Director, customer and staff care et cetera there is more 

emphasis in BT on n(achievement}, previous exposure, organizational Vision and 

Direction within the organization and taking part in participative activities. Perhaps 

this is related to the fact that, in The Benefits Agency, empowerment will be directly 

associated with the current initiative whereas, due to the fact that BT avoid using the 

term itself, empowerment remains more of a floating concept which respondents relate 

to their current working environment; previous initiatives and cultural change rather 

than, necessarily, directly to ' .. .for a better life '. This, and other implications of these 

regression analyses, will be discussed in more detail in the conclusion which follows. 

TABLE 45· SummarY of Predictors ofFeelinl!s ofEmDowerment 

<I CONSIDER MYSELFJO BE; I AM.NOT REALLY INTERESTEDIN. E~.~?~E~~~NT IS A ·G09DT~I~G· 
EMPOWERED .. > BEING EMPOWERED'». .' ....>/ ....................... ". 

Malched Understanding (+) n(Achievement) l-t External Locus of Control (0) 
Commilment of Immediate Boss (+) External Locus of Control (+) n(Achievement) (+) 

Freedom and Autonomy (+) Peer Group Meetings (0) Vision and Direction (+) 
Power, Security and Morale (+) Individualism (+) Importance of Freedom H 

Peer Group Meetings (+) Trade Union Membership (+) Personal Action Plans (+) 
Positive Behaviour of Immediate Desire for Challenge and Hard Work Trade Union Membership (0) 

Boss (BA) (+) (BA) (0) 
GCSEsI O-Ievels (BA) (+1 Vision and Direction (Bn (0) Commilment of Managing Director (.) 

External Locus Of Control (0) Multioskilling (Bn (+) Customer and Staff Care (BA) (+) 
Vision and Direction (Bn (+) Quality Improvement Teams (Bn (0) Desire for Challenge and Hard Work (BA) 

-(+1 . 

Multi·skilling (Bn (0) 
Previous Exposure (Bn (+) 
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CHAPTER NINE: Discussion of Results 

"It could be said of me that in this book, I have only made up a bunch of other men's 
flowers providing of my own only the string that ties them together" 

Montaigne 

INTRODUCTION 

The focus of this study has been the evaluation of empowennent programmes within 

two large organizations in the United Kingdom. Overall, it aimed to identify how an 

individual's biographical characteristics, aspects of personality, and perceptions of the 

organizationai culture and climate, impacted on the way in which they feel about 

empowennent. In doing so it considered the context within which these 

empowennent programmes were taking place. The following two chapters will 

present: 

Chapter Nine: a description of the major findings - both qualitative and quantitative, 

based against the research questions set out in Chapter 5. In doing so it will 

investigate the relationship between findings gained from the triangulation ofresearch 

methods, commenting briefly on their validity and reliability as compatible methods. 

Chapter Ten: The implication of the findings for all modem organizations who are 

considering the move towards an empowered environment and a discussion of the 

research's contribution to wider theoretical debates on both Human Resource 

Management initiatives and their impact on individual employees. 

In this discussion of the major findings, the existence of differences between the 

organizations and the operating units will be discussed within each heading. However, 

where no reference is made, the assumption should be that the discussion is confined 

to the entire sample. 

What is the Nature of the Empowennent Programmes? 

In both organizations, the empowennent programmes were introduced following the 

arrival of a new Managing Director, which the Industrial Society referred to as the 
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"new broom" effect (The Industrial Society, 1995). They were also both brought in 

during periods of 'down-sizing' with, in both cases, the real threat of future job losses. 

However, both the qualitative and quantitative data suggested that this job insecurity 

is being felt more profoundly in BT where fears of job relocation and redundancy are 

influencing peoples attitudes to their empowerment initiative, as will be discussed 

later in this chapter. In the case of The Benefits Agency, and to some extent in BT, 

the empowerment programmes were introduced to remove the vestiges of a civil 

service, "command and control" structure which had clearly characterised both 

organizations in the past. There was also a rhetorical claim of the two empowerment 

programmes to change the role of the manager to that of a coach, supporting their 

employees' ideas instead of controlling their work. In both cases there was evidence 

that managers were changing to adapt to this role. Yet, whilst in The Benefits Agency 

the need to change attitudes and behaviour was experiencing difficulties, in BT the 

managers appeared to be 'displaying' the right behaviour, but commitment was only 

evident at a surface level. This is likely to be due to the differences in the content of 

the empowerment programmes themselves. For, whilst the supposed aim of these 

policies was relatively similar - to get people to take more responsibility for decision 

making in their immediate work area· the way in which they were trying to achieve 

this appears to be quite different. 

In The Benefits Agency, the move towards empowerment involved the devolvement 

of work to lower levels, particularly in North Leicestershire where devolvement of 

budgets was creating a real difference in the responsibilities of the workforce. 

Meanwhile, in BT the change was more of a cultural one, with few changes in actual 

structure or work patterns, yet with the publicising of empowering behaviours which 

employees were expected to display. Hence, in BT the change was not so much to do 

with the work they did, but in the way in which they did it. To a certain extent this 

difference in the intentions of the two empowerment programmes is reflected in the 

different predictors of the dependent variables. In BT issues surrounding the 

organization's vision and direction were considered central to feelings of 

empowerment. This factor involved issues such as pride in working for the 

organization, strength of leadership and whether or not management valued the ideas 
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of their staff. Some of the critical comments made by BT staff on their questionnaires 

implies that these issues are, indeed, associated with feelings of empowerment in 

their organization: 

"Listen to what employees have to say" Male, Age 42 

"Let the workers be heard before making important decisions -lfeel that. after team 
briefs. comments made by engineers are lost by the time they get to top management" 

Male, Age 47 

"The problem with companies as large as BT the little man cannot make any 
difforence to the way the company is run. As BT is now a Plc good profits appear to 
be more important than people. We should all have a say in how the company is run" 

Male, Age 47 

"A good idea in theory but the same old story in practice. If senior managers actually 
listened, rather than paying lip service to these schemes. most of the staff would be a 
great deal happier" Female, Age 49 

There was little evidence that, in either case, the move towards empowerment was 

voluntary. Whilst both organizations acknowledged that empowerment was 

something that the employees had to take on for themselves, there seemed to be 

pressure both in terms of appraisal and fear of redundancy, that meant that essentially 

choice was not an issue in these organizations. Although employees usually have 

some choice regarding how much consent or commitment they give to these policies 

in reality, and the exercising of this choice was evident throughout this research. 

As regards the training that accompanied this move towards empowerment, there was 

evidence that this was most obviously targeted at managers. The training of 

employees, in both cases, was dependent on either the commitment of their manager 

to the empowerment initiative, or to the availability of finance to fund such training. 

Moreover, employees tended to rank this training as low on the impact it could have 

on their empowerment. In The Benefits Agency the training appeared to be more 

prescriptive, with generally external trainers leading discussions of how and what 

responsibilities could be devolved to lower levels. In BT, however, the training was 

run internally with the emphasis on "fun" and teamwork. This emphasis on teamwork 

accompanying empowerment was found in both organizations, suggesting that whilst 

the feeling of empowerment is necessarily an individual one, the initiative is generally 
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introduced in a team-based atmosphere. There were also some indications from the 

consideration of the individual that this was the case and this will be discussed later in 

this chapter. 

Respondents were generally most likely to take part in regular team briefings and 

training and development and just less than half participated in peer group meetings. 

The fact that 93.9% of respondents took part in regular team briefings appears to 

confirm that empowerment was almost always, in the two organizations studied, 

being introduced in to a team-based atmosphere. This was further supported by the 

fact that 96.8% of respondents worked as part of a team, and by the qualitative data 

where employees confirmed that they considered empowerment to be directed, 

particularly within BT, at the improved working of teams. 

From the internal staff perception surveys available, it seems that employees in both 

organizations stated that they were relatively positive about empowerment, with 

generally over 70% of employees stating that their attitudes towards empowerment 

were positive. Yet, caution must be taken when considering results of organizations' 

employee attitude surveys as generally employees wiU treat them rather lightly and 

may give an inaccurate picture of reality due to a fear of being recognised by more 

senior staff. Generally, however, the organizations were aware that there were 

employees who were adapting to the empowerment culture quicker than others. It is 

an investigation of this, on the basis of the new research presented here, that wiU be 

discussed below. 

Does Everyone in the Organization Interpret Empowerment in the Same Way? 

There was evidence from both the quantitative and qualitative data that empowerment 

was interpreted differently across and between levels in the hierarchy, particularly in 

The Benefits Agency. Overall, only 36.2% of respondents believed that their 

understanding of empowerment matched that of their organization, where employees 

tended to define it in terms of responsibility, authority and decision-making. There 

was evidence from the qualitative data that the differing interpretations arose from the 

nature of the training programmes. Some employees complained that their training 
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was like "a game of Chinese Whispers" where interpretations of empowerment were 

subject to change as they passed down and across hierarchies. The failure of The 

Benefits Agency to provide a single definition of empowerment was also felt to 

exacerbate this situation, Whilst the Agency felt that a debate of the issues 

surrounding the definition of the term was healthy, employees were displaying 

confusion and resentment towards the policy due to its ambiguity and lack of 

direction. Additionally, a number of employees in The Benefits Agency felt that 

managers were just adapting the policy to suit themselves by passing down the work 

that they simply did not want to do. The lack of a recognised definition made it 

difficult for employees, who felt this way, to argue that the managers were 

misinterpreting empowerment. 

In BT the situation was rather different, with the definition of empowerment having 

been adapted in some way to the ',.for a better life' ideals. This is supported by the 

fact that, whilst BT did not use the word 'empowerment' to describe their policy, over 

half of BT respondents stated that they believed ' .. for a better life' was about 

'empowerment'. Yet, clearly, this implies that nearly half of the sample believed that 

it was about something else. The BT respondents defined empowerment in a similar 

way to those in The Benefits Agency, that is in terms of "authority", "responsibility", 

and "decision making". However, there were some respondents in BT whose 

definition concentrated on such issues as enablement and freedom, mirroring the 

behaviours advocated by the 'better life' policy. The qualitative data did suggest that 

some managers believed the term 'empowerment' was inappropriate for the BT 

initiative as they felt ' . .for a better life' was aimed at organizational profitability not 

increases in employee control. Yet, even without using the term empowerment, there 

is evidence, that employees experienced unmatched expectations in BT, indeed the 

use of the phrase 'better life' caused many to be disillusioned and cynical. 

Interestingly, respondents from BT were more likely than those in The Benefits 

Agency to think that their interpretations of empowerment matched that of their 

organization, and were significantly more likely to think that empowerment is a 'good 

thing'. It is hypothesised here, a theory that is supported somewhat by the qualitative 
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data, that these differences are caused by the avoidance of using the term 

'empowerment' in BT. By using the term 'empowerment' within The Benefits 

Agency, the innate ambiguity of the term is exploited with people attaching their 

views and expectations of the initiative, and of their organization in general, to the 

term. This seems particularly true in North Leicestershire, where a number of 

respondents were seen to define the term as "passing the buck" and where focus 

groups had provided evidence that employees saw empowerment as "downgrading" 

and a "false consciousness". In contrast, in BT the term 'empowerment' remains 

somewhat of an abstract concept with many seeing it in positive terms, as the ultimate 

target of ' .. for a better life', or even as something totally separate from ' .. for a better 

life' which has yet to be fulfilled. Instead, criticisms of the BT initiative tend to be 

attached to the 'better life' label rather than empowerment itself. 

How do Biographical and Personality Factors Impact on the Feelings of 
Empowerment amongst Employees? 

The quantitative data suggested that biographical and personality factors do impact on 

feelings of empowerment but they were mostly seen to affect attitudes towards 

empowerment rather than the actual feeling that one is empowered. Educational 

qualifications; previous exposure to empowerment; individualism and locus of 

control appeared to correlate directly with feelings of empowerment and to affect the 

correlations between organizational characteristics and empowerment. The fact that 

educational achievements had an effect on empowerment reflects the cognitive model 

of Thomas and Velthouse (1990) which suggests that competence and interpretative 

styles are central to the process of empowerment on an individual level. Moreover, 

there is also evidence that education affects orientations to work, as discussed in the 

literature chapters of this thesis. Indeed, more educated employees in skilled jobs are 

hypothesised to be more concerned with autonomy and empowerment, those who are 

less educated and in semi-skilled jobs who are considered to have a more 

instrumental orientation to work. This is borne out, to some extent, by the findings; 

for instance, those with GCSEs correlated positively with "I consider myself to be 

empowered" whilst those with degrees correlated negatively with this dependent 

factor. This may be related to the more non-instrumental orientation to work that 

those with a degree might have, and the consequent higher importance and 
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expectations which are placed on the empowerment policies. Related to this, may be 

that those with higher educational levels feel competent enough to take on more 

responsibility than they are being given. Indeed, comments made by Benefits Agency 

respondents on the questionnaire suggest that they are frustrated by the lack of 

recognition the more educated staff receive. Those with higher degrees were more 

likely to think that empowerment is a 'good thing', and this, again, is likely to be 

related to their less instrumental outlook on work and demands for more intrinsically 

satisfying aspects to their jobs. Additionally, as Miller and Prichard (1992) found, 

more educated respondents make more positive evaluations and envisioning of 

empowerment. Indeed, they may take a more philosophical view of empowerment, 

rather than relating it to their organizational reality. 

Although the qualitative data suggests that the Trade Unions were somewhat 

indifferent to empowerment in the main, the quantitative results show that trade union 

membership had a direct effect on interest in empowerment and that trade union 

members were less likely to consider empowerment to be a "good thing". What is 

interesting here is the fact that contextual data suggests that the Trade Unions 

represented in these organizations had a somewhat ambivalent policy on 

empowerment. The fact that they welcomed policies which offered more autonomy 

but were sceptical about management motives may contribute to the mixed messages 

about empowerment which employees are receiving. It is worth considering whether 

employees' membership of a Trade Union affects the attributions which they make 

about their organization and its empowerment policy in general. Yet, the lack of 

evidence to suggest that trade union members differ significantly from non-members 

in regard to perceptions of their organization or empowerment programme suggests 

that this may not be true. However, the evidence of direct effects implies that attitudes 

to empowerment do vary according to trade union membership. Indeed, the fact that 

Trade Union members are more likely to be disinterested in empowerment may 

reflect their greater concern with pay levels and job security which are determined by 

negotiation with the unions. Or it may be related to a greater interest in more 

collective forms of participation, indeed the fact that Trade Union members are less 

likely to consider empowerment to be a good thing could be because of the 
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marginalisation of unions and collective action which employees perceive as 

accompanying such a policy. Trade Union members also showed a negative 

relationship with the dependent variable "I consider myself to be empowered". 

Firstly, the "left-wing" connotations which empowerment was seen as possessing in 

its use across other disciplines may cause trade union members to expect 

empowerment to bring them more equality in the workplace. The fact that 

empowerment does not, and arguably is not intended to, radically alter power 

relations within organizations, may mean that for many members, empowerment is an 

empty promise. Secondly, this result may be attributed to the fact that these 

employees treat empowerment with more cynicism than other respondents, perhaps 

because they regard empowerment as a management attempt to reassert control and 

reduce the need for more participative forms of employee involvement such as Joint 

Consultative Committees and Collective Bargaining. 

The interviews and focus groups indicated that the effect of redundancies was 

affecting employees' feelings towards empowerment. Although this is not seen to 

have a significant impact on the dependent variables, nearly a fifth of respondents 

(18.1%) believed that they were most likely to leave their organization because of 

redundancy, with the percentages rising to nearly a third (32.8%) in Payphones. This 

suggests that employees are perceiving a real threat from the current climate of down

sizing. It might be surmised that the knowledge that their jobs are not safe, impacts on 

employees' attributional styles. Indeed, there was an indirect effect of this variable on 

both feelings of empowerment and disinterest in empowerment yet these occured in 

opposite directions with customer and staff care being positively correlated with both 

the belief that one was empowered and disinterest in empowerment. The employee 

focus groups implied that employees' present concern was with pay and job security 

and many comments implied that staff were reluctant to participate in empowerment 

for this reason. Indeed, in Payphones the respondents represented a traditional, male 

engineering workforce with dependents at home and considerable financial 

responsibility. Organizational explanations of job insecurity, such as was the case in 

Br and The Benefits Agency, will cause many employees to attribute their insecurity 

to external forces beyond their control (Klandermans et aI, 1991) and hence turn to 
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their Trade Unions for help. The contextual data suggests that none of the Unions 

represented in these organizations were able to prevent the redundancies over the last 

few years and hence respondents are likely to revert to an avoidance strategy, which 

Van Vuuren et al (1991) define as "employees feel less motivated to go to work, they 

are less interested in their work and they are less dedicated to their work than are 

employees who feel less secure" (1991: 83). Hence, it would seem that if these 

attributions are being made by employees in this study, it will affect feelings towards 

empowerment in a negative way, as one BT employee stated: 

"there's no way anyone can feel that their job is secure because they have a change 
around now and then they'l! have another one and another one. So, who's to say I 'U 
be here next year? They need to settle down and work out exactly what it is they're 

going to do and how many people they need. Until then, no-one 's going to take ".for 
a better life" or anything else seriously because there's so many people being messed 

about" 

The impact of feelings of job insecurity is further suggested due to the fact that in 

both organizations, respondents tended to show an "external" locus of control. This 

was particularly the case in the North Leicestershire District of The Benefits Agency 

as might be expected due to its state of flux and its status as part of a civil service 

executive agency. 

Of all the aspects of personality which were considered, it was Locus of Control and 

Individualism which emerged as having the most effect on perceptions of 

organizational reality and feelings of empowerment for this sample of respondents. 

That those respondents who displayed an "external" locus of control were more likely 

to have negative feelings towards empowerment, confirms the studies of Kimmons 

and Greenhaus (1976) and Mitchell, Smyser and Weed (1975) that internals prefer 

participative, autonomous working environments. Moreover, it suggests that, as was 

found in the prediction of empowerment in The Benefits Agency, even if respondents 

perceive their organization as providing empowering opportunities, unless they feel in 

control of their fate, this is unlikely to lead to feelings of empowerment, hence 

confirming that aspect Thomas and Velthouse's (1990) model that suggests that Iow 

global impact has an effect on the perceptions of empowerment. This was indicated 

by some of the employee comments which complained about the fact that 
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organizations never listened to their ideas anyway and that they felt they would 

inevitably be blamed for taking the initiative. As one employee was reported as saying 

in BT, "/ think a lot of people are frightened of that, though, of saying, 'right, / 'm 

going to do this and make all the decisions' and do it 'cause you'll only get slatedfor 

it in the long run ". 

Interestingly, contrary to the implications that arose in the qualitative data, those who 

have previously been exposed to empowerment are more likely to have positive views 

of their organization and empowerment, whilst previous exposure also has an effect 

on the relationship between organizational characteristics and the belief that one is 

empowered. Indeed, previous exposure is a positive predictor in BT of whether 

respondents consider empowerment to be a 'good thing'. Perhaps, employees feel that 

previous policies have actually had a positive effect on the culture of their 

organization and, whilst they may merely perceive empowerment as a passing fad, 

they are able to see the long term benefits for their organization, particularly as Vision 

and Direction is also included as a predictor of this model. It may be that negative 

feelings are more closely linked to past exposure by managers who have to re

energise the commitment of their workforce on a cyclical basis. However, the fact 

that more people stated that they had been exposed to empowerment previously than 

one might have suspected, suggests that people have used the term loosely and, 

therefore, it is difficult to ascertain exactly what these previous experiences have 

amounted to and why they might have positive effects on empowerment. 

Respondents who possess personality characteristics related to the enjoyment of 

challenge and hard work, need for achievement and who have a strong team 

orientation appear, on the basis of the quantitative data, to correlate with positive 

feelings towards empowerment. This was particularly true of need for achievement 

which was the single most important predictor of thinking empowerment is a 'good 

thing' for the whole sample and in BT. The qualitative data support this, to some 

extent, with one employee reported as saying .~ lot of it's just the kind of person you 

are anyway, I mean if you 're going to do something and you've got the go-ahead". 

Additionally, there were many other participants who stated that they simply did want 
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to take these extra empowering activities on, suggesting that their personality 

characteristics were determining this reaction. Although, again, this may be 

attributed to their reaction of avoidance to job insecurity and a more instrumental 

orientation to work. 

Individualistic attitudes and a high need for autonomy were also shown to be 

correlated with negative feelings of empowerment. That male respondents were more 

likely to show individualistic tendencies and a higher need for autonomy, suggests 

that they are in more danger of feeling negatively towards empowerment. 

Respondents in BT were also more likely than their Benefits Agency counterparts to 

have a need for autonomy. However, the finding that a need for autonomy has a 

negative impact on empowerment is in some ways surprising. Empowerment is 

publicised as increasing the autonomy of individuals over their work, yet the evidence 

suggests that, whilst as part of a team, respondents appear to desire empowerment, it 

is not derived from an individual need for self-direction. One might suggest, 

therefore, that empowerment is seen as more meaningful by those who have a high 

need for achievement but who prefer to work as a group. Whether this 

meaningfulness of teamwork is created by the way in which empowerment is 

introduced or is an indication of a wider phenomenon would need to be investigated 

by further research. But it might be suggested that many employees attribute 

empowerment to a more collective form of participation, as suggested by the' use of 

empowerment across other disciplines. 

Also surprising was the fact that the importance offreedom, that is those respondents 

who valued, for instance, the freedom to schedule their own work and a job where 

they do an entire piece of work from start to finish, were less likely to consider 

empowerment to be a "good thing". One explanation for this might be that those who 

value such aspects of their job, do not feel that empowerment is really offering these 

benefits, and hence are less likely to feel that empowerment is advantageous. Yet 

despite this affect of personality characteristics, most particularly on interest in 

empowerment and the belief that it is a 'good thing', the feeling remained amongst 
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those interviewed that, no matter how motivated they were to take on these extra 

activities, the actual nature ofthe organizations often prevented them from doing so. 

How do Organizational Factors Impact on the Feelings of Empowerment amongst 
Employees? 

Thomas and Velthouse (1990) suggested that task assessments (the way in which the 

tasks themselves are perceived by an individual), are central to an individual's 

cognitive model of empowerment. The qualitative research conducted within BT 

suggested that those employees who worked in non-customer facing environments, 

were less optimistic about empowerment because they were not able to see the impact 

of their behaviour on customers. Indeed, those who did perceive their organizations as 

caring about customers were more likely to make positive evaluations of 

empowerment, particularly amongst those who had not experienced empowerment 

before and who had a degree. The perceived relationship between empowerment and 

customer care was illustrated by some of the comments made by respondents on the 

questionnaires: 

"Empowerment is good when used for the benefit of the customer. I can do my job to 
the customers satisfaction if I can overcome any organizational hurdles by the use of 
'empowerment'" Female, Age 38, BT. 

" When my supervisor is not available - stepping into his role and helping other staff 
with difficult decisions about work! authorizing payments etc - dealing with customer 
queries" Female, Age 24, The Benefits Agency. 

Moreover, the fact that these employees worked in large organizations where they are 

likely to consider themselves "small cogs in a large wheel" may reduce the impact 

which they feel their work has. Due to confidentiality, it was not possible to test for 

the effect of working directly with customers using quantitative methods of research, 

but the evidence from the interviews suggests the perceived "impact" of tasks was 

seen as having an effect. Meaningfulness (the perceived value of the task goal or 

purpose) may be seen as being achieved through the clear communication of the 

values and goals of the initiative. The literature, discussed in Chapter Three, 

suggested that the clarification of organizational values was a major characteristic of 

modem empowerment policies and this was confirmed in the respondents' views of 
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their organizations. Indeed, those who perceived their organization as offering vision 

and direction were more likely to have positive feelings towards empowerment. 

However, even if employees believed their organization had a clear strategic 

direction, this does not imply that respondents agreed or identified with their 

organizations' values or that they believed these values were actually being met by 

organizational reality. Indeed, many employees implied in their comments on the 

questionnaires that their organization's commitment to targets and customer 

satisfaction, often lead to staff being ignored: 

"Senior management pressures junior management to produce pleasing statistics for 
the accountants. This cascades down to the lower grades. I agree there must be some 
yardstick - however, the current targets are a nonsense and therefore a time wasting 
exercise. Some targets contradict themselves ego serviceability and jobs/man/day. 
Surely 100% serviceability means no faults (ultimate target) - now try and repair 8 
faults a day!" Male, Age 36, BT 

"organization strongly disagrees with empowerment hence we have many staff who 
are in the same job position for 5 to la years. The management complains we have 
small workload but high staff turnover which makes it look as though workload is 
high!!! When will they foce reality and care for their staff - to prevent the mass 
exodus" Female, Age 29, The Benefits Agency 

The effect of the clarity of their organization's vision and direction appeared to be 

confirmed in the focus groups where employees seemed aware of their organization's 

goals and the wider situations in which their organizations were presently operating. 

For example, the fact that The Benefits Agency was having to meet tighter targets and 

that BT was facing increasing competition in the telecoms market, seemed to be 

widely acknowledged and understood by those interviewed in the respective 

organizations. Vision and Direction correlated significantly with the dependent 

variables, suggesting that those who were aware of the current aims and directions of 

their organizations were more likely to feel positively about empowerment. Whilst 

this was, in some senses, found in the qualitative data, there was some indication that 

the awareness of their organization's position created insecurity in some whilst others 

argued that they did not understand how empowerment fitted in with these values. 

These interviewees seemed to believe that the introduction of empowerment into such 

competitive environments, created "mixed messages": 
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"it was going to be a total change that you were going to be able to see things 
through from beginning to end but then, after a while. it went back to 'you can do that 

but you 've got to make sure you keep to your targets' which just wasn't possible 
really. you can only do one or the other" 

A participant in a Benefits Agency Focus Group 

The dilemma which employees face as a result of understanding their organization'S 

aims and objectives contributes to the debate over human resource techniques and 

employee commitment. Whilst understanding the values of one's organization may 

create an "us and "them" orientation to external competitors (Kelly and Kelly, 1991; 

Provis, 1996), it is unlikely to be transferred into true attitudinal organizational 

commitment due to the fact that employees feel side-lined by the greater priority of 

"customers" and "targets". Other factors that correlated with positive aspects of 

empowerment, were Freedom and Autonomy, and Power, Security and Morale. Both 

the qualitative interviews and the quantitative data appeared to converge on the 

finding that BT offered more freedom and autonomy than The Benefits Agency. BT 

respondents were significantly more likely than their Benefits Agency counterparts to 

perceive that their organization allowed them to be creative and make changes to their 

jobs. Indeed, the focus groups held indicated that employees in The Benefits Agency 

felt restricted by the constraints and targets that governed the way in which they 

worked. Those in BT, however, believed that • .. .for a better life' had merely 

authorised them to work in the way they always had done. 

A difference on this factor of freedom and autonomy is particularly interesting in that 

it contributes to a discussion of socialised personality characteristics. Indeed, those 

who feel they have a lower need for autonomy (Benefits Agency respondents) are 

likely to work in an organization that they perceive as not offering it. Hence, one 

might consider whether such differences in personality characteristics are irmate or 

whether respondents have been socialised by the nature of their role and organization. 

Moreover, the fact that the Benefits Agency respondents perceived their organization 

as offering less freedom and autonomy than BT might seem surprising in that it is The 

Benefits Agency initiative which has incorporated structural changes to the nature of 

employees' jobs. It is likely that, as previously highlighted by the qualitative data, this 

difference is related to the public sector climate within which The Benefits Agency 
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operates and the governing of their work by the Treasury. Whilst, the privatisation of 

BT, and previous changes in management structure (such as "Project Sovereign"), 

may have removed many of the controls and constraints that had previously been a 

problem there. Moreover, the fact that Benefits Agency employees do not see their 

jobs changing to the extent of job re-design in the 'Tavistock sense' and tend to 

associate the structural changes as merely adding to their workload rather than 

increasing their responsibility, may also explain these differences, to some extent. 

Yet, despite these differences, respondents in both organizations felt relatively 

powerless and were similarly likely to perceive low power, security and morale within 

the organization, correlating with negative feelings towards empowerment. This was 

supported by the qualitative interviews which suggested that the redundancies and 

current work climates within which employees were working, made many feel 

stressed and overworked. The inability to control the amount of work they were being 

expected to do, particularly in The Benefits Agency, was seen as exacerbating the 

situation, and for many the idea of empowerment represented just another worry. 

Indeed, employees seem to feel placed in a dilemma whereby they were expected to 

meet increasingly tight targets, over which they had no control, and yet were expected 

to take on more responsibility and take part in empowering activities. As one 

respondent was reported as saying in The Benefits Agency, "If you've got 

discontented staff, you can't expect to bring through new procedures and policies "; 

whilst another interviewee in BT stated that, "At the end of the day we feel 

demoralised, it's soul destroying and that's what makes you feel "Better Life" huh, 

what a waste of time ". Additionally, the fact that one is required to enjoy challenge 

and hard work in The Benefits Agency in order to be interested in empowerment 

further suggests that employees do see empowerment as an increase in workload. 

Kelly and Kelly (1991) argue that participation techniques generally have little or no 

influence on "them and us" attitudes because of the lack of choice, trust, institutional 

support and the unequal status which exists between management and workers. The 

fact that the Unions are being sidelined by these policies and are unable to protect the 

workers from redundancies may reinforce these beliefs that they are unable to fight 
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such policies and hence make little difference to their feelings towards management 

in general. However, one might consider here whether management is perceived as a 

single, unified agent as orthodox labour process theory and classical economics 

suggests. There is evidence, as discussed below, that employees perceive different 

levels of management in different ways and that they are aware of the pressures 

placed on middle management to try and make empowerment work. Indeed, the fact 

that employees could identify differences between the commitment of management at 

different levels suggests that management is not considered by them as a single agent 

and that commitment at some levels is more important to their feelings of 

empowerment than at others. For example in BT it is commitment of immediate 

managers which is considered most salient to feelings of empowerment whilst in The 

Benefits Agency it is the commitment of their Managing Director. Interestingly, 

whilst the commitment of one's managing Director is likely to lead to feelings that 

one is empowered in The Benefits Agency, it also has a negative effect on the belief 

that empowerment is a "good thing". Hence, one might suggest that some respondents 

from this organization, feel empowered in the "senior management" sense of the 

word, but do not believe that it has any benefits to themselves. Perhaps, they are 

relating the word "empowerment" in this sense to the devolution of responsibility and 

increased workloads which accompanied the introduction of the policy laid down by 

Senior Management. 

There was considerable support throughout this research for the literature surrounding 

the importance of management behaviour. In both organizations, participants in the 

focus groups indicated that the support of their managers and their commitment to 

empowerment was central to their own feelings towards empowerment. Moreover, 

there was evidence that those who worked for a particularly empowering manager 

(highlighted in Preston District and Marketing) were more positive about the 

empowerment initiative in general. The importance of management was confirmed by 

questionnaire data which showed that nearly all respondents ranked "line 

management attitudes" as one of the three most important factors regarding whether 

they could be empowered, with over 60% ranking it first or second most important. 

Additionally, as will be expanded upon later in this discussion, in BT the belief that 
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their immediate manager was committed to empowerment was the most important 

predictor of whether respondents considered themselves to be empowered. 

Despite the varied criticisms of management in the qualitative data, particularly the 

inability of managers to "let go" in The Benefits Agency, there was evidence from the 

questionnaire that the majority of respondents saw their manager as behaving in a 

relatively positive way. Indeed, over 50% of all respondents agreed that their manager 

had the respect of staff, felt each member of staff was important, encouraged staff to 

participate in important decisions and encouraged people to speak up when they 

disagreed with a decision, with over 50% disagreeing that their manager made most 

decisions without asking staff for their opinions. Comparisons with wider studies 

outlined in Chapter Eight, suggests that this view of immediate managers is somewhat 

negative (compared to 68% in the 1996 ISR survey) and this might relate to the 

blockages and "dumping" which was attributed to many line managers. The positive 

behaviour of management was found to positively correlate with the dependent 

variables "I consider myself to be empowered" and the belief that empowerment isa 

'good thing', whilst negatively correlating with the dependent variable "I am not 

really interested in being empowered". It is worth remembering here that, despite the 

criticisms of immediate managers in the focus groups, employees seemed aware of 

the job insecurity which faced this middle management level and empathised, to some 

extent, with the dilemmas which their immediate managers faced. 

As regards managers' orientation to the empowerment initiatives themselves, only 

around 50% of respondents reported that they believed management was "committed" 

to empowerment (all significantly correlating in a positive direction with variable "I 

consider myself to be empowered"), with only 48.9% stating that they believed their 

Managing Director was committed to empowerment. However, there is some 

evidence that this result is due to the fact that some employees just did not know how 

their Managing Director felt, or had never even seen him. This might be said to 

account for the significant difference between Payphones and Marketing regarding 

their beliefs that their Managing Director was committed. The centralised nature of 

the Marketing Directorate means that most members of this Directorate work in the 
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same office as the Managing Director and, as previously mentioned, he has recently 

taken over as Director of Marketing as well, suggesting that the heightened contact of 

Marketing respondents with the Director made them more available to accurately 

answer this question. 

Overall, though, the fact that only about half of respondents believed that 

management was committed to empowerment, suggests that employees are sceptical 

about the true attitudes of their managers, a finding that was supported in the 

qualitative data. Many participants in the focus groups felt that their managers were 

only supporting empowerment because they had to and that, particularly in BT they 

were merely "displaying" the right behaviours. This was further illustrated by some of 

the comments made by BT employees on their questionnaires: 

"Managers should have a mind of their own and not just spout the company 
ideas/values etc. because it will benefit them and not the work/orce. Too many take 
the glory for others work. despite claiming to recognise the contribution of others" 

Male, Age 30, BT 

"Empowerment is only benefiCial when management are sincere towards people 
empowered and use it as a means of development and leadership training" 

Male, Age 34, BT 

How do Characteristics of Empowerment Programmes Impact on the Feelings of 
Empowerment amongst Employees? 

Respondents from the two organizations appeared to differ both in terms of the 

participative techniques which they took part in and the extent to which they found 

them empowering. Generally, in The Benefits Agency, respondents were most likely 

to relate feelings of empowerment to activities such as Peer Group Meetings and 

Team Briefings, whilst it was activities such as multi-skilling and Quality 

Improvement Teams which were more salient to empowerment in BT. This would 

appear to reflect the different nature of jobs and human resource background in the 

two organizations. The Benefits Agency work consists mainly of processing claims 

and clerical work with Peer Group meetings necessary in order to discuss "customer" 

claims which are dealt with by different commands. However, the engineering 

background of BT, particularly in Payphones, and the previous TQM initiative -
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"Project Sovereign" which introduced techniques such as Quality Improvement 

Teams, may explain the increased significance which is placed on such techniques in 

this organization. Moreover, multi-skiIIing seems to negatively predict positive 

feelings of empowerment in BT , more information regarding the nature of multi

skiIIing in the engineering based organization, may help to explain this relationship. 

Although in some cases, there were more people who took part in various activities 

than found them empowering, there was no suggestion in the literature that these 

activities were considered more empowering in theory than in practice. This suggests 

that, in general, the employee involvement-type techniques which were being 

introduced, or which had been introduced as part of other initiatives in the past, were 

seen as contributing to feelings of empowerment amongst staff. The one exception to 

this, particularly in The Benefits Agency, was Performance Related Pay. There was 

interesting diversity between the organizations regarding this form of remuneration in 

that, whilst in BT very few received this form of remuneration with 30% considering 

it empowering, the reverse pattern was shown for The Benefits Agency. This 

relationship was echoed in the focus groups, where participants in The Benefits 

Agency were complaining about the tying in of their appraisal scheme to the 

displaying of empowering behaviours. Many stated that they felt that whilst 

empowerment was being introduced into a team based atmosphere, the individual 

payment system caused them to compete with each other. As one Benefits Agency 

employee, who took part in a focus group, complained of the scheme: 

"1 think it's a crazy system that should be abolished, it doesn't create a team 
atmosphere, 1 think it's the one thing that makes people want to work as 

individuals and not as a team, it needs to be got rid of really, it's unfair, it's 
degrading and demoraliSing" 

As regards the correlations of those who took part in these various techniques with the 

dependent variables, an interesting relationship emerges. Those who took part in the 

focus groups commented that suggestion schemes were often disempowering, due to 

the fact that their ideas were never taken seriously. However, participation in such 

schemes correlates significantly with the dependent variable "1 consider myself to be 

empowered" in a positive direction. This may suggest that, although such schemes are 

often demoralising, the opportunity to have a say in how things are done, or even the 
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knowledge that such an opportunity exists, gives people a feeling of empowennent. 

Perhaps this is related to the concept of 'perceived control' or 'global choice' 

(Thomas and Velthouse, 1990), that giving people the "choice" over how they do 

their work, will increase positive feelings towards that work. 

Can We Predict What Makes People Feel Positively About Empowennent? 

The results of the regression analyses conducted, show that the models that emerged 

accounted for a considerable amount of the variance. Although, in the natural 

sciences, an R2 adjusted score of 0.8 might have been expected, models producing a 

score of 0.4, such as some of those presented in this research, when looking at the 

inevitable unpredictability of human nature, are a good indication of validity. Initial 

correlations showed that the three dependent variables were highly inter-related, in 

the directions expected, and this suggests that respondents were answering the 

questions consistently. The models that emerged were, in general, small and simple, 

indicating that there are specific factors from which one can predict whether an 

employee will react positively to empowennent. However, some of the models which 

emerged only accounted for a small amount of the variance and this suggests that 

there are other factors which may account for the prediction of the dependent 

variables. Indeed, the fact that personality was only measured in a somewhat 

rudimentaty way and that some scales had to be removed from the regressions due to 

their low reliabilities expose some of the limitations of this research which may 

account for the inconclusiveness of these predictions. 

Considering Oneseifto be Empowered 

The largest predictor of this model was the belief of respondents that their 

understanding of empowennent matched that of their organization. This places 

interesting light on the area of the contested concept of empowennent. Those who 

feel that their interpretation of empowennent is aligned to that of their organization, 

are more likely to feel empowered. This suggests that organizations may successfully 

be achieving empowennent, as they define it but where other interpretations are taken 

of empowennent, there is an indication that expectations are not being met. That is, 

for example, that those employees in The Benefits Agency, who see empowennent as 
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the devolvement of decision making to the lowest possible level (one of the suggested 

definitions given by the organization itself) will feel empowered if this is what they 

perceive as occurring. However, the suggestion is, because only 36.2% of respondents 

perceived this match of definitions, that several respondents hold differing 

interpretations of empowerment. And, the fact that their expectations are not being 

met, is preventing these employees from feeling empowered. The finding that this 

was also the second most important predictor in both organizations confirms the 

evidence from the focus groups that the differing interpretations of empowerment are 

a major barrier to empowerment in these organizations. 

The second highest predictor of this model was the commitment of respondents' 

immediate boss. This reinforces the importance of management behaviour to feelings 

of empowerment and suggests that true commitment to empowerment is an important 

aspect of management attitudes. This was seen to differ between the two 

organizations, suggesting that the context within which the empowerment programme 

takes place does have an effect on the models of prediction. In The Benefits Agency, 

the actual behaviour of immediate managers was seen as a more important predictor 

of empowerment than their perceived commitment. However, in BT, the commitment 

of respondents' immediate manager was perceived as the most important predictor 

with the behaviour of their managers not emerging as a significant predictor. This 

confirms the evidence collated in the focus groups: employees in The Benefits 

Agency were reported as feeling that, whilst their managers argued that they were 

committed to empowerment, their behaviour, for example the inability to "let go" of 

authority and responsibility, often went against the values of empowerment. 

Meanwhile, in BT, respondents argued that managers were behaving in a relatively 

empowering way but that they doubted many of their line managers actual 

commitment to • ... for a better life'. This was considered salient by employees in BT, 

as their line managers were generally their main point of contact regarding 

information about the company and, most particularly, • .. for a better life '. 

The opportunity for freedom and autonomy in one's work was also considered 

important, particularly in The Benefits Agency where it was the strongest predictor of 
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the belief that one was empowered. The fact that this was not included in the 

prediction model for BT seems to reflect the different intentions of the two initiatives. 

For employees of The Benefits Agency, empowerment was introduced as a change in 

working practices and, for many of those interviewed, it promised an opportunity to 

have more freedom over the way in which they worked. Hence, until these 

expectations are met, it seems unlikely that employees will truly consider themselves 

to be empowered. In contrast, the cultural change which was associated with • .. .for a 

better life' concentrated on behaviour and attitude change, particularly of managers, 

possibly explaining the commitment of one's immediate boss as the most important 

predictor for BT employees. Hence, it seems that whilst the Benefits Agency were 

expecting real changes to be experienced as a result of empowerment, for those in 

BT, it was a more cultural change which was expected, with the commitment of one's 

immediate manager most salient. 

In BT, no personality factors emerged as predictors of the belief that one was 

empowered, yet in The Benefits Agency an internal locus of control was a positive 

predictor of this variable. This suggests that those who feel that they can control their 

environment, are confident enough to take the opportunities, which are gradually, and 

arguably, being introduced into the Benefits Agency culture, allowing them to feel 

more fulfilled and empowered: 

"1 foel very strongly that 1 cannot 'be empowered' only 1 can empower myself What 
management can do is create a climate where 1 foel able to do this. 1 have to say this 
varies according to site and management personalities. For the last year or so 1 have 
been more than happy with my situation but for the two years before that it was a 
case of feeling total frustration" Male, Age 30 

"[ am happier now that there is greater freedom to complete the work in the manner 
which 1 feel is most appropriate rather than follOWing strict 'rules'!! 1 always hated 
that as 1 often thought my way of doing things was as good, or better, than the way 
laid down in the codes" Female, Age 33 

Not Really Interested In Being Empowered 

In the qualitative data collected within both organizations, there was an 

acknowledgement by employees and managers that empowerment was increasing 

responsibility at lower levels of the hierarchy. This would explain the finding that the 
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strongest predictor of this model was a need for achievement. This relationship, that 

those who do not desire to achieve at work are more likely to be disinterested in 

empowerment, is supported by the qualitative data. Managers stated that they 

believed some employees were unwilling to move out of their "comfort zones". This 

personality characteristic was the second strongest predictor' of disinterest in 

empowerment within BT. The absence of this factor in The Benefits Agency may be 

related to the fact that empowerment is generally imposed on these employees and 

therefore, as discussed earlier, is more likely to represent hard work which adds to the 

workload of employees than a choice made on the basis of ambition. 

Interestingly, those who did not attend Peer Group Meetings were more likely to be 

disinterested in being empowered. It is difficult to ascertain whether this is due to 

something integral to the Peer Group Meetings. It might be that those who do not 

attend such meetings possess a personality characteristic that suggests that they are 

disinterested in being empowered. Although, there is no specific evidence of a 

correlation, the fact that individualistic attitudes are also a predictor in this model, 

suggests that this theory may be true. Alternatively, employees who are not interested 

in empowerment may choose not to be involved in these new managerial techniques 

either out of principle or indifference. 

As previously mentioned, membership of a trade union is seen to have an effect on 

empowerment. It was found to predict disinterest in empowerment for the whole 

sample and within The Benefits Agency, but not in BT. The lack of impact of trade 

union membership on employees in BT appears surprising, considering the fact that 

there was higher membership amongst these respondents and the Union should hold 

significance for BT staff in that it still represents its members for pay bargaining at a 

national level. One possible explanation for this finding is that "empowerment" has 

some "left-wing" connotations in its usage across other disciplines, it is a word which 

appears to offer fairness and some amount of power. Indeed, for Boreham and Hall 

(1994) it represents "political unionism". In this sense, then, the fact that BT avoids 

using the term, will mean that the CWU is unlikely to have attacked the word in any 

of its publications to its members, with the criticisms lying with the "better life" label 
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itself. Even those trade union members who associate the word with Human Resource 

Management are likely to experience a certain amount of ambivalence due to its 

alternative usage, and the fact that the rhetoric seems to promise happier staff. 

Meanwhile, in The Benefits Agency, trade union members' primary focus of 

empowerment will be their present management initiative and hence, their disinterest 

lies with this policy itself. Alternatively, one might argue that employees are 

disinterested in empowerment because they believe that their union adequately 

represents their interests. Given the fact that the unions have been unable to prevent 

redundancies in either organization, makes this explanation unlikely, however. 

One interesting predictor that emerges from the analyses conducted by organization, 

is the perception of organizational vision and direction in BT. Within BT the 

perception that their organization is not providing vision and direction, is a predictor 

of disinterest in empowerment. This may have implications for those aspects of 

Thomas and Velthouse (1990)'s model that refer to task significance and 

meaningfulness. If employees are unable to perceive how empowerment could 

contribute to their organization's goals they may have less interest in being involved 

in such a policy. This is further suggested by the qualitative data which reported that 

some members of BT, most particularly in non-customer-facing environments, were 

unable to understand the purpose of ' .. for a better life '. 

The Belief That Empowerment Is A 'Good Thing' 

The question "As you define it, do you consider empowerment to be a good thing?" is 

ambiguous and embodies a number of variant interpretations. However the fact that 

respondents did not all answer "yes" means that there must be some factors which 

define what makes people differ in their perceptions of empowerment and these are 

set out below. Personality variables also appear to play their part in the feeling that 

empowerment is a 'good thing'. The model showed that those who have an internal 

locus of control and a high need for achievement are those who are more likely to be 

positive about empowerment. Interestingly, in The Benefits Agency, customer and 

staff care was the second highest predictor of the belief that empowerment is a • good 

thing'. This would suggest that those who believe that their organization actually 
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values its staff and encourages them to train and learn whilst also valuing their 

customers are more likely to believe that empowerment is being introduced for their 

benefit and, hence, that it is a 'good thing'. There was evidence of such awareness in 

the qualitative data, which found that those employees who could more clearly see the 

impact of empowerment on customers, appeared more positive about the policy. 

The commitment of the Managing Director was found to be a negative predictor of 

this variable for the entire sample and in The Benefits Agency. Hence, employees 

may not think empowerment is a 'Good Thing' if they see their Managing Director as 

committed to it, suggesting some scepticism of management motives. This may be 

due to the fact that, in the present atmosphere of management/worker distrust 

regarding job insecurity, employees will regard the empowerment policy as a more 

strategic, business driver rather than a policy directed at their well-being, if their 

Director is committed to it. 

In BT the predictors derived from the model, for this variable, differed from both that 

of the whole sample and that of The Benefits Agency. Need for achievement, non

participation in multi-skilling, previous exposure to empowerment and organizational 

vision and direction were the predictors of the feeling that empowerment is a 'good 

thing'. Again this suggests that empowerment is not being related to their present 

initiative as the belief that ' .. for a better life' is about empowerment does not rank as 

a factor in this model. As discussed before, the fact that previous exposure is a 

positive predictor of this dependent variable, suggests that respondents are more 

positive about empowerment if they have been exposed to it previously in their 

career. This finding appears to go against the general consensus, which emerged from 

the qualitative data, and indicates that employees may be able to see the benefit of 

previous empowerment prograrmnes on their organization, or that, as previously, 

stated they are using the term loosely, perhaps relating it to single events rather than 

specific empowerment programmes as they are defined in the literature of this thesis. 
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CONCLUSION 

Throughout this discussion, an attempt has been made to interpret both the 

questionnaire and qualitative data, in order to gain a greater understanding of 

empowerment within the two case-study organizations and the wider applicability of 

the findings to modern empowering organizations. Yet, the researcher remains aware 

that there is a need for methodological consciousness when considering the results. 

Whilst the results are not directly comparable neither do they differ to any great 

extent. As Morris and Wood (1991) found, different research instruments will give 

rise to divergent results in some areas, for example they found that in-depth 

interviews revealed "subterranean activity" not detected by survey data. Interestingly, 

much the same is true of this research: the interviews and focus groups unearthed 

more contextual data such as the effects of job insecurity; management blockages; 

and divisive definitions of "empowerment", providing more in depth, and negative 

detail of their organization'S empowerment programme. Although the questionnaires 

were able to corroborate much of these effects, the issue of job insecurity should not 

be ignored purely because it does not arise as a predictor on the regression analyses. 

The fact that it was mentioned by a large number of employees who were interviewed 

and that it seemed to have an effect on the relationship between organizational reality 

and feelings of empowerment, indicates in itself that job insecurity is having a real 

impact on how employees are adapting to the initiative. Moreover, as discussed 

above, there were limitations to the statistical findings and some relationships might 

be better explained by the qualitative research. In essence, then, priority has not been 

given, in this conclusion, to either one set of results or the other, but on the general 

findings which emerge as relevant for these organizations. 

This discussion of the main findings suggests that the contribution of personality 

characteristics to feelings of empowerment is not as significant as one might have 

thought. Although most employees ranked their own personality as the most 

important factor as to whether they could be empowered, it appears that it is aspects 

of the organization, most particularly management, that are the most important 

predictors of empowerment. Although there were some differences regarding 
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perceptions of organizational characteristics and the importance which individuals 

place on these characteristics to determine attitudes towards empowerment and 

although there were some correlations between the dependent variables and various 

biographical and personality characteristics, these tend to be outweighed by the 

effects of organizational reality. This theory is supported, to some extent, by the 

qualitative data that suggested that employees will have a basic disposition to 

empowerment, but that whether this can be exercised depends on the creation of an 

empowering environment by the organization concerned. 

Hence, these findings do not reject the cognitive model of empowerment (Thomas 

and Velthouse, 1990) out of hand, as there are aspects of personality and the 

individual, particularly in BT, which impact directly on interest in being empowered 

and the perception that empowerment is a 'good thing'. Moreover, true "personality", 

in its fundamental sense has not been measured in this research. However, it would 

seem that individual attitudes do have an impact on the ways in which empowerment 

is perceived by employees but that it can not predict the feeling amongst employees 

that they are empowered. Yet, as was established in Chapter Nine, feelings towards 

empowerment in these organizations are relatively positive with the problem 

remaining that very few people actually feel empowered. The responsibility for this, it 

seems, lies with the organizations and their provision of a clear definition, as well as 

the role of their line managers. Additionally, the fact that the prediction models 

differed between the organizations under study, suggests that the effect of 

organizational context, explained to some extent by the qualitative data, is a real one 

in the prediction of empowerment. 

A particularly strong influence on these results appears to be the present industrial 

relations context within which employees are currently working. There are several 

indications that employees are feeling insecure at work due to the recent 

rationalisation programmes and the uncertain futures of both organizations. 

Employees in The Benefits Agency seem afraid of the implications of privatisation, 

whilst the shrinking share of the telecoms market which BT occupies and the possible 

consequences of the proposed merger with MCr, make BT employees' future 
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unpredictable. The marginalisation of the unions regarding HRM techniques and the 

decreasing power of all three unions to prevent job loss; the increasing use of contract 

workers; and unreasonably low pay increases, will add to the fear amongst these 

employees. The introduction of a policy which requires employees to take risks and 

more responsibility into this atmosphere, appears to be heavily influencing 

employees' reactions to their empowerment programmes . 

. Most of the results that are presented here show similar patterns arising from both the 

quantitative and qualitative sources of data. The benefit of using both research 

methods has been to investigate aspects of the individual and differences between the 

organizations over a relatively wide sample but to be able to interpret these results in 

the light of each organization's contextual reality. Yet, the limitations of these 

findings should be acknowledged. By analysing their relationship to context, the 

results can be more easily transferred to represent a true reflection of empowerment 

in modem organizations. The interpretations of this research as a guideline for other 

empowering organizations, and as a basis for its contribution to wider theoretical 

debates, will be considered in the final chapter which follows. 
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CHAPTER TEN: Conclusion 

"To find a form that accommodates the mess, that is the task of the artist now" 
Samuel Beckett 

INTRODUCTION 

The purpose of this final chapter is to interpret the results presented in Chapters 

Seven and Eight, and the conclusions reached in Chapter Nine, into general lessons 

for empowering organizations and in relation to wider theoretical debates. Whilst the 

findings are based on two case-study organizations, the appreciation of their relation 

to context throughout this thesis allows us to consider the broader lessons for those in 

organizations who wish to increase feelings of empowerment amongst their 

employees. There is evidence that, in the organizations studied, just less than half the 

sample of employees presently consider themselves to be empowered and, whilst 

there was some evidence of positive attitudes, the views expressed by employees in 

the focus groups ranged from indifference to outright opposition to the reality of 

empowerment. The indications from this research are that, although attitudes towards 

empowerment are influenced by the individual in terms of personality and 

orientations to work, the feeling that one is empowered is largely related to the way in 

which empowerment is introduced and the support of management to the process. 

That is, although "uncontrollable" factors such as job loss and employees' personal 

characteristics play their part, there are substantial steps that the organizations can 

take to increase feelings of empowerment. 

Empowerment and HRM: "Winning Hearts and Minds" 

It would seem from the results of this research, that empowerment in modem 

organizations is implemented for a variety of reasons. Whilst essentially it has the 

values of Human Resource Management at its core - the treatment of employees as a 

resource to be maximised - it consists of varying levels of structural and cultural 

change. In The Benefits Agency, one might conclude that empowerment represents a 

"harder" side of Human Resource Management, in that it is clearly tied to the 

devolution of work to lower levels and is linked to Performance Related Pay. In BT 
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the initiative is more cultural, aimed at gaining the commitment of the workforce to 

particular behaviours and values devised by senior management. Yet, the "hard" side 

of empowerment is also emphasised by the fact that empowerment is being 

introduced into a context of high job insecurity, suggesting that empowerment is 

being used to mask the contradictions between down-sizing and the development of 

employees. Overall, it aims to gain the commitment (or compliance) of employees to 

the new-look organizations within which they work and to undertake the increased 

workloads which exist after the loss of substantial numbers of the workforce over the 

last decade. 

Neither of these organizations appears to have a clear empowerment policy: the use of 

participative techniques such as team briefings and suggestion schemes was discussed 

and more than half of the entire sample found these activities empowering, but these 

tended to exist before the empowerment initiative was introduced. This appears to 

confirm, to some extent, the "waves metaphor" of Watson (1986) who suggests that 

employee involvement initiatives overlap and collide. Indeed, the fact that these 

activities were considered to add to feelings of empowerment suggests that such 

waves of techniques may be ultimately beneficial to the organizations themselves. 

That is, by bringing in new managerial initiatives and basing them around pre-existing 

procedures could, supposedly, re-energise the workforce without any additional 

investment or action by senior management. Whilst both organizations trained their 

staff on the topic of empowerment and passed down communications on the new 

initiative, the detail of what empowerment 'is' remains ambiguous. If one applies 

empowerment to the employee involvement escalator (Marchington et aI, 1992), the 

two case-studies discussed here suggest that modern empowerment policies sit firmly 

on the bottom steps. Empowerment does appear to involve an emphasis on 

information and communication, but even "consultation" is unlikely. Whilst the 

organizations under study would suggest that they do consult their staff, the 

employees who were questioned, noted the superficiality with which their suggestions 

were treated: 

"Let the workers be heard before making important decisions - I feel that, after team 
briefs, comments made by engineers are lost by the time they get to top management" 

Male, Age 47, BT 
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"In this organization I believe management have already 'made' decisions and then 
ask stafffor their views as an afterthought so when staff complain about a decision 
we are told 'well you were all asked for your views' - this is wrong!!!" 

Female, Age 22, The Benefits Agency 

In essence, empowennent might be seen as merely a symbolic representation (Storey, 

1992) ofa way of working which employees and managers are expected to adopt for 

the long tenn benefit of themselves and the company, with an absence of any 

substantive changes to jobs that may increase employee well-being. 

Literature surrounding issues of corporate culture suggest that the use of symbolism to 

manipulate the social aspects of work is being increasingly adopted in modem 

organizations (Hopfl et ai, 1992). The intention, it would seem, is to attract the 

support of employees through the use of policies which verge on the evangelistic. 

Ackers and Preston (1995), in their discussion of the similarity between management 

development programmes and religion, found many similar reactions to those 

discussed in Chapter Seven. The traumatic experience felt by some managers during 

their training and the fact that many employees felt "fired up at the time" but found 

that this enthusiasm faded once they were presented with the mundane reality of 

organizational life, mirrors the reactions of many of the managers in Ackers and 

Preston's research. This, the authors related to the temporary "ecstatic" effect of 

evangelists, "just as after every Billy Graham rally, thousands return to their old 

ways" (1995: 29). Indeed, there is evidence from the management literature that such 

symbolism does not successfully mask the fact that often, as is largely the case in BT, 

nothing has really changed, "in consciously seeking to manage a change of culture, 

senior managers had manipulated some symbols to signify a new order, but these 

were insufficient to counterbalance the range of signs which persuaded the sceptical 

that things were pretty much the same" (Storey, 1992: 20 I). Indeed, there was 

evidence from some of the comments made on the questionnaires, that employees are 

seeing straight through this symbolism to the darker side of empowennent: 

"Empowerment in BT is a political term that will allow some senior managers to 
claim great success and probably a huge finanCial bonus for changing nothing at 
great expense. File under other failed schemes - TQM; Top Telco 90; Involving 
Everyone" Male, Age 32, BT 

412 



"empowerment is for the most just a trendy management buzzword" 
Male, Age 37, BT 

Even if changes are occumng, psychological theories of attribution require 

individuals to believe that they chose to take part in these changes before their values 

or attitudes are altered (Salancik, 1982; Frey and Wicklund, 1978). Yet, in both 

organizations, the top-down, non-negotiable way in which the policies were 

introduced, and the failure of the unions to be consulted in any depth, has caused 

some employees to be cynical about the initiatives' motives. Again this was reflected 

in comments made by employees in their questionnaires: 

"Empowerment is a word bandied about by the management to make us feel like we 
have some control over decisions, the above activities are all 'PR' stunts they are not 
geared really towards empowerment, they are just the niceties to make us think that 
our opinion counts" Female, Age 26, The Benefits Agency 

"/ believe our company thinks they are committed to empowerment but do not really 
know what it is. I also think the word 'empowerment' is just a buzz word for the 
nineties to make lower staff feel better about their own position while managers just 
push more and more work down the hill" Male, Age 25, The Benefits Agency 

Indeed, although the management rhetoric suggests that participation in 

empowerment is voluntary, the threat of further job losses and the fact that in The 

Benefits Agency, empowerment is tied in to the performance appraisal system, makes 

the voluntariness of participation highly debatable. 

As has been found in previous studies of HRM policies (Guest, 1989; Storey, 1992; 

Legge, 1995), there was considerable evidence that the unions had been marginalised 

by the organizations' involvement initiatives. Whilst the public sector unions - CPSA 

and PTC took a position of "sceptical engagement" on such policies, there was little 

evidence that the unions were having much effect in stopping the intensification of 

work which many Benefits Agency employees complained of. Employees tended not 

to know how the unions felt about the initiatives and managers stated that no 

objections had been made. Yet, despite this relative silence on issues of HRM and 

empowerment, the unions in both organizations continued to have a larger say on 

traditional industrial relations issues such as pay and job losses, although even here 
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their power was restricted to essentially making the best of circwnstances imposed by 

management. For instance the public sector unions despite opposing Performance 

Related Pay, have only succeeded in negotiating a fairer system of appraisal and even 

then employees still insist that the system is unfair and divisive. Moreover, the CWU 

(then the NCU and the UCW) could not prevent the major rationalisation programmes 

instigated by BT in the early 1990s but did succeed in negotiating that none of these 

redundancies were compulsory. Hence, whilst industrial relations still continues at the 

national level, there is evidence that the unions are being side-lined more locally. This 

refutes suggestions by Fairbrother (1996) that unions in The Benefits Agency were 

becoming more active at this level. This dualistic structure (Storey, 1992) of 

industrial relations reflects the expectations which employees have of different levels 

of participation. Hepse and Wall (1976) found that distant participation (i.e. top 

management) was least desired by employees in their sample of 1000 employees from 

a variety of organizations and sectors. Overall the consensus was that at the top 

management decision-making level "the preferred mode of influence was through 

representation - typically through representatives elected by the members of the 

organization, though where matters concerning pay and work conditions are involved 

trade union affiliated representation appears to be the most acceptable" (1976:420). 

Hence, empowerment, as has been the case with other HRM techniques, promotes a 

twin-track approach to unionism with the new initiative being directed at lower levels 

of employee involvement, targeting the individual whilst higher level involvement 

remains collective. Yet, in both cases, there are suggestions this involvement is 

increasingly superficial. 

Legge argues in her book "HRM: Rhetorics and Realities" that espoused policy 

usually does not reflect the organizational reality, due to a nwnber of factors which 

will be discussed later. However, before one can evaluate this distinction between 

rhetoric and reality, it should be considered whether the espoused policy is ever 

intended by senior management to become reality. Indeed, the rhetoric of employee 

well-being and development is certainly hard for the employees in this research to 

reconcile with parallel policies of cost cutting and down-sizing. The real intentions of 

management, it would seem, are to promote a more unitarist structure, gaining the 
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commitment of employees, in order to remain competitive and reflect internal 

tensions outwards to competitors in the industry. Indeed, Storey (1992) and others' 

talk of 'smokescreens', 'masks' and 'symbols', suggest that the management rhetoric 

remains ambiguous and aspirational, promising beneficial outcomes for employees, 

purely to gain commitment and conversion (Noon, 1992) rather than because it 

represents revolutionary change. Yet, there is strong evidence presented here that the 

use of ambiguous terms and the evangelical connotations which the policies contain, 

are actually a blockage to the success of empowerment on the shop floor. The fact 

that empowerment has emerged through this, and other, research as a contested 

concept, presents organizations with the opportunity to use such a term to create 

instant ambiguity. The four, divergent definitions of the term given by the Oxford 

English Dictionary and the use of the term across different disciplines, suggests that it 

is essentially a word from which opposing definitions can be generated. Yet, whilst 

organizations appear to be using such ambiguity to generate commitment, there is 

evidence that it is having an opposite effect in BT and The Benefits Agency. Overall, 

the strongest predictor of whether employees considered themselves to be 

empowered, was whether they felt that their understanding of empowerment matched 

that of their organization, and yet only 36.2% of respondents felt that this was the 

case. Moreover, the fact that The Benefits Agency has chosen not to give a single 

definition of 'empowerment' suggests that the ambiguity of the term has allowed 

conflicting definitions and expectations to survive. Whilst The Benefits Agency 

argues that a 'healthy debate' is promoted through this lack of definition, the research 

shows that, instead, employees and managers are wary and unsure what is expected of 

them. However, even then it is suggested that empowerment will create false 

expectations due to the differing interpretations which employees bring to work. 

Indeed, the review of empowerment across non-management disciplines suggested 

that, in other circumstances, empowerment represents an overcoming of oppression 

and a removal of issues of power and status. 

Future research might consider in more depth the experiences and exposure which 

employees draw on to derive their interpretations of empowerment, investigating to 

what extent these have an effect on individual's satisfaction with the initiative. But, it 
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is suggested here, on the basis of the research, that managers are misguided in their 

expropriation of left-wing terminology and utopian language. By using such terms to 

"symbolise" their change of culture, organizations like The Benefits Agency are in 

danger of creating expectations of the policy which they simply can not meet. As 

Willmott writes, "in the absence of a major shift in power relations, it is probable that 

'empowerment' will be experienced and assessed as a patronising act of false charity 

bestowed upon employees" (1995: 93). Indeed, there appeared to be some feeling that 

the differences in definitions were causing tension between managers and employees, 

because of their divergent expectations of the initiative and the belief that these were 

not being met on either side. The results presented in this thesis suggest that 

respondents from The Benefits Agency were expecting changes in the freedom and 

autonomy with which they could complete their work, with this variable being the 

single most important predictor of feelings of empowerment. The fact that many felt 

that this was not occurring, with the devolution of work and increased job pressures 

being more identifiable by employees, suggests that umnatched expectations were 

preventing feelings of empowerment being experienced amongst non-managerial 

staff Additionally, the relationship between organizational vision and direction and 

empowerment in BT, highlighted the more cultural change which was expected there. 

The fact that true commitment to this cultural change amongst immediate 

management remained rare in the eyes of employees suggests that here too 

expectations were not being met. 

The decision not to use the term 'empowerment' in BT in association with the ' .. for a 

better life' initiative, appears to have arisen from similar problems, to those presently 

found in The Benefits Agency, in the past. The wisdom of this decision was 

highlighted in the reactions of one BT respondent to the word 'empowerment': 

"I don '( understand what empowerment is in BT. It is not a term I have used in work 
aT heard used by others. As it sounds American, would tend to avoid it ". 

Yet, despite the fact that BT avoid the term "empowerment", it is interesting in that 

the glitzy way in which the policy has been introduced appears to mirror the 

evangelical, utopian messages associated with the less "packaged" Benefits Agency 

416 



initiative. Hence, although BT avoid some of the naked ambiguity of the term 

"empowerment" by choosing the label ' .. for a better life' , the 'pop-management' 

techniques adopted by the organization still create an evangelical feel to the 

programme, resembling the post-modernist "hyper-real" (Baudrillard, 1981, 1983) 

and it still begs the question "A better life for whom?". Indeed, the fact that the 

publicised behaviours were directed at the customer has led to some employees, who 

do not work in customer facing environments, failing to perceive the impact of the 

policy. Hence it would seem that, whilst promoting an ambiguous policy, creates 

confusion, the adoption of targeted behaviours can mean that some people feel 

excluded. Moreover, there is a need to maintain a consistency of messages if the 

"symbolism" which organizations choose to use is to have the desired effect. In BT, 

the lack of momentum and consistency was evident in Marketing, where an apathetic 

Director and the presence of a consultant, who was perceived as working against the 

values of ' .. for a better life', had diluted the messages received. 

Having painted a somewhat dark picture of empowerment in these two organizations, 

there is considerable merit in acknowledging that there were some employees and 

managers interviewed who were hopeful about the future of the policy. Indeed, the 

fact that over a third of respondents believed their understanding of empowerment 

matched that of their organization could in itself be interpreted as encouraging. BT 

and The Benefits Agency may well take heart from the fact that the message of 

empowerment has got through to their employees at all when one considers the 

confusion surrounding the term in general and their historical command and control 

structures. Thus, it should be noted that whilst the balance of employee attitudes 

remain negative to empowerment, there is evidence that some headway is being 

made. 

Yet, overall it does appear that the ambiguity which characterises empowerment 

allows management to take an "off the shelf' concept and apply it to their own 

organisational needs. Therefore, empowerment is a floating concept which means 

different things in different organisations and, further, means different things to 

different people within those organisations. Both management and employees 
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interpret empowerment from their own viewpoints to suit their own needs and build 

up expectations of what the programme will bring. For management, empowerment 

promises a more committed and involved workforce who are willing to take 

responsibility at lower levels, whilst for employees empowerment pledges autonomy 

and the ability to move to a more equitable position within their organisation. The 

failure of these expectations to rarely share either similar intentions or goals means 

that the psychological contract between manager and worker could fail, provoking 

feelings of distrust on both sides (Fox, 1974). This acknowledgement that actors 

within the organizations take their own definitions of empowerment from an 

essentially ambiguous concept, highlights the variation of attitudes and values which 

individuals bring to the workplace. Yet, Provis (1996) suggests that new management 

techniques such as empowerment are based on unitarist assumptions, "that every 

work organisation is an integrated and harmonious whole existing for a common 

purpose" (Famham & Pimlott, 1990:4). Hence, these policies are being introduced 

with the assumption that everyone holds similar interests and values within the 

organization. Not only does this not account for differences between management and 

employees, which were clearly visible throughout the organizations being studied, but 

also differences amongst employees and managers. Indeed, rather than the assumption 

of orthodox labour process theory and classical economics that management is a 

single, unified agent, united behind policies such as empowerment; or the assumption 

of pure cognitive or behavioural psychology that all employees will react in similar 

ways to the same stimuli such as empowering practices, this research suggests that the 

impact of social factors on all the actors within organizations brings differing 

reactions and hence this challenges the unitary assumption on which the initiative was 

designed. 

Management as a unified agent? 

The research showed that the role of management in empowerment is central to 

feelings of empowerment and particularly to whether people actually feel empowered. 

This suggests that, even if organizations are able to address problems relating to 

interest and the merits of empowerment, the role of management may still prevent 

empowerment from being felt on the 'shop floor'. However. there was evidence that 
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employees are able to distinguish differences between the commitment of different 

strata of management, and that it is the role of the immediate manager which 

respondents perceive as particularly important. Despite this, employees seemed aware 

that the behaviour of different managers was inter-dependant: 

"I currently work in an office where the senior manager would not let the staff 
fart without permission if she could prevent it. As my immediate manager is a total 
jellyfish I cannot see this changing. .. Female, Age 30, BT 

In The Benefits Agency, it seems that managers, rather than being categorised by 

strata, are distinguished depending on their adherence to 'old-school' beliefs. Many 

Benefits Agency employees commented on this in their questionnaires: 

"it depends upon who your line manager is, some are very good at it, but others who 
have been there for years are still set in their w.rys and often only pass the rubbish 
down" Female, Age 32, The Benefits Agency 

"old-style management ideas by the bosses need to be replaced wilh a new outlook" 
Female, Age 24, The Benefits Agency 

This feeling, that managers are actively blocking empowerment in this organization, 

is reflected in the finding that it is the behaviour of immediate managers, rather than 

their commitment to empowerment, which emerges as a stronger predictor of 

employees feeling empowered in The Benefits Agency. One recommendation, 

suggested by Sykes (1996) is that those managers who "after due support and 

development, still fail to demonstrate empowering leadership" (1996: 37), should be 

removed. Whilst this appears to be a drastic step, there are indications that the 

organizations concerned have already considered such a move. One manager in BT 

was reported as saying in Chapter Seven, that those managers who did not adopt 

empowering behaviours were likely to feel increasingly isolated, whilst another talked 

of 'old school' managers who had since 'left' the company. In the Benefits Agency, 

one manager stated that managers will be forced to toe the empowerment line or risk 

losing their jobs: 

"I don 'I think some of them are going to be given any choice because if they don't do 
it, it's going to have a detrimental effect on the whole District, if you're not part of 

the solution, you're not playing" 
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However, it is likely that this option will merely lead to middle managers resisting 

empowerment in more covert ways and increase the feelings of insecurity that have 

accompanied empowerment policies. Moreover, rather than blaming middle managers 

for the problems of empowerment, the organizations might consider, as Mark Fenton 

O'Creevy (1996) has suggested, that their resistance is merely a reaction to 

constraints at higher levels, which prevent them from displaying 'empowering' 

behaviour. Hence, the resistance of management may merely be a symptom of the 

failure of many organizations to actually change their structures in order to facilitate 

empowerment fully. The research presented here suggests that employees felt some 

empathy for their immediate managers even though there was a certain amount of 

resentment towards their protective behaviour. In BT, employees seemed to be 

particularly aware that their line managers were in a position where they had to 

present a united management front, despite their varying opiuions of the policy. Yet 

many employees questioned the sincerity of the schemes at the more senior levels. 

There was also a suggestion in the research that because managers were left to pass 

the messages of empowerment and ' .. for a better life' down to their team, a resistant 

manager may mean that these messages are not getting through. Indeed, as Pickard 

(1993) found at Ciba, the empowerment message differed between both operating 

units and individual teams. Overall, it seems that what is required in the workplace, is 

a consistency of both management attitudes and behaviours, particularly at the level 

of the immediate manager, whom it seems is a central focal point of employee 

empowerment. It is suggested that rather than this being achieved through the removal 

of resistant managers or the 'scapegoating' of middle management, it is the role of the 

organization to reassure and direct managers into performing in an empowering way 

and to allow them to air their reservations, so that they can be addressed openly. If 

open and honest communications are not implemented, it appears that managers will 

continue to "act" out their compliance to empowerment whilst actively resisting any 

part of the initiative which threatens their jobs or, as Legge writes, ''the policy may be 

diluted unintentionally through acts of omission rather than commission" (1995:60). 

If managers continue to present a committed face to top management, the stress of 
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whether the continuous acting of managers could lead to even deeper cynicism about 

the initiative and the policy as a whole: "does the process of acting out a part at odds 

with perceptions of reality, merely enhance cynicism and, paradoxically, a deeper 

rejection of the newly proselytised values?" (1995:202). Additionally, as has been 

shown in this research, employees will see through the facade, possibly lessening their 

commitment also. As Provis writes, "one can pretend to choose certain values, but 

that is different, and unlikely to be effective,: mixed messages are likely if managers 

advocate different values from the ones they really embrace, since communication 

'leakage' is likely about their real values" (1996: 481). 

In conclusion, much of the HRM literature has focused on the gap between rhetoric 

and reality in relation to employee commitment (Legge, 1995) often with the 

unconscious assumption that management is united behind the new initiatives. 

Alternatively popular management literature has tended to conceptualise middle 

managers as the 'frozen layer', blocking management appeals to the shopfloor. This 

research suggests that, while there may be some truth in the latter view, the perceived 

threats to their future livelihood mean that, for middle managers, the 'logic of the 

situation' makes it hard for them to embrace empowerment at any more than a surface 

level. This area appears to be fertile ground for future research in that the different 

strata of management appear to react to empowerment and affect others' feelings of 

empowerment in contrasting ways. Further investigation could consider this in more 

detail through detailed analysis of management views and their impact on staff. 

Investigating more conclusively why it is that senior management support has 

negative effects on feelings of employee empowerment whilst immediate 

management has the opposite impact 

An "Empowered" Personality? 

The research presented here suggests that, whilst empowerment does not appear to be 

as reliant on an individual's personality characteristics as rankings of respondents and 

those interviewed predicted, there is still some effect. The fact that orientations to 

work were seen as having an effect on the relationship between organizational 

characteristics and feelings of empowerment, most particularly interest in 
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empowennent, suggests that the nature of the individual is a crucial aspect of the 

empowennent process. Lack of interest in empowennent also appears to be directly 

influenced by aspects of personality such as locus of control and individualism. 

Moreover, in BT a high need for achievement is most likely to predict this feeling that 

empowennent is a 'Good Thing'. Hence, it seems that personality characteristics do 

help to predict feelings of empowennent, particularly in BT where it has been 

sunnised that respondents were responding to the dependent variables in relation to a 

more abstract concept. 

However, whether the discovery of such relationships can actually help organizations 

change or develop their empowennent programmes is, to a large extent, dependent on 

one's view of personality. If one sees personality as an innate and unalterable 

characteristic of a person then organizations can do little but accept that all people are 

different and adjust their policies accordingly. For example, individualistic 

personalities prefer to work alone and to be judged on their merits independently from 

that of their team and may resist empowennent because of its association with 

teamwork. Perhaps such individuals could be set specific tasks that involve them 

achieving something in their own right rather than being set tasks where they rely on 

other group or team members. Those who gained low scores on the factor "Desire for 

Challenge and Hard Work" will be individuals who do not have a desire to improve 

on their past perfonnances and who do not wish to take personal ownership of tasks. 

For these people, empowennent is not perceived as a 'Good Thing' because it 

involves increased workloads and an individual responsibility to take on challenging 

tasks. Managers might most effectively assess these individuals' capabilities to 

complete a task and, rather than failing to devolve any tasks to such people, the level 

and complexity of the task should be suited to that person. As one BT employee 

stated: 

"Most employees would welcome well defined lines to be drawn telling them where 
their "empowerment" (responsibility) starts and finishes. Most people would have 
experiences of making a decision and then being reprimanded for their trouble. 
Decisions should be made by people who are paid to do it (management) " 

Male,Age 47, BT 
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It is the role of the manager to encourage such individuals to participate and to 

reassure them of the importance of their participation by rewarding and recognising 

their contribution. Finally, respondents with a low need for achievement will be 

concerned with security and status rather than personal achievement. They will need 

reassurance that empowerment will not affect their position in the organization and 

yet could be encouraged, to take tasks on for the good of their future security rather 

than their personal development. 

If, however, one accepts that personality can be affected by contextual factors, the 

role of the manager must be to identifY the external, contextual factors that are 

affecting individuals' perceptions and aim to adapt their personalities to the new 

empowering environment. For example, those who avoid responsibility may do so 

because of a fear that they will be reprimanded for their mistakes. Indeed, the 

suggestion that this fear is a real one amongst employees was highlighted both in the 

qualitative research and by the additional comments made by employees on the 

questionnaires: 

"Can be encouraged to take a risk but, when you do, you are asked to explain your 
actions and it sometimes undermines the authority you have. Especially if you have to 
make a decision there and then. " Female, Age 32, BT 

"There is no point having empowerment if any actions taken! decisions made, are 
held against you by your superiors. If the lower grades are to be empowered 
then the higher grades must listen and not bear grudges if decisions/ ideas do not 

agree with them" Female, Age 27, The Benefits Agency 

Another example might be, that the displaying of empowering behaviour should be 

more tied in to rewards and recognition, so that those who have an external locus of 

control can more easily see the salience of their behaviour to instrumental changes. 

There was an indication in the qualitative data that current appraisal schemes within 

the two companies under study are not succeeding in presenting a clear relationship 

between empowerment and recognition. There seems to be a feeling amongst 

employees that the appraisal system in The Benefits Agency, where PRP was far more 

common than in BT, is unfair and works against the ethos of empowerment. One 
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employee suggested in a Benefits Agency focus group that you have to fight for the 

recognition that you are taking on extra tasks: 

"we were arguing some points and she (the line manager) said '1 see what you're 
saying and 1 fully agree with you but 1 don't really know what justifies a ranking 

higher than this one, so 1 think 1 'Illeave it as it is'" 

Whilst others argued that managers choose a few 'favourites' to take part in activities, 

leaving the others to do the work who then have no opportunity to empower 

themselves: 

"Empowerment has led to a lot of people being overworked in my office while others 
swan around showing off, taking part infancy meetings which achieve nothing 
of any importance" Male, Age 32, The Benefits Agency 

Hence, it seems that, as well as managers needing to thank and recognise staff 

participation, the wider appraisal systems must be adapted so that there is both a 

clearer relationship between empowerment and reward, and a fairer system that 

allows all employees an equal opportunity to take part. Overall, then, the research 

indicates that individual attitudes and personality attributes will affect people's 

attitudes to empowerment and, hence, organizations can not ignore the personal 

attributes of employees by assuming that there are those, who as Sheridan suggested, 

will always do less than is expected of them. Even if personality characteristics are 

considered innate and unalterable, it remains the role of the organization, and 

individual managers, to adapt empowerment to suit them. Moreover, if one sees 

contextual factors as able to socialize aspects of personality then there are several 

issues, particularly of recognition and a blame-free culture, that should be 

recommended as actions to be undertaken. 

As well as differing on individual personality characteristics, this research also 

suggested that employees had developed different orientations to work, and that these 

were affecting the attributions which people were making to the empowerment 

process. Interestingly, however, despite the fact that respondents from the two 

organizations differed in terms of biographical characteristics such as gender 

composition and earning status, and undertook diverse tasks in the course of their 
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jobs, their reactions to empowennent were remarkably similar. This suggests that 

factors outside of the individual were more likely to influence feelings of 

empowennent. The qualitative data showed quite conclusively that many employees 

were reacting to the job insecurity which they were feeling by taking a more 

instrumental attitude to work and by expressing more interest in pay and job security 

than empowennent. This may account for the seemingly high percentage, of just less 

than a fifth of respondents, who were not interested in being empowered. Greenhalgh 

and Sutton (1991) suggested that in situations of job insecurity, trust between 

colleagues diminishes, and this was illustrated by the comments of one participant in 

a BT Focus Group: 

"it's getting to the stage where instead of having a nice team where everybody looks 
after each other, it's a case of dog eat dog now, you know, it's getting to the stage 

that when you see a job advertised and your mate's looking for a job as well, you'll 
hide the Job News from him, you know" 

The number of people who stated that they would continue to take a paid job in 

response to the "lottery" question, were surprisingly low in comparison to previous 

studies and this further suggests that employees were showing less commitment to 

work than previous samples. Whether this finding is characteristic of modem 

organizations due to the disilIusiomnent caused by the recession of the early 1990s or 

is more indicative of the two organizations under study, may be considered by further 

research. However, the qualitative data does suggest that employees are feeling 

stressed and over-worked, and that this is affecting the enthusiasm with which they 

are greeting empowennent policies. 

Union membership did emerge as a factor which affected interest in empowennent. 

This result is interesting in that it can be considered whether these negative feelings 

of empowennent are as a result of union influences, or whether the dissatisfaction 

with management (Guest and Dewe. 1988) and working conditions (Maxey and 

Mohnnan, 1980) which caused union membership in the first place affects 

orientations to the new management initiatives. It is suggested here, that both of these 

factors may affect employee perceptions. Indeed, the fact that the unions concerned, 

took a position of sceptical engagement as regards empowennent suggests that this 
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approach may have had an affect on attributions. The question of whether one can be 

both committed to one's union and one's organization simultaneously emerges here. 

Coopey and Hartley (1991) suggest that trade union membership does not always 

damage organizational perfonnance or commitment in that active unionists are often 

staunchly loyal to their organization. However, the tension which has been created in 

these organizations by the side-lining and devolution of the unions in two traditionally 

highly unionised organizations, may explain the absence of dual commitment which 

is suggested by these results. 

Overall, then, there were differences between individuals as regards their interest in 

and attitudes towards empowennent, and these were governed both by aspects of 

personality and orientations to work, yet these characteristics appeared not to have 

much affect on the belief that one is empowered. This finding may be related to the 

rather rudimentary way in which "personality" was measured with the absence of 

many traits such as extraversion and it is suggested that other aspects of personality 

are considered in future research. However, despite this, it does appear that there is a 

distinction between wanting to be empowered and actually feeling that one is 

empowered and that, whilst the fonner is related to aspects of the individual, the latter 

remains reliant on organizational context, empowennent itself and the effectiveness 

of its implementation by management. 

CONCLUSION: A Crisis of Expectations? 

This thesis began by considering whether there might be some individuals who were 

more likely to react positively to empowennent than others, based on the possible 

effects of personality and socially detennined orientations to work on attitudes to 

organizational characteristics and the relationship between perceived organizational 

reality and attitudes to empowennent. Whilst this emerged as the case in both the 

qualitative and quantitative research conducted, the results showed that, overall, 

feelings of empowennent were detennined less by individual attitudes and more by 

issues surrounding the process of empowennent itself and the organizational context 

within which it was introduced The fact that the effect of the individual is seen to be 

outweighed by contingent factors, suggests that empowennent is not a purely 
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cognitive process which exists in isolation from the wider world. There was much 

evidence to suggest that one's reaction to empowennent may be more socially 

detennined. For example, union membership was seen to have an effect on the 

attributions which employees make about empowennent. Additionally job insecurity 

was found to affect strongly the way in which employees talked about their 

organization's empowennent initiative. Moreover, the fact that recent redundancies 

and the uncertain future of both organizations were influencing people's attitudes to 

work by increasing the importance they placed on pay and job security, meant that for 

many taking on extra work for no extra pay was the antithesis of the culture which 

they desired. 

More centrally, there seemed to be a general problem regarding the actual substance 

of these empowennent programmes, as has been more widely found in research into 

other employee involvement techniques (Marchington et ai, 1992}.Neither company 

in this research appeared to have re-designed jobs in the sense that the Quality of 

Working Life school endorsed, that is in any way which transfonned the working 

experience for employees. Instead, empowennent was associated with increased 

workloads and devolved responsibility, with blame rather than authority being passed 

down to the non-managerial level. In this sense, then empowennent may be seen as 

little more than a fonn of post-modernist discourse which masks the "harder" side of 

human resourcing techniques with a utopian tenn which provides empty promises of 

liberation and equality. The introduction of empowennent, into a society of 

organizations which are characterised by fewer staff, increasing competitive 

pressures, and a more individualistic style of management, appears to be a 

contradiction in itself, characterised as it is in these organizations, by more work and 

increased pressure to meet targets. In this sense, it seems the question must be - can 

empowennent ever be more than management rhetoric in the present organizational 

climate of insecurity and competitiveness? Indeed, can organizations ever gain the 

commitment of employees in such situations, where employees are fearful and often 

"too busy" to even consider taking on new tasks. However, despite these fundamental 

problems surrounding empowennent, there still appear to be several things which 

organizations can do to improve feelings of empowennent amongst their employees. 
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The role of management emerges as crucial to the success of empowerment on the 

'shop floor'. Managers must not only be committed to empowerment, but must also 

behave in an empowering way. Whilst it is easy to blame middle managers for 

resisting empowerment, it is suggested here that organizations should also consider 

the effect of more seuior management, and organizational procedures, and whether 

the roots of management resistance might be found there. Whilst the organizational 

context of red tape and targets is difficult to overcome, organizations must strive to 

improve their efficiency through the removal of any unnecessary forms and 

procedures which prevent employees having control over their job, and hence feeling 

empowered. Moreover, at the level of the individual, organizations must recognize 

that all employees will react to empowerment in different ways. Rather than removing 

those employees who seem to resist empowerment, there must be a recognition that 

employees can be motivated through a deeper understanding of their individual 

attitudes and their orientations to work, adapting empowerment procedures 

accordingly. 

In conclusion, there is a need for organizations to recognize that empowerment is an 

entirely new approach which requires consistency and support at all levels. To 

succeed, empowerment must not merely exist as management rhetoric but must have 

true substance, involving changes in organizational structure; culture and climate; 

procedure; and management roles and attitudes. It seems that currently organizations 

are attempting to change the attitudes of staff without seriously tackling wider issues 

such as pay, security, promotion prospects, management behaviour, and aspects of the 

individual which, it has been clearly found here, ultimately affect their ability to "feel 

good" about their work Moreover, this appears to result in employees who feel 

relatively positive about the empowerment process in theory but who are disappointed 

and disillusioned by the orgauizational reality with the consequence that less than half 

of those questioned feel empowered. Hence, this research challenges the assertion 

that the vagueness of Human Resource policies are their strength (Keenoy and 

Anthony, 1992) and concludes that, if senior management continue to introduce 

policies based around ambiguity, in the belief that such symbolism can harness 
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commitment, they will remain hampered by confused, disillusioned and distrustful 

staff let down by unfulfilled promises and umnatched expectations. 

However, it would be a betrayal of the many different, sometimes contradictory, 

findings in this research to end on such a depressing tone. Despite the fact that, on 

balance, expressed attitudes to empowerment were largely negative there are certainly 

windows of encouragement which suggest that empowerment is having some positive 

impact Indeed, considering the wider industrial context within which these 

organizations operate and the historically bureaucratic nature of their management 

style, any feelings of empowerment must be seen optimistically. Most particularly 

perhaps, the fact that nearly half of the respondents considered themselves to be 

empowered suggests that those factors which were seen to predict this feeling, such as 

management style and organizational culture and climate, are having some real 

effects on the shop floor. Hence, it is mith a mixture of caution and optimism that we 

can look to the future for although, as suggested above, there is much still left to do if 

empowerment is to be widely considered as any more than management rhetoric, 

there is evidence that for some empowerment is already becoming a reality. 

429 



REFERENCES 

AbduIlab, T.A. & Zeidenstein, S.A. (1982) Village Women Of Bangladesh: 
Prospects For Change. Pergamon: Oxford. 

Ackers, P. (1994) "Colliery Deputies in the British Coal Industry before 
Nationalisation" International Review of Social History, 39, 383- 414. 

Ackers, P.; Marcbington, M.; Wilkinson, A. & Goodman, J. (1992) "The use of 
cycles? explaining employee involvement in the 1990s" Industrial Relations 
Journal, 23(4),268-283. 

Ackers, P. & Preston, D. (1995) "A case study of the ethics and efficacy of the 
conversion experience in a Management Development programme" 
Loughborough University Business School Research Series: No. 1995: 5. 

Adler, M.A. (1993) "Gender differences injob autonomy: the consequences of 
occupational segregation and authority position" The Sociological Ouarterly, 34(3). 
449-465. 

AI-Haj, M. (1995) Education, Empowerment and Control: The Case of The Arabs In 
Israel. State University of New York Press: Albany. 

Andrews, G. (1994) "Mistrust: The hidden obstacle to empowerment" HR Magazine, 
39(9) 

Andrisani, P..J. & Nestel, G. (1976) "Internal-external control as contributor to and 
outcome of work experience" Journal of Applied Psychology, 61(2), 156-165. 

Ang, K.B.; Gob, C.T. & Kob, H.C. (1993) "The impact of age on the job satisfaction 
of accountants" Personoe! Review, 22(1), 31-39. 

Anon. (1993) ''Natural Selection: BT's programme of voluntary redundancy" lRS 
Employment Trends 533, April. 

Anon. (1989) Industrial Relations Review and Report, 439, May. 

Antbony, P.D. (1977) The Ideology of Work. Tavistock: London. 

Arkin, A. (1995) "The bumpy road to devolution" People Management, 30th 
November, 34-36. 

Annstrong, P. (1989) "Limits and possibilities for HRM in an age of management 
accountancy" in Storey, J. [Ed.] New Perspectives on Human Resource 
Management. Routledge: London. 

Artbur, M. (1994) "Rover managers learn to take a back seat" Personoel 
Management, 26(10),58-64. 

430 



Ashford, S.J.; Lee, C. & Bobko, P. (1989) "Job Insecurity: A Theory-Based 
Measure and Substantive Test" Academy of Management Journal, December, 803-
829. 

Bacon, N. & Storey, J. (1996) "Individualism and collectivism and the changing role 
of trade unions" in Ackers, P.; Smith, C. & Smith, P.[Eds.] The New Workplace 
and Trade Unionism.Routledge: London. 

Bain, G. & Price, R. (1983) "Union growth: dimensions, determinants and density in 
Baill, G.[Ed.] Industrial Relations in Britain. Blackwell: Oxford. 

BAMT (1992) "Quality Recognition - The Route to 2000" Benefits Agency 
Management Team Paper, No. 105. 

Bandura, A. (1977) Self-efficacy: toward a unitying theory of behavioural change. 
Psychological Review, 84, 191-215. 

Barrett, M. & Beery, E. (1995) '''It's good to talk'? the reform of joint consultation 
in British Telecom" Industrial Relations Journal 26(1), 57-64. 

Bass, B.M. & Avolio, B.J. (1994) "Shatter the glass ceiling: women may make better 
managers" Human Resource Management. 33(4), 549-560. 

Batliwala, S. (1994) "The meaning of women's empowerment: new concepts for 
action" in Sell, G.; Germaill, A. & Chen, L.C. [Eds.] Population Policies 
Reconsidered: Health, Empowerment and Rights.Harvard School of Public 
Health: Boston. 

Bell, C. & Newby, B. (1977) Doing Sociological Research. AlIen and Unwin: 
London. 

Belson,W.A. (1981) The Design and Understanding of Survey Ouestions. Gower: 
Aldershot. 

Benington, J. and Taylor, M. (1993) "Changes and challenges facing the UK 
welfare state in the Europe of the 1990s" Policy and Politics, 21(2). 121-134. 

Bennett, R.J.; Wicks, P. & McCosham, A. (1994) Local Empowerment and 
Business Services. University College of London Press: London. 

Bennis, W. (1989) On Becoming a Leader. Addison Wesley: Reading, Ma. 

Berdie, n.R. (1973) "Questionnaire length and response rate" Journal of Applied 
Psychology. 58, 278-280. 

431 



Berger, P.L. & Neuhaus, RJ. (1977) To Empower People: The Role of Mediating 
Structures in Public Policy. American Enterprise Institute for Public Policy 
Research: Washington D.C. 

B1auner, R (1964) Alienation and Freedom: The Factorv Worker and his Industry. 
The University of Chicago Press: Chicago. 

Block, P. (1987) The Empowered Manager: Positive Political Skills At Work. Jossey
Bass Ltd: San Francisco. 

Block, P (1990) "How to be the New Kind of Manager," Working Woman, July, 51-
54 

Bookman, A. & Morgen, S. [Eds.] (1988) Women and The Politics of 
Empowerment. Temple University Press: Philadelphia. 

Boreham, P. & Hall, R (1994) "Trade union strategy in contemporary capitalism: 
the microeconomic and macroeconomic implications of political unionism" 
Economic and Industrial Democracy, 15,313-353. 

Bowen, D.E. & Lawler, E.E. (1992) "The empowerment of service workers: what, 
why, how and when" Sloan Management Review, 33(3), 31-39 

Brannen, P. (1983) Authoritv and Participation in IndUStry. Batsford: London. 

Broedling, LA. (1975) "Relationship of internal-external control to work motivation 
and performance in an expectancy model" Journal of Applied Psychology, 60(1 ), 
65 -70. 

Buchanan, D.; Boddy, D & McCalman, J. (1988) "Getting in, getting on, getting 
out and getting back" in Bryman, A. [Ed.] Doing Research in Organizations. 
Routledge: London. 

Baudrillard, J. (1981) For a Critique of the Political Economy of the Sign. Telas: St 
Louis, Ma. 

Baudrillard, J. (1983) Simulations. Semiotext: New York. 

BT (1997) Report to Shareholders, February. BT: London. 

Buck, V.E. (1972) Working Under Pressure. Staples Press: London. 

Bullivant, B.M. (1995) "Ideological influences on linguistic and cultural 
empowerment: an Australian example" in Tollefson, J.W. [Ed.] Power and 
Inequalitv in Language Education. Cambridge University Press: New York. 

Burdett, J.O. (1991) "What is empowerment anyway?" Journal of European 
Industrial Training, 15(6)' 23-30. 

432 



Burger, J.M. (1989) "Negative reactions to increases in perceived personal control" 
Journal of Personality and Social Psychology, 56(2). 246-256, 

Burgess, R.G. (1982) Field Research: A Source Book and Field Manual. Alien & 
Unwin: London. 

Burke, W. W. (1986) "Leadership as empowering others" in Srivastya, S. [Ed.] 
Executive Power: How Executives Influence People and Organizations. Jossey 
Bass: San Fransisco. 

Byham, W.C. (1988) Zapp! - The Lightning Of Empowerment. Century Business: 
London. 

Byrne, J.A. (1986) "Business fads: what's in and what's out" Business Week, 20th 
Januarv,40-47 

Campbell, A.; Converse, P.E. & Rodgers, W.L. (1976) The Ouality of American 
Life. Sage: New York. 

Cammann, C.; Fichman, M.; Jenkins, D. & K1esh, J. (1979) The Michigan 
Organizational Assessment Ouestionnaire. Unpublished Manuscript. University of 
Michigan: Michigan. 

Carney, T.F. (1990) Collaborative Inquiry Methodology. University of Windsor: 
Ontario, Canada. 

Cattell, R.B. (1966) "The meaning and strategic use off actor analysis" in CatteIl, 
RB. [Ed.] Handbook ofMultivariate Experimental Psychology. Rand McNalIy: 
Chicago. 

Caudron, S. (1995) "Create an empowering environment" Personnel Journal, 
September, 28-36. 

Champion, D.J. & Sear, A.M. (1969) "Questionnaire response rates: a 
methodological analysis" Social Forces, 47,335-339. 

Child, D. (1970) The Essentials of Factor Analysis. Holt, Rinehart & Wilson: 
London. 

Claydon, T. & Doyle, M. (1994) "Empowerment strategies and the control oflabour: 
some theoretical considerations" Paper presented at The Strategic Direction of 

Human Resource Management Conference, Nottingham Trent University, 
December. 

Claydon, T. & Doyle, M. (1996) "Trusting me, trusting you? The ethics of employee 
empowerment" Personnel Review, 25(6), 13-25. 

Clegg, H.A.; Fox, A. & Thompson, A.F. (1964) A History of British Trade Unions 
since 1889, vol. 1, 1889-1910. Oxford University Press: Oxford. 

433 



Clutterbuck, D. (1993) "Clarify your purpose" Managing Service Quality, 
November, 5-6. 

Clutterbuck, D. (1994) The Power of Empowerment: Release the Hidden Talents of 
your Employees. Kogan Page: London. 

Clutterbuck, D. & Newmark, A. (1995) "Empowerment: What is it and What's in it 
for me?" Briefing Plus, October, 4-5. The Industrial Society: London. 

Collard, R & Dale, B (1989) "Quality Circles" in K. Sisson [Ed.] Personnel 
Management in Britain. Blackwell: Oxford. 

Collinson, D & ColIinson, M (1995) "Corporate Liposuction in the UK Financial 
Services" Paper presented at the 13th Annual International Labour Process 
Conference, Blackpool, 5-7th April. 

Collinson, M. & Edwards, P. (1996) "Empowerment or Constrained Involvement?: 
the place of employees in quality management" Paper presented to the 14th Annual 
International Labour Process Conference, Aston University, 29-31 st March. 

Conger, J.A. & Kanungo, R.N. (1988) "The Empowerment Process" The Academy 
of Management Review, 13(3),471-482. 

Cook, J. & Wall, T. (1980) "New work attitude measures of trust, organizational 
commitment and personal need fulfillment" Journal of Occupational Psychology, 
53,39-52. 

Cooper, C.L. (1983) Stress Research: Issues for the Eighties. John Wiley and Sons: 
Chichester. 

Coopey, J. & Hartley, J. (1991) "Reconsidering the case for organizational 
commitment" Human Resource Management Journal. 1(3), 18-32. 

Courts, P.L. (1991) Literacy and Empowerment: The Meaning Makers. Bergin & 
Garvey, New York. 

CPSA (unspecified) Human Resource Management: The Rhetoric and the Reality. 
CPSA: London. 

CPSA (1991) Next Steps: Agency Negotiating Pack. CPSA: London. 

CPSA (1994) "The Quality Framework: human resources mangement in the Benefits 
Agency" Communication to all Benefits Agency Branch Secretaries, 8 April. 

434 



Craig, J.G. & Steinhoff, D.A. (1990) "Empowerment of women in consumer co-ops 
in Japan" in Bold, J.M. & Ketilson, L.H. [Eds.] Empowerment Through 
Co-operatives: Proceedings of the 1990 meetings of the Canadian Association for 
Studies in Co-operation. The Centre for the Study of Co-operatives: 
Saskatchewan, Canada. 

Cragg, P.B. (1991) "Designing and using mail questionnaires" in Smith, N.C. & 
Dainty, P. [Eds.] The Management Research Handbook. Rout/edge: London. 

Cressey, P.; Eldridge, J. & Maclnnes, J. (1985) Just Managing. Open University 
Press: Milton Keynes. 

Crompton, R. & Jones, G (1988) "Researching white collar organizations: why 
sociologists should not stop doing case studies" in Bryman, A. [Ed.] Doing 
Research in Organizations. Rout/edge: London. 

Croshy, P.B. (1984) Qualitv Without Tears. McGraw-HiIl: New York. 

Cunningham, I.; Hyman, J. & Baldry, C. (1996) "Empowerment: the power to do 
what?" Industrial Relations Journal. 27(2),143-154. 

CWU (1997) For A Better Future ... After The Slogans, The Speeches and The Spin. 
CWU: London. 

Dacks, G. & Coates, K. [Eds.] (1988) Northern Communities: The Prospects For 
Empowerment. Boreal Institute for Northern Studies: Alberta. 

Dahrendorf, R. (1959) Class and Conflict in Industrial Society. Rout/edge and Kegan 
Paul: London. 

Dailey, R.C. (1978) "Relationship between locus of control, perceived group 
cohesiveness, and satisfaction with coworkers" Psychological Reports, 42, 311 
-316. 

Dale, B. (1984) "Quality Circles in the UK" Journal of General Management, 9(3), 
71-87. 

Davenport, J. & Balcomhe, J. (1994) Employee Empowerment in Local 
Government: Panacea or Poppycock? Local Government Management Board: ? 

Davidson, M.J. (1996) "Women and Employment" in Warr, P. [Ed.] Psychology at 
Work [4th Edition]. Penguin: London. 

Deci, E.L. & Ryan, R.M. (1985) Intrinsic Motivation and self-determination in 
Human Behaviour. Plenum: New York. 

Deming, W.e. (1986) Out of the Crisis. MlT Centre for Advanced Engineering 
Study: Cambridge, Ma. 

435 



Denham, N.R; Ackers, P. & Travers, C. (1997) "Doing yourself out of a job?: how 
middle managers cope with empowerment" Employee Relations, 19(2), 147-159. 

Denmark, F.L. (1993) "Women, leadership and empowerment" Psychology of 
Women Ouarterly, 17,343-356. 

Dillman, D.A. (1978) Mail and Telephone Surveys: The Total Design Method. Wiley: 
New York. 

Dillman, D.A.; Dillman, J.J.& Makela, c.J. (1984) "The importance of adhering to 
details of the total design method (TDM) for mail surveys" in Lockhart, D.C. [Bd.] 
Making Effective Use of Mailed Ouestionnaires. Jossey Bass: San Fransisco. 

Dunlop, J.T. (1958) Industrial Relations Systems. Holt: New York. 

Easterby Smith, M.; Thorpe, R & Lowe, A. (1991) Management Research: An 
Introduction. Sage: London. 

Eccles, T. (1993) "The deceptive allure of empowerment" Long Range Planning, 
26(6). 13-21. 

Edwards, R (1979) Contested Terrain. Heinemann: London. 

Ellis, A. (1980) "An overview of the clinical theory of rational-emotive therapy" in 
Grieger, R. & Boyd, J. [Bds.] Rational Emotive Therapy. Van Nostrand Reinhold: 
New York .. 

Etzioni, A. (1961) A Comparative Analysis of Complex Organizations. Free Press: 
New York. 

Evered, RD. & Selman, J.C. (1989) "Coaching and the art of management" 
Organizational Dvnamics, 18(2). 16-32. 

Evered, R & Louis, M.R (1991) "Alternative perspectives in the organizational 
sciences: inquiry from the inside and inquiry from the outside" in Smith, N.C. & 
Dainty, P. [Eds.] The Management Research Handbook. Routledge: London. 

Ezzamel, M.; Willmott, H. & Lilley, S. (1994) "Changing management practices in 
financial services" Journal of General Management. 20(1). 22-28. 

Fairbrother, P. (1996) "Workplace trade unionism in the state sector" in Ackers, P.; 
Smith, C. & Smith, P.[Bds.] The New Workplace and Trade Unionism.Routledge: 
London. 

Falthzik, A.M. & Carroll, S.J. (1971) "Rate of return for closed versus open-ended 
questions in a mail questionnaire survey of industrial organizations" Psychological 
Reports, 29, 1121-1122. 

436 



Farnbam, D. & Pimlott, J. (1990) Understanding Industrial Relations (4th edition). 
Cassell: London. 

Fayol, H. (1916) General and Industrial Administration (translated from the French 
by C.Storrs, 1949. Sir Issac Pitman: London. 

Fenton O'Creevy, M. (1996) Employee Involvement and the Middle Manager: A 
multi-level, cross-company study of their role in the effectiveness of employee 
involvement initiatives. Unpublished doctoral thesis: London Business School. 

Fenton O'Creevy, M. & Nicholson, N. (1994) Middle Managers: their contribution 
to employee involvement. Employment Department Research Series No. 28 

Fenwick, R. & 0180n, J. (1986) "Support for worker participation: attitudes among 
union and non-union workers" American Sociological Review, 51, 505-522. 

Ferguson, G.A. (1981) Statistical Analysis in Psychology and Education. McGraw 
Hill: London. 

Finlayson, J. (1985) Hop Step To Empowerment: A Report on Youth Advocacy. 
Youth Advocacy: Victoria, Aus. 

Flanders, A. (1970) Management and Unions: the Theory and Reform ofIndustrial 
Relations. Faber and Faber: London. 

Foddy,W. (1993) Constructing Questions for Interviews and Questionnaires: Theory 
and Practice in Social Research. Cambridge University Press: Cambridge. 

Forrest, A. (1993) "Qrganizations and People: what difference does an empowering 
or enabling culture make to an organization?: the effects on teams and individuals" 
Transcript of speech made to University of Hertfordshire Conference: 8th 
September. 

Forrest, A. (1995) "Empowerment: understanding the bottom-line benefits" Works 
Management, January, 10-12. 

Foucault, M. (1977) Discipline and Punish: The Birth of the Prison. Alien Lane: 
London. 

Fowler, A. (1987) "When Chief Executives discover HRM" Personnel Management 
l2013. 

Fowlkes, D.L. (1992) White Political Women: Paths from Privilege to 
Empowennent. University of Tennessee Press: Knoxville. 

Fox, A (1966) Industrial Sociology and Industrial Relations. Research Paper No. 3. 
Royal Commission on Trade Unions and Employers' Associations. 

437 

~-----------------------------------------------------------------------------



Fox, A.(1974) Beyond Contract: Work, Power and Trust Relations. Faber & Faber: 
London. 

Fox, A. (1976) "The meaning of work", Unit 6, People and Work. Open University 
Press: Milton Keynes. 

Foy, N. (1994) Empowering People At Work. Gower: Aldersot. 

Frazer, VCM and Dale, BG (1986) "UK Quality Circle failures - the latest picture" 
OMEGA, 14(1). 23-33. 

Frey, R. (1993) "Empowerment or Else" Harvard Business Review, September
October, 80-94. 

Frey, D. & Wicklund, R.A. (1978) "A classification of selective exposure: the 
impact of choice" Journal of Experimental Social Psychology, 14. 132-139. 

Friedman, A.L. (1977) Industrv and Labour: Class Struggle at Work and Monopoly 
Capitalism. Macmillan: London. 

Friedmann, J. (1992) Empowerment: The Politics of Alternative Development. 
Blackwell: Cambridge, Ma. 

Gallie, D. & White, M. (1993) Employee Commitment and the Skills Revolution: 
First Findings from the Employment in Britain Survey. Policy Studies Institute: 
London. 

Gemmill, G.R. & Heisler, W.J. (1972) "Fatalism as a factor in managerial job 
satisfaction, job strain, and mobility" Personnel Psychology. 25, 241-250. 

Glaser, D.G. & Strauss, A.L. (1967) The Discovery of Grounded Theorv: Stratecies 
for Qualitative Research. Aldine: New York. 

Glass, D.C. & Singer, J.E. (1972) Urban Stress: Experiments on noise and social 
stressors. Academic Press: New York. 

Goldthorpe, J.ll.; Lockwood, D.; Bechhofer, F.; Platt, J. (1968) The Affluent 
Worker: Industrial Attitudes and Behaviour. Cambridge University Press: London. 

Green, R. (1986) "Freedom and fairness at work" in Coates, K. [Ed.] Freedom and 
Fairness: Empowering People at Work. Spokesman: Nottingham. 

Green, T. & Faure, S. (1992) Action For Oualitv Service. HMSO: London. 

Greenhalgh, L. & Sutton, R. (1991) "Organizational effectiveness and job 
insecurity" in Hartley, J.; Jacobson, D.; Klandermans, B.& van Vuuren, T. [Eds.] 
Job Insecuritv: Coping with Jobs at Risk. Sage: London. 

438 

-------------------------------------------------------- .- --

I 

I 

__ J 



Greenhalgh, S. (1991) Women in The Informal Entemrise: Empowerment or 
Exploitation? The Population Council: New York. 

Griffin, C. (1992) "Absorbing experiential learning" in Mulligan, J. & Griffin, C. 
[Eds.] Empowerment Through Experiential Learning: Explorations of Good 
Practice. Kogan Page: London. 

Guest, D.E. (1989) "Human Resource Management: its implications for industrial 
relations and trade unions" in Storey, 1. [Ed.] New Perspectives on Human 
Resource Management. Routledge: London 

Guest, D.E. (1990) "Human Resource Management and the American Dream" 
Journal of Management Studies, 27(4). 378-397. 

Guest, D.E. & Dewe, P. (1988) "Why do workers belong to a trade union?: a social 
psychological study in the UK electronics industry. British Journal ofIndustrial 
Relations, 26,178-194. 

Gutiiirrez, L.M. (1990) "Working with women of color: an empowerment 
perspective" Social Work, 35(2), 149-153 .. 

Haekman, J.R. & OIdham, G.R. (1976) "Motivation through the design of work : 
test of a theory" Organizational Behaviour and Human Performance, 16,250-279 

Haekman, J.R. & Oldham, G.R. (1980) Work Redesign. Addison Wesley: Reading, 
Ma 

Hakim, C. (1995) "Five feminist myths about women's employment" British Journal 
of Sociology, 46(3), 429-455. 

Hakim, C. (1992) "Explaining trends in occupational segregation: the measurement, 
causes and consequences of the sexual division of labour" European Sociological 
Review, 8, 127-152. 

Hall, C.M. (1992) Women and Empowerment: Strategies for Increasing Autonomy. 
Hemisphere: Washington. 

Hammond, V (1994) "Opportunity 2000: good practice in UK organizations" in 
Davidson, MJ. & Burke, R.J. [Eds.] Women in Management: Current Research 
Issues. Paul Chapman: London. 

Handy, C. (1994) The Empty Raincoat: Making Sense ofthe Future. Hutchinson: 
London. 

Handy, C. (1995) "Trust and the virtual organization" Harvard Business Review, 73 
May/ June, 40-50. 

439 

~----------------------------------------------------------------------



Harrison, R. (1983) "Strategies for a new age" Human Resource Management, 22, 
209-235. 

Hartley, J. (1992) "Joining a Trade Union" in Hartley, J. & Stephenson, a.M. [Eds.] 
Employment Relations: the Psychology ofInfluence and Control at Work. 
Blackwell: Oxford. 

Hartley, J.; Benington, J. & Binns, P. (1996) "Researching the role of internal 
change agents in the management of organizational change" Warwick University 
Research Unit Working Paper, No. 214. 

Harvey, K. (1987) "A worker's part in the struggle to return power to the users" in 
Barker, I. & Peck, E. [Eds.] Power In Strange Places: User Empowerment in 
Mental Health Services. Good Practices in Mental Health: London. 

Harvey-Jones, J. (1994) All Together Now William Heinemann: London. 

Hayes, R.E.(1994) "How to measure empowerment" Quality Progress, February. 41-
46. 

Hepse, G. & Wall, T. (1976) "The demand for participation among employees" 
Human Relations, 29, 411-428. 

Herberlein, T.A. & Banmgartner, R. (1978) "Factors affecting response rates to 
mailed questionnaires: a quantitative analysis of the published literature" American 
Sociological Review. 43(4), 447-462. 

Hersch, P.D. & Scheibe, K.E. (1967) "Reliability and validity of internal-external 
control as a personality dimension" Journal of Consulting Psychology, 3l( 6). 609-
613. 

Herzberg, F. (1966) Work and the Nature of Man. Staples Press: New York. 

Hewstone, M. (1988) 'Causal Attribution: from cognitive processes to collective 
beliefs'. The Psychologist. 8: 323-327. 

Hickson, D.J. (1988) "Ruminations on munificence and scarcity in research" in 
Bryman, A. [Ed.] Doing Research in Organizations. Routledge: London. 

Hill, S. (1995) "From Quality Circles to total quality management" in Wilkinson, A. 
& Willmott, H. [Eds.] Making Quality Critical. Routledge: London. 

Hill, S. & Wilkinson, A. (1995) "In search ofTQM" Employee Relations, 17(3). 
8-25. 

Holland, J., Ramazanoglu, C., Scott, S., Sharpe, S. & Thomson, R. (1991) 
Pressure,Resistance, Empowerment: Young Women and The Negotiation of Safer 
Sex. The Tufnell Press: London. 

440 



Hood, C. (1991) "A public management for all seasons" Public Adminstration, 69(1), 
3·19, 

Hopn, H. (1992) "The making of the corporate acolyte: some thoughts on charismatic 
leadership and the reality of organizational commitment" Journal of Management 
Studies, 29(1), 23-33. 

Hopfl, H. (1994) "Empowerment and the managerial prerogative" Empowerment In 
Organizations, 2(3), 3944. 

Hopfl, H.; Smith, S. & Spencer, S. (1992) "Values and valuations: the conflicts 
between culture change andjob cuts" Personnel Review, 21(1), 24-38. 

Huczynski, AA. (1993) Management Gurus: What Makes Them and How to 
Become One. Routledge: London. 

Hunt, A. (1975) Management Attitudes and Practices Towards Women at Work. 
HMSO: London. 

Hutton, G. (1995) "BPR - overcoming impediments to change in the public sector" 
New Technology, Work and Employment. 10(2). 147-150. 

Ibbs, R. (1988) Improving Management in Government: The Next Steps. HMSO: 
London. 

International Survey Research (1997) Transition and Transformation: employee 
satisfaction in the '90s. ISR: London. 

Jackson, C; Arnold, A; Nicholson, N; Watts, T (1996) Managing Careers in the 
Year 2000 and Beyond. Institute of Employment Studies, Report 304. 

Jacobson, D. (1991) "The conceptual approach to job insecurity" in Hartley, J.; 
Jacobson, D.; Klandermans, B.& van Vuuren, T. [Eds.J Job Insecurity: Coping with 
Jobs at Risk. Sage: London. 

Jenkins, S.R. (1994) "Structural power and experienced job satisfaction: the 
empowerment paradox for women" Sex Roles, 30, 347-369. 

Joe, V.c. (1971) "Review of the internal-external control construct as a personality 
variable" Psychological Reports, 28. 619-640. 

Johnson, H.T. (1992) Relevance Regained: From Top-Down Control to Bottom-Up 
Empowerment. The Free Press: New York. 

Kahnweiler, W.M. (1991) "HRD and empowerment" Training and Development, 
November, 73-76. 

Kanter, R.M. (1977) Men and Women of the Corporation. Basic Books: New York. 

441 



Kaplan, A. (1964) The Conduct ofInguiry. Chandler: Scranton, Pa. 

Kaplan, H.R. & Tausky, C. (1974) "The meaning of work among the hard-core 
unemployed" Pacific Sociological Review, 17, 185-198. 

Karasek, R.A. (1979) "Job demands, job decision latitude and mental strain: 
implications for job redesign" Administrative Science Ouarterly, 24 (2), 285-308. 

Keat, R. & Abercrombie, N. [Eds.] (1991) Entemrise Culture. Routledge: London. 

Keenoy, T. (1990) "HRM: rhetoric, reality and contradiction" International Journal of 
Human Resource Management. 1(3). 363-384. 

Keenoy, T. & Anthony, P. (1992) "HRM: metaphor, meaning and morality" in 
B1yton, P.& Turnbull, P. [Eds.] Reassessing Human Resource Management. Sage: 
London. 

Kelly, J. & Kelly, C. (1991) '''Them and Us': social psychology and 'The New 
Industrial Relations'" British Journal ofIndustrial Relations, 29, 25-48. 

Kennedy, M. (1979) "Generalizing from single case studies" Evaluation Ouarterly, 3, 
661-678. 

Kerfoot, D & Knights, D (1995) "Empowering the 'Quality' worker?" in Wilkinson, 
A. & Willmott, H[Eds.] Making Ouality Critical. Routledge: London. 

Kimmons, G. & Greenhaus, J.Ii. (1976) "Relationship between locus of control and 
reactions of employees to work characteristics" Psychological Reports, 39, 815-
820. 

Kinsley Lord (1992) Building the Empowered Organization. Kinsley Lord 
Monographs: London. 

Kinsley Lord (1993) Leaders In The Empowered Organization. Kinsley Lord 
Monographs: London 

Kinston, W. (1994) Strengthening the Management Culture. The SIGMA Centre: 
London. 

Kirkpatrick, L & Lucio, M.M. (1995) [Eds.] The Politics of Ouality in the Public 
Sector: the management of change. Routledge: London. 

Klandermans, B.; van Vuuren, T. & Jacobson, D. (1991) "Employees and Job 
Insecurity" in Hartley, J.; Jacobson, D.; KIandermans, B.& van Vuuren, T. [Eds.] 
Job Insecurity: Coping with Jobs at Risk. Sage: London. 

Klein, J (1984) "Why supervisors resist employee involvement" Harvard Business 
Review, 84(5). 87-95. 

442 



Kline, P. (1987) "Factor analysis and personality theory" European Journal of 
Personality, 1,21-36. 

Klose, A.J. (1993) Breaking the Chains: The Empowennent of Employees: How to 
Evaluate, Monitor and Improve Employee Empowennent Levels. Continental 
Business Books: Lincoln, NE. 

Kohn, M.L. & Schooler, C. (1983) Work and Personality: an Inquiry into the 
of Social Stratification. Ablex: New Jersey. 

Langer, E.J. & Rodin, J. (1976) "The effects of choice and enhanced personal 
responsibility: a field experiment in an institutional setting" Journal of Personality 
and Social Psychology, 34, 191-198. 

Lawler, E.E. (1973) Motivation in Work Organizations. Brooks-Cole Publishing: 
New York. 

La Piere, R.T. (1934) "Attitudes versus actions" Social Forces, 13,230-237. 

Lee, J.A. (1971) "Behavioural theory vs. reality" Harvard Business Review, 49, 20-28 
and 157-159. 

Lee, aM. (1993) Doing Research on Sensitive Topics. Sage: London. 

Legge, K. (1989) "Human Resource Management - a critical analysis" in Storey, J. 
[Ed.] New Perspectives on Human Resource Management. Routledge: London. 

Legge, K. (1995) Human Resource Management: Rhetorics and Realities. Macmillan: 
Basingstoke. 

Lewin, K. (1947) "Frontiers in group dynamics" Human Relations, I, 5-42. 

Lewin, K. (1951) Field Theory in Social Science. Harper and Row: New York. 

Locke, EA (1968) "Toward a theory of task motivation and incentives" 
Organizational Behavior and Human Perfonnance. 3, 157-189. 

London, M. (1993) Relationships between career motivation, empowennent and 
support for career development. Journal of Occupational and Organizational 
Psychology, 66, 55-70. 

Lorenz, C. (1992) "Power to the people" Financial Times. 30th March. 

Lowe, P (1994) Empowennent: What Organizations Really Do: A Survey ofUK 
Companies. Harbridge: London. 

Lukes, S. (1974) Power: A Radical View. Macmillan: London. 

443 



Lukes, S. (1986) [Ed.] Power. B1ackwell: Oxford. 

McArdle, L.; Rowlinson, M.; Procter, S.; Hassard, J. & Forrester, P. (1995) 
"Total Quality Management and participation" in Wilkinson, A. & WiIImott, 
H. [Eds.] Making Ouality Critical. Routledge: London. 

McCabe, D. & Knights, D. (1995) "TQM: Reaches the subjectivity that other 
management initiatives cannot reach" Paper presented to the 13th Annual 
International Labour Process Conference, 5th-7th April: Blackpool. 

McCarthy, W. (1994) "Of hats and cattle: or the limits of macro-survey research in 
industrial relations" Industrial Relations Journal, 25(4). 315-322. 

McClelland, D.C. (1985) Human Motivation Scott, Foresman: Glenview, n. 

McGregor, D. (1960) The Human Side of Enterprise. McGraw-Hill: New York. 

MacInnes, J. (1985) "Conjuring up Consultation" British Journal ofIndustrial 
Relations, 23 (1), 93-113 

Mahmud, S. & Johnston, A.M. (1994) "Women's status, empowerment, and 
reproductive outcomes" in Sen, G.; Germain, A. & Chen, L.C. [Eds.] Population 
Policies Reconsidered: Health, Empowerment and Rights. Harvard School of 
Public Health: Boston. 

Mannheim, B. & Rein, J. (1981) "Work centrality of different age groups and the 
wish to discontinue work" International Journal of Aging and Human 
Development,13,221-232. 

Manz, C.C.; Keating, D.E. & Donnellon, A. (1990) Preparing for an organizational 
change to employee self-management: the managerial transition. Organizational 
Dynamics, 19(1), 15-26. 

Marchington, M. (1994) "Fairy tales and magic wands: new employment practices in 
perspective," Paper presented to the National Conference of the Irish Institute of 
Training and Development, 12th March 1994. 

Marchington, M.; Goodman, J.; Wilkinson, A. & Ackers, P. (1992) New 
Developments In Employee Involvement. Employment Department Research Series 
No. 2. 

Marchington, M; Wilkinson, A; Ackers, P & Goodman, J (1993) "The Influence 
of Managerial Relations on Waves of Employee Involvement" British Journal of 
Industrial Relations, 31(4), 553-576. 

Marchington, M; Wilkinson, A; Ackers, P & Goodman, J (1994) "Understanding 
the meaning of participation: views from the workplace. Human Relations. 47(8). 
867 -894. 

444 



Mark, M.M. & Shotland, RL[Eds.) (1987) Multiple Methods in Program 
Evaluation. (New Directions For Program Evaluation, No. 35) Jossey Bass: San 
Fransisco. 

Maslow, A. (1943) "A theory of human motivation" Psychological Review, 50 (4), 
370-396. 

Mason, W.S.; Dressel, RJ. & Bain, RK. (1961) "An experimental study off actors 
affecting response to a mail survey of beginning teachers" Public Opinion 
Ouarterly, 25, 296-299. 

Mathison, S. (1988) "Why Triangulate?" Educational Researcher, 17(2), 13-17. 

Maxey, C. & Mohrman, S.A. (1980) "Worker attitudes toward unions: a study 
integrating industrial relations and organizational behaviour perspectives. 
Proceedings of the 33rd Annual Convention of the Industrial Relations Research 
Association, 33, 326-333. 

Miles, M.B. & Huberman, A.M. (1994) Oualitative Data Analysis [2nd Edition]. 
Sage: California. 

Miller, RW. & Prichard, F.N. (1992) "Factors associated with workers' inclination 
to participate in an employee involvement program" Group and Organization 
Management, 17(4),414-430. 

Millward, N.; Stevens, M.; Smart, D. & Hawes, W.R (1992) Workplace Industrial 
Relations in Transition. The EDIESRCIPSIIACAS Surveys. Dartmouth: Aldershot. 

Mintzberg, H. (1978) "Mintzberg's Final Paradigm" Administrative Science 
Ouarterly, 23(4), 635-636. 

Mischler, E.G. (1986) Research Interviewing: Context and Narrative. Harvard 
University Press: Cambridge, Ma. 

Mitcbell, J.C. (1983) "Case and Situation Analysis" Sociological Review, 31, 187-
211. 

Mitcbell, T.R; Smyser, C.M. & Weed, S.E. (1975) "Locus of control: supervision 
and work satisfaction. Academy of Management J oumal, 18, 623-631. 

Mogbadam, V.M. (1990) Gender, Development and Policy: Toward Equity and 
Empowerment. World Institute for Development Economics Research: Helsinki. 

Monty, RA. & Perlmuter, LC. (1987) "Choice, control and motivation in the 
young and aged" in Maehr, M.L. & Kleiber, D.A. [Eds.] Advances in Motivation 
and Achievement: Vol 5. Jai Press: Greenwich, CT. 

445 



Moon, P. (1995) "Empowerment - another passing fad?" Training Officer, 31(10), 
307-308. 

Morgan, D.L. (1988) Focus Groups as Qualitative Research. Sage: Newbwy Park, 
Ca. 

Morris, T.& Wood, S. (1991) "Testing the survey method: continuity and change in 
British industrial relations" Work, Employment and Society 5(2)' 259-282. 

Morse, J.M.[Ed.] (1989) Qualitative Nursing Research: A Contemporary Dialogue. 
Sage: Newbwy Park, Ca. 

Morse, N.C. & Weiss, R. (1955) "The function and meaning of work and the job" 
American Sociological Review, 20, 191-198. 

Mottaz, C.J. (1987) "Age and work satisfaction" Work and Occupation, 14(3),387-
409. 

Mullender, A & Ward, D (1991) Self-Directed Groupwork: Users Take Action For 
Empowerment. Whiting & Birch: London. 

NCU (1994) "BT gives commitment of no compulsory redundancies" NCU Journal, 
March, 3. 

Nicholls, J (1995) "Getting empowerment into perspective: a three-stage training 
framework" Empowerment In Organizations, 3(3). 5-10. 

Nisbett, R.E. & Ross, L. (1980) Human Inference: Strategies and Short-comings of 
Social Judgement. Prentice Hall: Englewood Cliffs, NJ. 

Nixon, B. (1994) "Facilitating empowerment in organizations" Leadership and 
Organizational DevelopmentJoumal, 15(4)' 3-11. 

Nixon, B. (1995) "Training's role in empowerment" People Management, 9th 
February. 36-38. 

Noon, M. (1992) "HRM: A map, model or theory" in Blyton, P. & Tumbull, P. [Eds.] 
Reassessing Human Resource Management. Sage: London. 

NUCPS (unspecified) Employers' Offensive: Human Resource Management and 
Employee Communications. NUCPS: London. 

NUCPS (1994) "Continuity and Change" Special Organiser. October, 1-4. 

NUCPS (1995) "Are we all talking the same language?" Insider, Autumn, 7-9. 

446 



O'Brien, G.E. (1992) "Changing Meanings of Work" in Hartley, J.F. & Stephenson, 
G.M.[Eds] Employment Relations: The Psychology ofInfluence and Control at 
Work. B1ackwell: Oxford. 

Oddey, G. (1993) "Take a horse to water, but.. .. " Managing Service Ouality, 
November, 7-9. 

Ogbonna, E. & Wilkinson, B. (1990) "Corporate strategy and corporate culture: the 
view from the checkout" Personnel Review. 19(4),9-15. 

Osbaldeston, M. (1993) "Empowerment: Changing The Corporate Mindset" 
Conference. Transcript of Chairman's opening remarks. London, 31st March. 

Panteli, A. (1996) "McEmpowerment: An emergent Technocentric perspective of 
work organization. Paper presented at the conference on "Theoretical Approaches 
Towards Democracy in Organizations" Copenhagen: Demnark, 11-14th June. 

Panteli, A. & Corbett, J.M. (1996) "Deskilling (1974-1994): 20 years after - in the 
era of empowerment" in Bynum, T. & Rogerson, S. [Eds.] A Reader In Ethical 
Computing and Business. Blackwell: forthcoming. 

Parker, L.E. & Price, R.H. (1994) "Empowered managers and empowered workers: 
the effects of managerial support and managerial perceived control on workers' 
sense of control over decision making" Human Relations, 47(8). 911-928. 

Parnell, J.A.; Bell, E.D.& Taylor, R. (1992) "The propensity for participative 
management: a conceptual and empirical analysis" Mid-Atlantic Journal of 
Business, 28, 31-42. 

Partridge, B (1989) "The Problem of Supervision" in K. Sisson [Ed.] Personnel 
Management in Britain. B1ackwell: Oxford. 

Patchen, M. (1965) Some Ouestionnaire Measures of Employee Motivation and 
Morale. ISR: Michigan. 

Patchen, M (1970) Participation, Achievement, and Involvement On The 
Job. Prentice-Hall: New Jersey. 

Perry, H.L. (1980) "The socioeconomic impact of black political empowerment in a 
rural southern locality." Rural Sociology, 45(2). 207-222. 

Peters, T.J. & Waterman, R.H. (1982) In Search of Excellence: Lessons from 
America's Best Run Companies. Harper and Row: New York. 

Peters, T. J.(1988) Thriving On Chaos. Harper and Row: New York. 

Peters, T.J. (1992) Liberation Management. MacmilJan: New York 

447 



Pickard, J. (1993) "The real meaning of empowerment" Personnel Management, 
November, 28-33. 

Plunkett, L.C. & Fournier, R. (1991) Participative Management: implementing 
empowerment. John Wiley: New York. 

Provis, C. (1996) "Unitarism, pluralism, interests and values" British Journal of 
Industrial Relations, 34(4),473-495. 

Ramsay, H. (1977) "Cycles of control: workers participation in sociological and 
historical perspective" Sociology, 11, 481-506. 

Rees, C. (1996) "Employee autonomy and management control in the quality 
organization" Paper presented to the 14th Annual International Labour Process 
Conference, Aston University, 29-31st March. 

Reinelt, C. (1994) "Fostering empowerment, building community: the challenge for 
state-funded feminist organisations." Human Relations, 47(6). 685-705. 

Renn, R.W. & Vandenberg, R.J. (1991) "Differences in employee attitudes and 
behaviors based on Rotter's (1966) internal-external locus of control: are they 
valid?" Human Relations, 44(11), 1161-1178. 

Rhodes, S.R. (1983) "Age-related differences in work attitudes and behavior: a 
review and conceptual analysis" Psychological Bulletin, 93, 328-367. 

Ripley, R.E. & Ripley, M.J. (1992) "Empowerment, the cornerstone of quality: 
empowering management in innovative organizations in the 1990s" Management 
Decision, 30(4), 20-43. 

Roethlisberger, F.J. (1945) "The Foreman: Master and Victim of Double Talk" 
Harvard Business Review, 23(3), 283-298. 

Roberts, K.H. & Glick, W. (1981) "The job characteristics approach to task design: 
a critical review. Journal of Applied Psychology, 66, 193-217. 

Rose, S.M. & Black, B.L. (1985) Advocacy and Empowerment: Mental Health Care 
in the Community. RoutJedge & Kegan Paul: Boston, Ma. 

Rothstein, L.R. (1995) "The empowennent effort that came undone" Harvard 
Business Review, 73(1), 20-26, 

Rotter, J.B. (1966) "Generalized expectancies for internal versus external control of 
reinforcement" Psychological Monographs, 80 (609). 

Rotter, J.B. (1975) "Some problems and misconceptions related to the construct of 
internal versus external control ofreinforcement" Journal of Consulting and 
Clinical Psychology, 43(1). 56-67. 

448 



Rummel, J.F. & Ballaine, W.C. (1963) Research Methodology in Business. Harper 
& Row: New York 

Salancik, G.R. (1977) "Commitment and control of organizational behaviour and 
beliefs in Straw, RM. and Salancik, G.R. [Eds.] New Directions in Organizational 
Behaviour. St Clair Press: Chicago. 

Salancik, G.R. (1982) "Commitment is too easy!" in Tushman, M.L. & Moore, W.L. 
[Eds.] Readings in the Management ofInnovation. Pitman: London. 

Saltman, R.B. (1994) "Patient choice and patient empowerment in northern 
European health systems: a conceptual framework." International Journal of 
Health Services, 24(2), 201-229. 

Scase, R & Goffee, R (1989) Reluctant Managers: Their Work and their Lifestyles. 
UnwinHyman: London. 

Schecter, S. (1982) Women and Male Violence: The Visions and Struggles of the 
Battered Women's Movement. South End Press: Boston,Ma. 

Scott, C. (1961) "Research on mail surveys" Journal of the Royal Statistical Society, 
124, 143-205. 

Scott, C.D. & Jaffe, D.T. (1991) Empowerment: Building a Committed Workforce. 
Kogan Page: London. 

Seligman, M.E.P. (1975) Helplessness: On depression, development and death. 
Freeman: San Francisco. 

Sewell, G. & Wilkinson, B. (1992) "Empowerment or Emasculation? Shopfloor 
surveillance in a total quality organization" in Blyton, P. & Turnbull, P. [Eds.] . 
Reassessing Human Resource Management. Sage: London. 

Silverman, D. (1970) The Theory of Organizations: A Sociological Framework. 
Heinemann: London. 

Simons, R. (1995) "Control in an age of empowerment" Harvard Business Review, 
73(2), 80-88 

Singleton, R.A.; Straits, B.C. & Straits, M.M.(1993) Approaches to Social 
Research. [2nd Edition] Oxford University Press: Oxford. 

Sletto, R.F. (1940) "Pretesting of questionnaires" American Sociological Review, 5, 
193-200. 

Smale, G., Tuson, G., Biehal, N. & Marsh, P. (1993) Empowerment. Assessment, 
Care Management and the Skilled Worker. Her Majesty's Stationery Office: 
London. 

449 

------------------------------------------------------------- -- --



Solomon, B.B. (1976) Black Empowerment: Social Work in Oppressed Communities. 
Columbia University Press: New York. 

Spector, P.E. (1982) "Behavior in organizations as a function of employee's locus of 
control" Psychological Bulletin, 91(3),482-497. 

Steers, R.M. & Braunstein, D.N. (1976) "A behaviorally-based measure of manifest 
needs in work settings" Journal of Vocational Behavior, 9, 251-266. 

Stevenson, O. & Parsloe, P. (1993) Community Care and Empowerment. Joseph 
Rowntree Foundation: York. 

Stewart, A.M. (1994) Empowering People. The Institute of Management! Pitman 
Publishing: London. 

Storey, J. (1987) "Developments in the management of human resources: an interim 
report" Warwick Papers in Industrial Relations, 17, IRRU, School ofIndustrial and 
Business Studies, University of Warwick (November). 

Storey, J. (1989) "Human resource management in the public sector" Public Money 
and Management. 9, 3. 

Storey, J. (1992) Developments in the Management of Human Resources. Blackwell: 
Oxford. 

Sykes, P. (1996) "Empowerment: nobody said it would be easy" Works Management, 
March, 37-41. 

Tannenbaum, A.S. (1968) Control in Organizations. McGraw-HiII: New York. 

Taylor, F.W. (1947) Scientific Management (Testimony). Harper & Row: London 

Terry, A. & Hadland, Mo (1995) "Reaping benefits from development" People 
Management, 27th July, 30-32. 

The Benefits Agency (1992) Management in the Benefits Agency. The Benefits 
Agency: Leeds. 

The Benefits Agency (1995a) 95/96 Business Plan. The Benefits Agency: Leeds. 

The Benefits Agency (1995b) Empowerment in the Benefits Agency. The Benefits 
Agency: Leeds. 

The Benefits Agency (1995c) Benefits Agency Empowerment and Accountability 
Framework. The Benefits Agency: Leeds. 

The Office for National Statistics (1997) The Labour Force Survey, Spring 1997. 
Office for National Statistics: London. 

450 

..... _--------------------------- - -- - -- - --



The Industrial Society (1995) "Empowerment" Managing Best Practice, No.8. The 
Industrial Society: London. 

Thomas, K. W. & Velthouse, B.A. (1990) "Cognitive elements of empowerment" 
Academy of Management Review, 15,666-681. 

Trades Union Congress (1994) Human Resource Management: a Trade Union 
Response. Trades Union Congress: London. 

Travers, C.J.; Bacon, N. & Storey, J. (1995) "Individualism and collectivism: 
women, men and changes at work" Paper presented at the BPS Occupational 
Psychology Conference, Warwick University, 3-5th January. 

Triandis, H.; Bontempo, R.; VilIareal, M.; Asai, M. & Lucca, N. (1988) 
"Individualism and collectivism: Cross-cultural perspectives on self-ingroup 
relationships" Journal ofPersonalitv and Social Psychology, 54(2), 323-338. 

Trist, E.L.; Higgin, G.W.; Murray, H. & Pollock, A.B. (1963) Organizational 
Choice. Tavistock: London. 

Urwick, L. (1943) The Functions of Administration. Harper & Row: New York. 

Valiance, I. (1991) "British Telecom" in Clutterbuck, D.; Kernaghan, S. & Snow, D. 
[Eds.] Going Private: Privatisations Around The World. Mercury: London. 

Van der Vall, M. (1970) Labor Organizations. Cambridge University Press: New 
York. 

Van Vuuren, T.; Klandermans, B.; Jacobson, D. & Hartley, J. (1991) 
"Employees' reactions to Job Insecurity" in Rartley, J.; Jacobson, D.; 
Klandermans, B.& van Vuuren, T. [Eds.] Job Insecuritv: Coping with Jobs at 
Risk. Sage: London. 

VilIarreal, R.E., Hernandez, N.G. & Neighbor, H.D. (1988) Latino Empowerment: 
Progress, Problems and Prospects. Greenwood Press: Connecticut 

Vroom, V.H. (1964) Work and Motivation. John Wiley: New York. 

Waddington, J. & Whitson, C. (1996) "Empowerment versus intensification: union 
perspectives of change at the workplace" in Ackers, P.; Smith, C. & Smith, P. 
[Eds.] The New Workplace and Trade Unionism. Routledge: London. 

Walker, R. (1985) Applied Oualitative Research. Gower: Aldershot. 

Walsh, K (1995) "Quality through markets: the new public service management" in 
Wilkinson, A & Willmott, H [Eds.] Making Oualitv Critical. Routledge: London. 

Walton, R.E. (1985) "From control to commitment in the workplace" Harvard 
Business Review, 63, 77-84. 

451 



Warr, P.B. (1982) "A national study of non-financial employment commitment." 
Journal of Occupational Psychology. 55, 297-312. 

Waterman, RH. (1988) The Renewal Factor. Bantam Books: New York. 

Watson, T.J. (1986) Management Organization and Employment Strategy. RoutJedge 
and Kegan Paul: London. 

Watson, T.J. (1994) In Search Of Management: Culture, Chaos and Control in 
Managerial Work. Routledge: London. 

Webb, E.J.; Campbell, D.T.; Schwartz, RD. & Sechrest, L. (1965) Unobtrusive 
Measures. Rand McNally: Chicago. 

Weber, M (1947) The Theory of Social and Economic Organisation (translated by 
Henderson, A.M. and Parsons, T) Oxford University Press: New York. 

West, D. (1990) Authenticity and Empowerment: A Theory of Liberation. Harvester 
Wheatsheaf: Hemel Hempstead. 

Wheatley, R & Parker, N. (1995) "Empowerment! Self-directed work teams" 
Management Directions Cl). Institute of Management: Corby. 

White, R W. (1959) "Motivation reconsidered: the concept of competence" 
Psychological Review, 66, 297-333. 

White, B.; Cox, C. & Cooper, C.L. (1992) Women's Career Development. 
Blackwell: Oxford. 

White, S.E. & Mitchell, T.R (1976) "Organization Development: A Review of 
Research Content and Research Design" Academy of Management Review. April: 
57-73. 

Whyte, WF & Gardner, BB (1945) "The position and problems of the foreman" 
Applied Anthropology, 4(2), 17-27. 

Wilkinson, A.; Marchington, M.; Goodman, J. & Ackers, P. (1992) "Total Quality 
Management and employee involvement" Human Resource Management Journal, 
lli1,1-20. 

Wilkinson, A.; Marchington, M.; Goodman, J. & Ackers, P. (1993) "Refashioning 
industrial relations: the experience of a chemical company over the last decade" 
Personnel Review, 22(2), 22-38. 

Willmott, H. (1993) '''Strength is ignorance; slavery is freedom': managing culture in 
modem organizations" Journal of Management Studies, 30(4), 515-552. 

Willmott, H. (1995) "The odd couple?: re-engineering business processes; managing 
human relations" New Technology, Work and Employment. 10(2), 89-98. 

452 



Woetzel, J.R. (1989) China's Economic Opening To The Outside World: The Politics 
of Empowerment. Praeger: New York. 

Wyatt, S.; Fraser, J.A. & Stock, F.G.L. (1928) The Comparative Effects ofVarietv 
and Uniformity in Work. Medical Research Council Industrial Fatigue Research 
Board, Report No. 52, HMSO: London. 

Yeich, S. & Levine, R. (1992) "Participatory Research's Contribution to a 
Conceptualization of Empowerment. " Journal of Applied Social Psychology, 
22(241 1894·1908. 

Zuboff, S. (1989) In the Age of the Smart Machine. Heinemann: London. 

Zuidema, K.R. & K1einer, B.H. (1994) "New developments in self·directed 
workgroups" Management Decision, 32(8), 57·63. 

453 



The Business School APPENDIX A: INITIAL LETTER TO ORGANIZATIONS 
Loughborough University Loughborough Leicestershire LEII 3TIJ UK 
Switchboard: +44 (0) 1509 263171 

The Benefits Agency 
ADDRESS (not included for 
confidentiality purposes) 

Dear ........ (not included for confidentiality purposes) 

Loughborough 
University 

9th March 1995 

I am currently a research student at Loughborough University Business School. As part of my research I 
am seeking participation from maior organisations in three sectors: private seIVices; manufacturing and 
the public sector. Having read of your interest in empowerment and considering the position of The 
Benefits Agency within a constantly changing, customer-focused, public sector environment, I believe 
The Agency would be of particular interest to the research I am currently conducting. 

My research concerns the new employment practice of empowerment and its implications for the 
employees on the receiving end of such policies. I feel that this is an area of empowerment which has 
been overlooked but which will provide important and useful results for organisations which use, or seek 
to use, such human resource policies. 

Obviously, the study would require some time from your employees and from the management team, 
however, I believe the findings would be of direct benefit to you. I have previously researched within 
another organisation for whom I have provided written reports with a wealth of statistical data, 
providing findings which have consequently been followed up by the organisation due to their 
importance and interest to those involved. 

I do hope that The Benefits Agency will consider participating in this research and I will telephone you 
in two weeks time to discuss this matter further. 

Yours sincerely 

:=;-~~-=.~ 
Nicola Denham 



The Business School 

Loughborough University Loughborough Leicestershire LE!! 3TU UK 
Switchboard: +44 (0)1509 263171 

I. Loughborough 
., University 

APPENDIX B: RESEARCH PROPOSAL 

PROPOSAL FOR RESEARCH 

MAIN OBJECTIVE: To discover the reaction of non-managerial employees within the Personal 
Communications division to "For A Better Life" in tenns of attitudes and repolted behaviours. 

SAMPLE: Two Directorates within the Personal Communications division. These will be chosen on the 
basis of the results of the current CARE survey. 

RESEARCH AGENDA: 
Managerial Interviews: Within each Directorate, I would like to speak with managers to hear their 
opinions and attitudes towards "For A Better Life" and to understand how the programme was 
implemented within the Directorate. If possible, I would like to speak with the following: 

The Direetor 
2 "Direct Reports" 
2 Line Managers 
2 "Better Life" coaches (preferably I managerial and 1 non-managerial) 

These interviews would last no longer than one hour each and would be preceded by a letter explaining 
the purpose of the research. 

Focus Groups: Due to the size of the Direetorates within the Personal Communications division, it is 
suggested that more than one focus group (perhaps 2 or 3) be conducted. This will allow a broader 
view of the Directorate to be asceltained as it will more effeetively acknowledge the differentiation 
which exists amongst employees, e.g. across job roles and geographical areas. 

Questionnaires: These will be distributed to all non-managerial employees in each Directorate. The 
questionnaires will measure attitudes to work and empowerment and seek to relate these to independent 
variables such as tenure, job role, gender et cetera. 

OUTCOMES: The research will form the basis of my PhD thesis. Feedback will be provided to British 
Telecom in the form of a Management Report and a presentation of the main findings which will be 
given in Late 19961 Early 1997. 

Nicola Denham BA(Hons) MSc Grad IPD 

... _-----------------------------------------



APPENDIX C: TYPICAL MANAGEMENT INTERVIEW SCHEDULE 

· Introduce myself 

· Personal Employment history 
· Department history and structure 

· How has your empowerment initiative been tailored for your department? 
· Was it introduced over a period! overnight? 

· What are the nature of the changes which empowerment has made in terms of 
organizational policy and structure? 

· What aims did you have/ changes did you expect to see in your workforce as a result 
of the initiative? 

· Were you right? 

· Do you think everyone's on board (incl. Managers) ? If not, what are the reasons for 
resistance? 

· What level of training and support accompanied the introduction of empowerment? 

· How would you describe your personal style of management? 

· Do you think unionization has affected the acceptance of the initiative in any way? 

· Have other changes been introduced to the workforce alongside empowerment? 

· How do you expect the initiative to affect you personally? 

· What impact do you think the initiative will have on the level of control which 
employees have? 

· What do you understand by the word "empowerment to? Do you use the term when 
talking to employees? 

· Essentially, as you understand it, do you think empowerment is a good thing? 



The Business School 

Loughborough University Loughborough Leicestershire LEll 3TU UK 
Switchboard: +44 (0)1509263171 

APPENDIX D: TYPICAL LETTER 
TO POTENTIAL MANAGEMENT 
INTERVIEWEES 

FAO: 

Dear 

III Loughborough 
., University 

29th August 1995 

I am a research student at Loughborough University Business School looking at the 
nature and effectiveness of empowerment programmes. BT have kindly offered to 
participate in this research and I am in the process of evaluating the success of' ... for a 
better life' on the changing perceptions and actions of employees .. 

As part of this research I would like to talk to members of management regarding 
their views and attitudes towards empowerment. The interviews would last for about 
an hour and cover general aspects of empowerment and the implementation of "For A 
Better Life" within your Directorate. Anonymity will be maintained in all cases. 

I do hope you will agree to meet with me and share your experiences of "For A Better 
Life" and I look forward to meeting you. 

Yours sincerely 

Nicola Denham 



APPENDIX E: TYPICAL FOCUS GROUP INTERVIEW SCHEDULE 

· Introduce myself (confidentiality, forget tape recorder, looking for general feelings 
about empowerment initiative and how it affects you). 

· Introduce themselves (how long working for organization?) 

· Tell me what you know about the empowerment initiative· how did you learn about 
it? 

· Why do you think the initiative was introduced? 

· Do you think your manager supports the empowerment initiative? 

· Do you think senior managers support the empowerment initiative? 

· Has it changed the way you work? 

· Has it changed the way you feel? 

· What do you understand by the word empowerment? 

· Would you like to be empowered? 

· Do you think "FABL" is about empowerment? 

· Does unionisation have an effect? 

· Any other comments 



The Business School 

Loughborough University Loughborough Leicestershire LEll 3TU UK 
Switchboard: +44 (0)1509263171 

APPENDIX F: TYPICAL LETTER TO 
POTENT~LFOCUSGROUP 

PARTICIPANTS 

FAO: All AA and L02 staff 
North Leicestershire District 

To all AA and L02 staff 

• • Loughborough 
., University 

24th January 1996 

My name is Nicola Denham and I am a research student at Loughborough University 
Business School. As part of my current research I am seeking the attitudes and 
opinions of employees towards quality initiatives. The Benefits Agency have kindly 
offered to help in this research and I am working with the cooperation of the Unions 
and the Management of North Leicestershire District. 

I am writing to ask for volunteers to take part in a discussion group on this topic 
which would last a maximum of2-3 hours. For practical reasons there is a need to 
tape record the proceedings but, as is the norm in independent research projects, the 
tape will be handled by myself and will not be made available to anyone within the 
organisation. 

I do hope this assurance of confidentiality will encourage you to volunteer for this 
discussion group and to speak openly about your views as it is important to this 
research that a true reflection of employee attitudes is gained. 

Yours sincerely 

Nicola Denham 

~-------------------------------------------------------- -- -- -- -- - -



The Business School 

Loughborough University Loughborough Leicestershire LEII 3TU UK 
Switchboard: +44 (0)1509 263171 

APPENDIX G: COVER LETTERS 
FOR OUESTIONNAIRES 

To: All AA and L02 Staff 
North Leicestershire 

• 11 Loughborough 
• University 

4th November 1996 

My name is Nicola Denham and I am a researcher at Loughborough University Business School looking 
at the effects of empowerment policies. The Benefits Agency have kindly offered to help in this research 
and I am working with the full cooperation of the Unions and Management at North Leicestershire 
District and I have already interviewed a number of managers and union representatives about their 
perceptions of empowerment. 

To get a full picture of empowerment within your District it is important that as many people as possible 
give their views and, although the enclosed questionnaire may look rather long, it only takes IS minutes 
to complete. I would be most grateful if you could spare the time needed to complete this questionnaire 
and return it by ZZnd November 1996. All questionnaires are anonymous and will be treated in the 
strictest confidence, no-one in the organization will have access to the individual questionnaires and, to 
assure you of this, I have enclosed a pre-paid envelope addressed to me at the University. 

The results of this research will be published in a management report early next year which will be held 
at both the Yeoman Street and Loughborough offices. I do hope you'll spend the time necessary to fill 
out this questionnaire as your views matter. If you remain in doubt about any aspect of this 
Questionnaire, please contact Meera Bhalla at Yeoman Street. 

Thank you very much and I look forward to your reply. 

Nicola Denharn 

Enc. 



The Business School 

Loughborough University Loughborough Leicestershire LEll 3TU UK 
Switchboard: +44 (0)1509 263171 

To: All AA and L02 Staff 
Preston District 

• 11 Loughborough 
• University 

4th November 1996 

My name is Nicola Denham and I am a researcher at Loughborough University Business School looking 
at the effects of empowerment policies. The Benefits Agency have kindly offered to help in this research 
and I am working with the cooperation of Management at Preston District, having already interviewed a 
number of managers and staff about their perceptions of empowerment. 

To get a full picture of empowerment within your District it is important that as many people as possible 
give their views and, although the enclosed questionnaire may look rather long, it only takes 15 minutes 
to complete. I would be most grateful if you could spare the time needed to complete this questionnaire 
and return it by 22nd November 1996. All questionnaires are anonymous and will be treated in the 
strictest confidence, no-one in the organization will have access to the individual questionnaires and, to 
assure you of this, I have enclosed a pre-paid envelope addressed to me at the University. 

The results of this research will be published in a management report early next year which will be held 
at Barty House. I do hope you'll spend the time necessary to fill out this questionnaire as your views 
matter. If you remain in doubt about any aspect of this Questionnaire, please contact Sandra Casey or 
Philip Aindow. 

Thank you very much and I look forward to your reply. 

Nicola Denham 

Enc. 

---------------------------- - - - .- -- -
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Loughborough University Loughborough Leicestershire LE11 3TU UK 
Switchboard: +44 (0)1509 263171 

• • Loughborough 
., University 

Hello, my name is Nicola Denham and I am a researcher at Loughborough University 
Business School looking at the impact of culture change. PC have kindly offered to help in 
this research and I have already interviewed a number of senior managers about their 
perceptions of ' .. .far a better life' . 

To get a full picture of ' .. .far a better life' it is important that as many people as possible give 
their views and, although I know that the enclosed questionnaire may look long, it only takes 
15 minutes to complete. To encourage you to reply, I have enclosed two raffle tickets, just 
tear off one of the tickets and return it with the questionnaire in the envelope prOvided by 
22ND NOVEMBER 1996 in order to enter the draw for a FREE BOTTLE OF CHAMPAGNE! 
But don't forget - keep the other raffle ticket as you will be notified of the winning numbers, 
by letter, in December. 

Ail questionnaires are anonymous and will be treated in the strictest confidence. No-one in 
the organization will have access to the individual questionnaires and, to assure you of this, I 
have enclosed a pro-paid envelope addressed to me at the University. The findings of the 
research will be summarised in a management report early next year. The report will be held 
at the "Better Life" office and will be available to you if you wish to see it 

I do hope you'll spend the time necessary to fill out this questionnaire - remember your views 
matter and, if you don't return the questionnaire, you don't have a chance to win the 
champagne!! 

Thank you very much and I look forward to your reply 

Nicola Denham 

Enc. 



APPENDIX H (BT) 

QUESTIONNAIRE 

This questionnaire should take you about 15 minutes to complete and seeks to 
evaluate your perceptions of • ••• for a better J1fe~ The success and relevance of the 
study depends on the answers that you give so please respond as honestly and 
fairly as you can. There are no right or wrong answers and often the first answer 
that comes to mind is the best. Please complete the questionnaire yourself and 
thank you for taking the time to take part in the survey. 

It should be stressed that each questionnaire is treated with absolute 
confidentiality. Individual questionnaires will not be seen by anybody in your 
organization and results will be fed back if requested. 

SECTION ONE: YOU AND YOUR JOB 

For the following set of questions please circle that number which corresponds to 
that answer which best describes your situation. Where a blank space is left please 
fill in the answer according to the question set: 

1. Are you 

Male 1 
or Female 2 

2. How old are you? (for the following question please enter two digits, one in 
each of the boxes) 

CD years 

3. Do you have any dependents at home? 

or 
Yes 
No 

1 
2 

4. In your household are you (please circle one response only): 

The sole earner 1 
The main earner 2 
A joint earner 3 
Live with parents 4 

5. What of the following educational qualifications do you possess? (please place a 
cross in one or more appropriate boxes) 

GCSE's I O-levels 
NVQ 
BT Apprenticeship 
A-levels or B-Tec 
HND or degree 
Higher degree 
Professional qualification 



6. If your job is graded, what grade are you? 

TSL 
CA 
CO 
Commo 

Other (please specify) 

7. Do you work 

or 
Part·Time 
Full·Time 

8. Do you work as part ofa team? 

or 
Yes 
No 

1 
2 
3 
4 
5 .................................... . 

1 
2 

1 
2 

9. Are you respousible for auy staff ? 

or 
Yes 
No 

1 
2 

10. If you answered "yes" to Q9, how many staff are you responsible for? ( for this 
question and the next three please euter a two digit number, e.g. If you have six 
people workiug for you please enter this as shown: 

@][ill staff ) 

rn staff 

11.How long have you worked for your orgauization in any capacity? 

CD years and CD months 

12. How long have you worked for your organization in your present role? 

CD years and CD mouths 

13. How long have you worked for your organb:ation in your preseut grade? 

rn years and CD mouths 

14. Wheu you leave your orgauizatiou do you expect it to be due to (please circle 
the most likely reason): 

Career Movel Your owu decision 1 
Career Movel Relocatiou 2 
Retiremeut 3 
Reduudaucy (voluntary or involuutary) 4 
Termination 5 
Couldu't say 6 



15. If without having to work, you had what you would regard as a reasonable 
living income, do you think you would still prefer to have a paid job, or wouldn't 
you bother? 

Would still prefer paid job 1 
Wouldn't bother 2 
Do voluntary work 3 
Other (please specify) ......... ............... 4 
Don't know 5 

16. In your career, have you ever before been exposed to empowerment 
programmes? 

or 
Yes 
No 

1 
2 

17. Axe you a member of a trade union? 

or 
Yes 
No 

1 
2 

18. If you answered "yes" to Q17, which trade union are you a member of? 

NCU 1 
Other (please specify) 2 

19. Axe you currently involvedl have you ever been involved in any of the 
following in your present organization? 

YES NO 

Regular Team Briefings 1 2 

Quality Improvement groups 1 2 

Developing a Personal Action Plan 1 2 

Peer group meetings 1 2 

TraIning and development 1 2 

Suggestion schemes 1 2 

Multi-skiI1ing 1 2 

Performance Related Pay 1 2 



SECTION TWO 

This section asks you to think about how you would like to work. independent of 
your current job or organisation. The section consists of a number of statements 
and will ask you to show the extent to which you agree or disagree with them. 
For example, if you strongly disagree with the first statement then please circle 
(11· 

1 2 3 4 5 
Strongly Disagree Disagree Neither Agree Agree Strongly Agree 

nor Disagree 

If you wish to change an answer, please put a line through the old answer. 

Disagree Neither Agree 

(11 I take moderate risks and stick my 
neck out to get ahead. 1 2 3 4 5 

(2) I would be reluctant to air my views 
to the management of an organisation 
which I worked for in case it damaged 
my career. 1 2 3 4 5 

13) If I make a mistake I'm always 
prepared to admit it. 1 2 3 4 5 

(4) I try to avoid added responsibilities 1 2 3 4 5 

(5) I am the sort of person that 
likes to follow rules to give me 1 2 3 4 5 
a sense of order 

(6) I often shy away from making 
major decisions. 1 2 3 4 5 

(7) I disregard rules and regulations that 
hamper my personal freedom 1 2 3 4 5 

IS) I like to take ownership for my 
actions 1 2 3 4 5 

(9)1 do my best when my assignments 
are fairly dlftlcult 1 2 3 4 5 

(10) I like to work alone 1 2 3 4 5 

Ill) I consider myself a "team player" 1 2 3 4 5 

(12) In life, I try to be my own boss 1 2 3 4 5 

(13) I go my own way regardless of 
the opinions of others 1 2 3 4 5 

(14) If people trust me to do things well 
I normally perform better 1 2 3 4 5 

(15) I try very hard to improve on my past 
performance 1 2 3 4 5 

116) IfI meet a problem I've never 
encountered before, I feel confldent 1 2 3 4 5 
I could make a decision about it 
without consulting others. 



SECTION THREE 

The following questions ask you how you feel about yourself and your work. They 
contain two choices (I} and (2} please circle the choice which best describes your 
likes or feelings. If neither choice or both choices apply to you please choose that 
which you like most or dislike least. 

I more strongly believe that: 

I} In the long run people get the respect they deserve in this world 1 

Unfortunately, an individual's worth often passes unrecognised 
no matter how hard he/she tries 2 

2} Without the right breaks one cannot be an effective leader 1 

Capable people who fall to become leaders have not taken advantage of 
their opportunities 2 

3} One should always be wUling to admit his/her mistakes 1 

It is usually best to cover up one's mistakes 2 

4} I have often found that what is going to happen will happen 1 

Trusting to fate has never turned out as well for me as making a 2 
decision to take a definite course of action 

5} Becoming a success is a matter of hard work, luck has little or 
nothing to do with it 1 

Getting a good job depends mainly on being in the right place at the 
right time 2 

6} The average citizen can have an influence in government decisions 1 

This world is run by a few people in power and there is not much the 
average person can do about it 2 

7} When I make plans, I am almost certain that I can make them work 1 

It is not always wise to plan too far ahead because many things turn out to 
be a matter of good or bad fortune anyhow 2 

8} Who gets to be the boss often depends on who was lucky enough to be 
in the right place first 1 

Getting people to do the right thing depends upon ability; luck has little 
or nothing to to do with it 2 

9} A good leader expects people to decide for themselves what they 
should do 1 

A good leader makes it clear to everybody what their jobs are 2 

10} What happens to me is my own doing 1 
Sometimes I feel that I don't have enough control over the 

direction my life is taking 2 



In your workllfe, how important are each of the following things to you personally? 
(please circle one response): 

Unimportant Unsure Important 

I) The freedom to schedule 
your own work 1 2 3 4 5 

2) The freedom to perform 
your work in the manner 
you see fit 1 2 3 4 5 

3) The feedback you receive 
from your supervisor about 
your performance 1 2 3 4 5 

4) A job where you do a 
variety of tasks 1 2 3 4 5 

5) A job where you do an 
entire piece of work from 
start to finish 1 2 3 4 5 

SECTION FOUR: YOU AND YOUR TEAM 

The following questions consider your thoughts on working with others. It does 
not matter if you do not work as a team as the questions relate to your general 
attitudes rather than actual experiences. 

Disagree Neither Agree 
ee 

(I) If a group is slowing me down it 
is better to leave it and work alone 1 2 3 4 5 

(2) It is important to me that the 
values of my colleagues are similar 
tomyoWD 1 2 3 4 5 

(3) I like to be in a position where I have 
a strong aftlnity with my colleagues 1 2 3 4 5 

(4) I perceive myself as an active 
group member 1 2 3 4 5 

(5) It is important to me how I am 
regarded by my co-workers 1 2 3 4 5 

(6) I like to be judged by my own merits 
not on the performance of a team 1 2 3 4 5 

(7) I try to perform better than 
my co-workers 

1 2 3 4 5 

J 



SECTION FIVE: YOU AND YOUR ORGANIZATION 

This section asks about your views of the organization that you work for. 

Please circle the number which indicates best the extent to which you agree with 
the statements below: 

Disagree Neither Agree 

(I) My organization cares about its 
customers 1 2 3 4 5 

(2) I have a lot of control over how 
I do my job 1 2 3 4 5 

(3) My organization believes in 
teamworking 1 2 3 4 5 

(4) A feeling of "us" (the employees) and 
"them" (the management) exists 
within my organization 1 2 3 4 5 

(5) I can make changes to my job 
whenever I want 1 2 3 4 5 

(6) My organization values the ideas put 
forward by its employees. 1 2 3 4 5 

(7) I do not have to go through 
a lot of red tape to change 
things 1 2 3 4 5 

(8) My organization believes in 
having lots of layers of 
management 1 2 3 4 5 

(9) I do not need to get the 
supervisor's approval before I handle 
problems 1 2 3 4 5 

(10) My organization has a clear vision of 
what needs to be done and how to 
achieve it. 1 2 3 4 5 

Ill) I have the authority to correct 
problems when they occur 1 2 3 4 5 

(121 I am allowed to be creative when 
I deal with problems at work 1 2 3 4 5 

(131 The values which my 
organization holds are clearly 
communicated to me 1 2 3 4 5 

114) The organizational culture encourages 
its employees to continue to train 
and learn. 1 2 3 4 5 

(15) I have enough power in this organization 
to control events that might affect 
my job 1 2 3 .4 5 



Disagree Neither Agree 

116) Top management provides 
strong and clear leadership. 1 2 3 4 5 

117)1 am allowed to do almost anything 
to do a high·quality job. 1 2 3 4 5 

118) Morale is high in my 
organization 1 2 3 4 5 

119)1 am encouraged to handle job-
related problems by myself 1 2 3 4 5 

120) In this organization, 1 can 
prevent negative things from affecting 
my work situation 1 2 3 4 5 

121) 1 understand this organization 
well enough to be able to control 
things that affect me 1 2 3 4 5 

122)1 am proud to tell people which 
organization I work for 1 2 3 4 5 

SECTION SIX: YOU AND YOUR MANAGER 

These questions relate to your opinions of your immediate supervisor. Firstly: 

11) Is your immediate manager male 1 or female 2? 

For the rest of this section please circle the number which best corresponds to the 
degree to which you agree or disagree with the folowing statements: 

Disagree Neither Agree 

12) My manager has the 
respect of staff 1 2 3 4 5 

13) My manager feels each 
member of staff is important 
as an indlvidual 1 2 3 4 5 

14) My manager encourages 
staff to participate in important 
decisions 1 2 3 4 5 

15) My manager encourages people 
to speak up when they disagree 
with a decision 1 2 3 4 5 

16) My manager makes most 
decisions without asking staff 
for their opinions 1 2 3 4 5 



SECTION SEVEN: YOU AND EMPOWERMENT 

Finally, this last set of questions ask you about empowerment in your organization 
and your opinions of its success. 

Firstly, could you please give three words in the space below that describe your 
understanding of the term "empowerment" • 

........................................................................................................................................ 

............................................................................................................... ................ . 
(1) As you define it, above, do you think that empowerment is a "good thing"? 

Yes, certainly Yes, on balsnce About equally No, on balance No, certainly not 
good and bad 

1 2 3 4 5 

Disagree Neither Agree 

(2) I believe that ' ... for a better life' 
is about empowerment 

(3) My immediate boss (manager) is 
committed to empowerment 

(4) My boss's boss is committed to 
empowerment 

1 

1 

1 

(5) The Managing Director of my organization 

2 

2 

2 

is committed to empowerment 1 2 

(6) I believe that my understanding 
of empowerment matches that of my 
organization 1 

(7) I consider myself to be empowered 1 

(8) I am really not interested 
in being empowered 1 

2 

2 

2 

3 4 

3 4 

3 4 

3 4 

3 4 

3 4 

3 4 

5 

5 

5 

5 

5 

5 

5 

N.B. For questions 9 - 16, even if you do not participate in one or many of the 
activities mentioned please answer in terms of whether you think they wonld 
contribute to your empowerment if you did take part in them. 

To what extent do you agree that the foUwing activities contribute to your 
empowerment: 

Disagree Neither Agree 

(9) Regular team briefings 1 2 3 4 

(10) Quality improvement teamsl 2 3 4 

(11) Suggestion schemes 1 2 3 4 

(12) Personal action plan 1 2 3 4 

5 

5 

5 

5 



Disagree Neither Agree 
ee 

(13) Peer group meetings 1 2 3 4 5 

(14) Training and development 1 2 3 4 5 

(15) Multi-skllling 1 2 3 4 5 

(16) Performance Related Pay 1 2 3 4 5 

(17) Are there any other activities which you undertake at work which you believe 
to be empowering and, if so, what are they? 

................................................................................................................................ 

................................................................................................................................ 

................................................................................................................................ 

................................................................................................................................ 

...................................................................... ......................................................... . 

(18) Please rank in order from 1- most important to 6-least important, how 
important you believe the following factors are to whether or not you can be 
empowered? 

Senior Management Attitudes 

Line Managers Attitudes 

Your own personality 

The work that you do 

' ___ for a better life' 

Other factors (please specify) 

D 
D 
D 
D 
D 
D 

(19) Finally, if you have any comments regarding empowerment within your 
organization i_e_ what is good/bad about it, how it could be improved etc. please 
indicate these in the space below. Use additional sheets if necessary 

................................................................................................................................ 

................................................................................................................................ 

................................................................................................................................ 

................................................................................................................................ 

................................................................................................................................ 

................................................................................................................................. 

................................................................................................................................ 

................................................................................................................................ 

THANK YOU VERY MUCH FOR YOUR TIME! 



APPENDIX H (The Benefits AgencY) 

QUESTIONNAIRE 

This questionnaire should take you about 15 minutes to complete and seeks to 
evaluate your perceptions of your organization's empowerment programme. The 
success and relevance of the study depends on the answers that you give so please 
respond as honestly and fairly as you can. There are no right or wrong answers and 
often the first answer that comes to mind is the best. Please complete the 
questionnaire yourself and thank you for taking the time to take part in the 
survey. 

It should be stressed that each questionnaire is treated with absolute 
confidentiality. Individual questionnaires will not be Seen by anybody in your 
organization and results will be fed back if requested. 

SECTION ONE: YOU AND YOUR JOB 

For the follwing set of questions please circle that number which corresponds to 
that answer which best describes your situation. Where a blank space is left 
please flll in the answer according to the question set: 

1. Are you 

or 
Male 
Female 

1 
2 

2. How old are you? (for the following question please enter two digits, one in 
each of the boxes) 

CD years 

3. Do you have any dependents at home? 

or 
Yes 
No 

1 
2 

4. In your household are you (please circle one response only): 

The sole earner 1 
The main earner 2 
Ajoint earner 3 
Live with parents 4 

5. What of the following educational qualifications do you possess? (please place a 
cross in One or more appropriate boxes) 

GCSE's I O-levels 
NVQ 
A-levels or B-Tec 
HND or degree 
Higher degree 
Professional qualification 



6. IC your job is graded, what grade are you? 

Al 
A4 

Other (please speclfyl 

7. Do you work 

or 
Part-Time 
Full-Time 

8. Do you work as part oC a team? 

or 
Yes 
No 

1 
2 
3 .................................... . 

1 
2 

1 
2 

9. Are you responsible Cor any staff ? 

or 
Yes 
No 

1 
2 

10. If you answered "yes" to Q9, how many staff are you responsible Cor? ( Cor this 
question and the next three please enter a two digit number, e.g. ICyou have six 
people working Cor you please enter this as shown: 

@]@] staff I 

CD staff 

1l.How long have you worked Cor your organization in any capacity? 

m years and m months 

12. How long have you worked Cor your organization in your present role? 

o:J years and CD months 

13. How long have you worked Cor your organization in your present grade? 

m years and m months 

14. When you leave your organization do you expect it to be due to (please circle 
the most likely reasonl: 

Career Movel Your own decision 1 
Career Movel Relocation 2 
Retirement 3 
Redundancy (voluntary or involuntaryl 4 
Termination 5 
Couldn't say 6 



15. If without having to work, you had what you would regard as a reasonable 
living income, do you think you would still prefer to have a paid job, or wouldn't 
you bother? 

Would still prefer paid job 1 
Wouldn't bother 2 
Do voluntary work 3 
Other (please specify) ........................ 4 
Don't know 5 

16. 1u your career, have you ever before been exposed to empowerment 
programmes? 

or 
Yes 
No 

1 
2 

17. Are you a member of a trade union? 

or 
Yes 
No 

1 
2 

18. If you answered "yes" to Q 17, which trade union are you a member of? 

CPSA 1 
PTC 2 

Other (please specify) 3 

19. Are you curxently involvedl have you ever been involved in any of the 
following in your present organization? 

YES NO 

Regular Team Briefings 1 2 

Quality Improvement groups 1 2 

Developing a Personal Action Plan 1 2 

Peer group meetings 1 2 

Training and development 1 2 

Suggestion schemes 1 2 

Multi-skilling 1 2 

Performance Related Pay 1 2 



SECTION TWO 

This section asks you to think about how you would like to work. independent of 
your current job or organisation. The section consists of a number of statements 
and wUl ask you to show the extent to which you agree or disagree with them. 
For example, if you strongly disagree with the first statement then please circle 
(1). 

1 2 3 4 5 
Strongly Disagree Disagree Neither Agree 

nor Disagree 
Agree Strongly Agree 

If you wish to change an answer, please put a line through the old answer. 

Strongly Disagree Neither Agree Strongly 
Disagree Agree 

(1) I take moderate risks and stick my 
neck out to get ahead. 1 

(2) I would be reluctant to air my views 
to the management of an organisation 
which I worked for in case it damaged 
my career. 1 

(3) If I make a mistake I'm always 
prepared to admit it. 1 

(4) I try to avoid added responsibilities 1 

(5) I am the sort of person that likes to 
follow rules to give me a sense of order 1 

(6) I often shy away from making major 
decisions. 1 

(7) I disregard rules and regulations that 
hamper my personal freedom 1 

(8) I like to take ownership for my 
actions 1 

(9) I do my best when my assignments 
are fairly difficult 1 

(10) I like to work alone 1 

(11) I consider myself a "team player" 1 

(12) In life, I try to be my own boss 1 

(13) I go my own way regardless of 
the opinions of others. 1 

(14)lf people trust me to do things wen 
I normally perform better. 1 

(15) I try very hard to improve on my past 
performance 1 

(16) 1ft meet a problem I've never 
encountered before, I feel confident 
I could make a decision about it 
consulting others. 

1 

2 3 4 

2 3 4 

2 3 4 

2 3 4 

2 3 4 

2 3 4 

2 3 4 

2 3 4 

2 3 4 

2 3 4 

2 3 4 

2 3 4 

2 3 4 

2 3 4 

2 3 4 

2 3 4 

s 

5 

5 

5 

5 

5 

5 

5 

5 

5 

5 

5 

5 

5 

5 

5 



--------------------------------------------------------------------------

SECTION THREE 

The following questions ask you how you feel about yourself and your work. They 
contain two choices (I) and (2) please circle the choice which best describes your 
likes or feelings. If neither choice or both choices apply to you please choose that 
which you like most or dislike least. 

I more strongly believe that: 

I) In the long run people get the respect they deserve in this world 1 

Unfortunately, an individual's worth often passes unrecognised 
no matter how hard he/she tries 2 

2) Without the right breaks one cannot be an effective leader 1 

Capable people who faU to become leaders have not taken advantage of 
their opportunitiea 2 

3) One should always be wUllng to admit his/her mistakes 1 

It is usually best to cover up one's mistakes 2 

4) I have often found that what is going to happen will happen 1 

Trusting to fate has never turned out as well for me as making a 2 
decision to take a def'mite course of action 

5) Becoming a success is a matter of hard work, luck has little or nothing 1 
to do with it 

Getting a good job depends mainly on being in the right place at the 
right time 2 

6) The average citizen can have an influence in government decisions 1 

This world is run by a few people in power and there is not much the 
average person can do about it 2 

7) When I make plans, I am almost certain that I can make them work 1 

It is not always wise to plan too far ahead because many things turn out to 
be a matter of good or bad fortune anyhow 2 

8) Who gets to be the boss often depends on who was lucky enough to be 
in the right place first 1 

Getting people to do the right thing depends upon ability; luck has little 
or nothing to to do with it 2 

9) A good leader expects people to decide for themselves what they 
should do 1 

A good leader makes it clear to everybody what their jobs are 2 

10) What happens to me is my own doing 1 
Sometimes I feel that I don't have enough control over the 

direction my life is taking 2 



In your worklife, how important are each of the following things to you 
personally? (please circle one response): 

Unimportant Unsure Important 

1) The freedom to'schedule 
your own work 

1 2 3 4 

2) The freedom to perform your 
work in the manner you see fit 

1 2 3 4 

3) The feedback you receive from your 
supervisor about your performance 

1 2 3 4 

4) A job where you do a variety of tasks 

1 2 3 4 

5) A job where you do an entire piece 
of work from start to finish 

1 2 3 4 

SECTION FOUR: YOU AND YOUR TEAM 

The following questions consider your thoughts on working with others. It does 
not matter if you do not work as a team as the questions relate to your general 
attitudes rather than actual experiences. 

5 

5 

5 

5 

5 

Strongly Disagree Neither Agree Strongly 
Disagree Agree 

(1) If a group is slowing me down it is better to 
leave it and work alone 1 2 3 4 5 

(2) It is important to me that the values of my 
colleagues are similar to my own 1 2 3 4 5 

(3) I like to be in a position where I have a 
strong affinity with my colleagues 1 2 3 4 5 

(4) I perceive myself as an active group member 
1 2 3 4 5 

(5) It is important to me how J am regarded 
by my co-workers 1 2 3 4 5 

(6) I like to be judged by my own merits not 
on the performance of a team 1 2 3 4 5 

(7) I try to perform better than my co-workers 
1 2 3 4 5 



SECTION FIVE: YOU AND YOUR ORGANIZATION 

This section asks about your views of the organization that you work for. 

Please circle the number which indicates best the extent to which you agree with 
the statements below: 

Strongly Disagree Neither Agree Strongly 
Disagree Agree 

(1) My organization cares about its 
customers 1 2 3 4 5 

(2) I have a lot of control over how 1 2 3 4 5 
I do my job 

(3) My organization believes in 1 2 3 4 5 
teamworking 

(4) A feeling of "us" (All A4) and 
"them" (B3 supervisor and above) exists 1 2 3 4 5 
within my organization 

(5) I can make changes to my job whenever 1 2 3 4 5 
I want 

(6) My organization values the ideas put 
forward by its employees. 1 2 3 4 5 

(7) I do Dot have to go through a lot 
of red tape to change things 1 2 3 4 5 

(8) My organization believes in having 
lots of layers of management 1 2 3 4 5 

(9) I do not need to get the management's 
approval before I handle problems 1 2 3 4 5 

(10) My organization has a clear vision of 
what needs to be done and how to 
achieve it. 1 2 3 4 5 

(11) I have the authority to correct· 
problems when they occur 1 2 3 4 5 

(12) I am allowed to be creative when 
I deal with problems at work 1 2 3 4 5 

(13) The values which my organization holds 
are clearly communicated to me 1 2 3 4 5 

(14) The organizational culture encourages 
its employees to continue to train 
and learn. 1 2 3 4 5 

(15) I have enough power in this organization 
to control events that might affect 
my job 

1 2 3 4 5 



Strongly Disagree Neither Agree Strongly 
Disagree Agree 

(16) Top management provides 
strong and clear leadership 1 2 3 4 5 

(17) I am allowed to do almost anything 
to do a high-quaUty job_ 1 2 3 4 5 

(18) Morale is high in my organization 1 2 3 4 5 

(19) I am encouraged to handle job-related 
problems by myself 1 2 3 4 5 

(20) In this organization, I can prevent 
negative things from affecting my 
work situation 1 2 3 4 5 

(21) I understand this organization well 
enough to be able to control things 
that affect me 1 2 3 4 5 

(22) I am proud to tell people which 
organization I work for_ I 2 3 4 5 

SECTION SIX: YOU AND YOUR SUPERVISOR 

These questions relate to your opinions of your immediate supervisor. Firstly: 

(I) Is your immediate supervisor male 1 or female 2 ? 

For the rest of this section please circle the number which best corresponds to the 
degree to which you agree or disagree with the folowing statements: 

Strongly Disagree Neither Agree Strongly 
Disagree Agree 

(2) My supervisor has the respect of staff 1 2 3 4 5 

(3) My supervisor feels each member of staff 
is important as an individual 1 2 3 4 5 

(4) My supervisor encourages staff to participate 
in important decisions 1 2 3 4 5 

(5) My supervisor encourages people to speak 
up when they disagree with a decision 1 2 3 4 5 

(6) My supervisor makes most decisions 
without asking staff for their opinions 1 2 3 4 5 



SECTION SEVEN: YOU AND EMPOWERMENT 

Finally, this last set or questions ask you about empowerment in your organization 
and your opinions or its success. 

Firstly, could you please give three words in the space below that describe your 
understanding or the term "empowerment" • 

............................................................................................................................... 

............................................................................................................................... 

(1) As you define it, above, do you think that empowerment is a "good thing"? 

Yes, certainly Yes, on balance 
not 

About equally 
good and bad 

No, on balance No, certainly 

1 2 3 4 5 

Strongly Disagree Neither Agree Strongly 
Disagree Agree 

(2) My immediate boss (supervisor) is committed 
to empowerment 1 2 3 4 5 

13) My boss's boss is committed to 
empowerment 1 2 3 4 5 

(4) The Chief Executive or my organization 
is committed to empowerment 1 2 3 4 5 

(5) I believe that my understanding or 
empowerment matches that or my 
organization 1 2 3 4 5 

(6) I consider myself to be empowered 1 2 3 4 5 

(7) I am really not interested in being 
empowered 1 2 3 4 5 

If.B. For questions 8 - 15, even if you do not participate in one or many or the 
activities mentioned please answer in terms or whether you think they would 
contribute to your empowerment if you did take part in them. 

To what extent do you agree that the rollwing activities contribute to your 
empowerment: 

Disagree Neither Agree 

(8) Regular team briefings 1 2 3 4 

(9) Quallty improvement teams 1 2 3 4 

(10) Suggestion schemes 1 2 3 4 

(11) Personal action plan 1 2 3 4 

(12) Peer group meetings 1 2 3 4 

5 

5 

5 

5 

5 



I 

I 

Disagree Neither Agree 

(13) Training and development 1 2 3 4 5 

(14) Multi-skilling 1 2 3 4 5 

(15) Performance Related Pay 1 2 3 4 5 

(16) Are there any other activities which you undertake at work which you believe 
to be empowering and, If so, what are they? 

................................................................................................................................. 

............................................................................................................................... 

................................................................................................................................ 

............................................................................................................................... 

............................................................................................................................... 

(17) Please rank in order from 1- most important to 6-least important, how 
important you believe the following factors are to whether or not you can be 
empowered? 

Senior management attitudes 

Line Managers attitudes 

Your own personality 

The work that you do 

The Strand 2/ Personal 
Development training 

Other factors (please specify) 

D 
D 
D 
D 
D 
D ................................................... 

(18) Finally, If you have any comments regarding empowerment within your 
organization i.e. what is good/bad about it, how it could be improved etc. please 
indicate these in the space below. Use additional sheets If necessary 

............................................................................................................................... 

............................................................................................................................... 

............................................................................................................................... 

............................................................................................................................... 

............................................................................................................................... 

............................................................................................................................... 

............................................................................................................................... 

............................................................................................................................... 

THANK YOU VERY MUCH FOR YOUR TIME I 



APPENDIX I: SUMMARY OF STRAND 2 TRAINING MANUAL 

NOTES FROM STRAND 2 TRAINING MANUAL: MANAGING THE FUTURE 

This Office Based Learning (CJELl material is intended for use by 
staff in all management grades (EO/LO! to SED). The books are 
intended to contribute to the manager's development of the 
Agency's core competencies. The material is divided into seven 
books. each within its own ring binder. 

The following section contains a summary of important quotes from 
the material to give an idea of the training given in this 'Strand 
2'. or "CuI ture Change", training module. The books all contain 
references to other BA publications and training courses. There 
are questions at the end of each part to recap the main issues. 
The summary will be split according to the seven books noted 
above. 

SI 1400A & 1400B - MAKING PLANS 

Book 1 contains detai I on visions, aims and object ives. It 
includes discussion of such issues all the way from the parent 
organisation - The Department of Social Security - down to the 
role of each individual in collecting information and using and 
monitoring a plan. 

Part 1 - Overview 

OOA:S 

OOA:S 

OOA:9 

The emphasis is on the people that carry out the day to 
day business. It is they who are in the best position to 
assert themselves and influence the Agency's strategy. 

Everyone in an organisation should contribute to 
producing the right decisions and actions which affect 
both themselves and their customers. 

We all have something to offer in the way of: 

* searching for new opportunities 
* suggesting alternative solutions, and 
* thinking about the future implications of today's 

decisions. 

With the use of notes, the Reader should. at the end of 
this book, be able to: 

* define the concept of planning, and appreciate what 
the process involves for the Unit. BA and DSS 

* actively contribute to the information gathering 
process, appreciating how to analyse and use the data 
collected 

* a~preciate the need to appraise all options, and 
describe how plans are used, monitored and reviewed 

* understand management spending (optional). 



Part 2 - Strategy and Planning 

OOA:14 

OOA:15 

OOA:16 

All plans will therefore affect other people, so it is 
vital that planning never takes place in isolation. 

Strategic p1anning ... is an orderly process by which 
senior management determines: 

* organisation objectives 
* strategies needed to achieve these objectives, and 
* short-range, top-level actions necessary to implement 

the strategy properly. 

All managers have a stake in this process and so 
successful strategic planning requires input from formal 
planners at all levels of management in the organisation 
if it is to be carried out successfully. 

Strategic planning is the opportunity for everyone to be 
involved in shaping the future of their organisation. 
Not only does this encourage commitment on the part of 
all contributors, but it also reduces resistance to 
proposed change. Most people will accept decisions if 
they have participated in their making and understand 
the: 

* limiting factors, and 
* possible alternatives. 

Part 3 - The Department of Social Security 

OOA:28 Each Agency has a clear responsibility to carry out its 
business in a manner which contributes towards the DSS 
aims and objectives. 

Part 4 - The Benefits Agency 

OOA:33 

OOA:34 

The BA has a VISIon of the kind of organisation it aims 
to become in the longer term, and the quality of service 
it will provide. It wants to provide: 

* prompt and accurate advice and payment delivered by 
* expert and committed staff in a manner 
* suited to customers' needs in a 
* friendly and accessible environment. 

Core competencies are the things you should be doing to 
help you do your job effectively. In other words, 
applying the skills, abilities and knowledge you have in 
particular ways in order to get your job done. 

Part 6 - Unit Planning 

OOA:47 Strategic and Business Plans are important business 
tools, and must be referred to continually throughout the 
year. 



Part 7 - Research 

OOA:57 

OOA:66 

OOA:68 

One of the secrets of successful planning is that you 
should be well informed. 

Regular information gathering, or research, exercises are 
vital in any decision making process. 

Good communication plays a vital part when you're 
collecting relevant and useful information from all your 
sources. Make sure that everyone knows what you are 
doing - and why. 

Establish clear and open channels between staff, 
customers, planners and other organisations. This helps 
to: 

* encourage staff involvement which in turn helps to 
build commitment to final outcomes. 

* accurately identify needs and wants 
* demonstrate to customers that we are genuinely 

interested in providing the best service to meet local 
needs. 

Listen to the views of staff who actually deal with the 
customers. They have a remarkably accurate view of the 
main priorities to be addressed. 

Don't forget though, that you must be able to live within 
the resources likely to become available. 

We must keep clear in our minds that: 

* our plans should contribute towards the BA: 
aims 
objectives 
vision 
priorities 
core values. 

* all plans must eventually be implementable 
* we all have finite resources 
* things change 
* we sometimes have conflicting demands 

Part 8 - Using Information 

OOA:73 

OOA:74 

Having grouped your information, you may be able to see a 
clearer picture of your Unit and how it is performing -
based on fact rather than assumption. 

When interpreting the results of your analysis you are 
taking an objective look at: 

* your whole business 
* your service provision, and 
* the environment in which your Unit functions. 

The thinking process is a most valuable part of planning. 
It is vital to work out where you are as an organisation 
in these terms. 



Part 9 - Considering Options 

00B:95 

00B:97 

00B:99 

So, we have successfully translated the raw data from our 
research into a specific costed project to include in our 
plan. We can justify the decision taken and have 
confidence in it. 

plans have to be realistic and achievable. Keep your AD 
or Branch Head informed, as they may need to prioritise 
projects. 

The need to learn from past experience in order to 
improve future decision making is an essential part of 
good management. 

It is important that the project execution plan and any 
business case make it clear that a review will take 
place, and when. This will reduce tensions if a project 
does encounter problems and everyone will understand that 
a review is not about apportioning blame. 

Part 10 - Putting a Plan Together 

00B:101 The Unit manager is responsible for the final content of 
the plan, but it should be the product of wide 
consultation - both internal and external. Planning is 
not done in isolation. Staff throughout the Unit will 
have been involved in the stages leading up to the 
production of the document. 

00B:I03 The Strategic Steer helps further by telling the manager 
how much money is likely to be available for the 
strategic period, so that they can see which projects the 
Unit can afford each year. 

This is known as the resource assumption. 

The cost of any proposed actions must be contained within 
this resource assumption. Knowing how much is likely to 
be available enables managers to consider precisely what 
actions it is possible to implement. 

00B:I06 You must be able to incorporate changes into the plans if 
necessary. One of the benefits of using option appraisal 
for your decisions is that you already have alternatives 
to fall back on. 

Part 11 - Using a Plan 

00B:I10 In order to achieve the objectives within the Business 
Plan, managers must translate the Business. Plan into 
work, management and personal development objectives for 
their management teams. They in turn set related 
objectives for their staff. 

This means that everyone is working towards a common 
goal: In turn this means that all our individual 
performance appraisal reports reflect our performance in 
achieving successful plans. 



It is essential then for staff throughout the Unit to be 
involved in the planning process. It gives them a chance 
to be heard, and to contribute to and influence their own 
futures. 

Individual participation 

Participation is vital if managers and staff are to feel 
a sense of ownership for the plan and to be committed to 
its successful implementation. 

Strategic planning, with its clear ViSion of the future 
and a route to get there, rewards staff in terms of 
empowerment and motivation. 

Part 12 - Monitoring a Plan 

OOB:120 You should also aim to keep up to date about what is 
happening in your environment. 

Being aware of what is happening in your environment will 
help identify potential issues at early stages. 

It may not be likely that all changes would have an 
impact, but the sooner you know about them the easier it 
is to review and possibly revise plans to take account of 
them. 



SI 1401 - HITTING THE TARGET 

Book 2 refers to targets within the Benefits Agency. It explains 
how an empowered environment, good teamwork, effective leadership 
and open communication can help a manager and his team achieve 
these targets. It is a practical guide to developing, meeting 
and monitoring targets and it also includes checklists against 
which managers can appraise both themselves and their teams. 

Part 1 - Overview 

01:6 

01: 7 

In an empowered environment, it is the people who carry 
out the day to day running of the Agency's business who 
are in the best position to set levels of performance and 
put these into practice to achieve targets. 

At the end of this book, the Reader will, with the aid of 
notes be able to: 

* understand what a target is, why targets are set, the 
target setting process and the different roles played 
in that process 

* describe the different methods and techniques which 
may be used to organise and plan for target 
achievement and the role staff members can play in 
this 

* implement systems whereby they are able to control, 
monitor and if necessary, review the processes of 
target achievement. 

Part 2 - Introduction 

01:12 The customer is central to the achievement of targets 
because the basic criterion by which the performance of 
any person or group is judged is the ultimate impact on 
the customer. 

Knowing who your customer is, is important. You must 
bear in mind that the range of customers is wide and 
includes: 

* internal customers - these include other sections, 
BAMT, Ministers and Benefit Support Branches. It also 
includes the people who work with you 

* external customers - these include other government 
departments and the people who are paid benefits by 
the Agency. 

Part 3 - The Target Setting Process 

01: 19 The target setting process is a bottom-up and empowered 
process. It is recognised that the best way to set 
realistic but stretching targets is to allow the people 
who actually need to achieve the targets to be involved 
in the setting of them. 



Part 4 - Empowerment and Ownership 

01:25 

01:26 

01.29 

Empowerment is about responsibility and ownership. 
Empowerment is a two way process. It involves you, as a 
Team Leader delegating responsibility and gaining the 
trust of your team members. However, it is vital that 
once delegated to, team members are willing to own the 
responsibility which they have been given and take the 
opportunity of contributing to achieving targets. 
Empowerment requires: 

* encouragement of ideas and suggestions 
* teambuilding 
* effective leadership 
* excellent communication 
* motivation and commitment. 

Ownership of the responsibility for targets is essential 
if they are to be achieved. Ownership of target 
achievement fosters pride, job satisfaction and valuable 
contributions to the achievement process. 

Targets must be owned by the people who have the task of 
achieving them. Target owners must feel that targets 
serve their own interests as well as the Agency's. 
Otherwise, they are not being truly empowered and will 
only pay lip-service to their achievement. Targets are a 
way in which it is possible to achieve a greater input to 
the day's business. As they provide a framework in which 
to operate they enable us to manage our working lives 
better. 

Obtaining agreement to targets is best achieved by 
getting staff members to own the responsibility for 
achieving them. This can be done by concentrating on 
three important aspects: 

alignment 
capability, and 
trust. 

* Alignment - requires that staff members share the 
vision of the Agency for achieving business success., 
This is most likely in an empowered environment where 
the ideas of each individual are positively recognised 
and welcomed. 

* Capability - staff members must have the ability, 
skills and knowledge to achieve their targets. 

* Trust - mutual trust is the final important aspect of 
gaining agreement to achieving targets. 



Part 5 

01:33 

01:43 

01:48 

01:49 

01:51 

Organising for Target Achievement 

Achieving targets is central to the business success of 
the Agency by providing the best possible customer 
service. Teamwork is the way you and your staff members 
work together to succeed in that aim. In an empowered 
environment, you may not be responsible for building a 
team. Your staff members may empower themselves to do 
this, either consciously or unconsciously. However, 
where this does not happen, you, as the leader of your 
staff members, are responsible for ensuring that a good 
team is built. 

Effective teamwork can breed motivation and commitment 
which is essential for target achievement. 

An effective team is one that achieves its targets and is 
then ready to face more challenging tasks in the future. 

There are ten steps to building a successful team to 
achieve targets. these are the building blocks with 
which to construct a team, they are: 

* Clear targets 
* Balanced roles 
* Openness and honesty 
* Support and trust 
* Co-operation 
* Appropriate leadership 
* Regular review 
* Individual development 
* Sound inter-group relations 
* Good communications 

In an empowered environment, leadership involves 
focusing the efforts of your staff members towards 
achieving targets and enabling them to work together as 
a team. 

Without communication of ideas and initiatives, staff 
members are not empowered to act as they possess 
insufficient information. 

communication is a two-way process. This means that you 
must regularly pass information on to your team but also 
listen to what your team is telling you. Remember that 
no individual is perfect but a team can be. This means 
that your team could have a better way of achieving 
targets than you. 

There should be no restrictions on who you communicate 
with on your team. Everyone has an equal right to 
information. 



01:52 

01:54 

Communicate as much as you are able. Withholding 
information disempowers team members and decreases their 
ownership of the responsibility of achieving targets. It 
also demotivates team members and lessens their 
commitments to target achievement. 

Written communication can be disempowering as it doesn't 
always allow an opportunity for input from team members. 

Targets can have a demotivating effect if they are 
regarded as a figure to be hit. However, if staff 
members recognise them as valuable indicators of 
performance, they are more likely to want to achieve them 
in order to improve their performance. 

Creating a sense of purpose amongst your teams can be 
accomplished in a number of ways: 

* help their understanding of why targets are important 
to the organisation as a whole 

* place the achievement of targets in the context of 
their own personal development 

* demonstrate your own conviction to achieving targets 

Commitment is accepting the ownership of responsibility 
for achieving targets. Gaining commitment is essential 
if targets are to be achieved in an empowered 
environment. 

Empowerment is listed as one of the factors to take into account 
when trying to motivate your team: 

01:58 This is about the encouragement of ideas and suggestions. 
Motivation is crucial in an empowered organisation. Only 
when responsibility is accepted can the Agency achieve 
business success. Encouraging views and opinions 
unleashes the massive potential of your team and 
motivates them to succeed further. 

Part 6 - Planning for Target Achievement 

01:72 

01:77 

Your team members are the ones who carry out the plan to 
achieve targets. So, they are in the best position to 
tell you about their strengths and weaknesses in relation 
to achieving targets. Canvass their views and you will 
know where you are best concentrating your efforts in 
order to achieve targets. 

Each member of the team brings a different perspective, 
experience, imagination and judgement to bear upon the 
problem solving and decision making process. Generating 
options is part of the team building process of target 
achievement. It is essential to get the whole team 
involved in planning for targets in order to gain the 
team's commitment to their achievement. Team members who 
participate in the planning process are more motivated to 
carry out the final decision. 



01:78 

01:80 

It is necessary to look at how you can encourage creative 
thought. 

* Don't limit thinking to the 'tramlines' of your 
present experience - this means accepting that the way 
you have always done things isn't the only way of 
doing them. This is the essence of empowerment, 
opening your mind to new ideas and suggestions. 

* Don't be frightened of looking foolish - limiting your 
contributions to things which are safe and 
conventional is a direct barrier to creative thinking. 
If your team see that you are willing to suggest 
things which might appear foolish, they will follow 
your lead. This ~pens up a wealth of ideas and 
opinions. 

* Don't evaluate instantaneously - give ideas a chance 
before you throw them in the waste bin just because 
they appear impractical, impossible or simply crazy. 

* Accept that there is no single right answer - there 
may be a less obvious, creative solution that could be 
missed if you take an analytical approach. 

To practice brainstorming effectively to maximise team 
participation you need to follow certain rules: 

* there should be no criticism of ideas thrown up during 
the meeting 

* encourage freewheeling 
* generate as many ideas as possible 
* incubate ideas before evaluating them 

Part 7 - Control and Monitoring for Target Achievement 

01:92 

01:98 

01:105 

Ideally, your team should develop its own commitment as 
they work towards achieving their targets. They should 
be working in a honest, open and empowered environment 
which encourages trust and ownership of responsibilities. 

You can help maintain commitment by stressing how 
important every team member's contribution is, and 
ensuring that their ideas and views are input if you need 
to make amendments to your plan. 

Visual methods of monitoring can gain the commitment of 
your team as you can encourage them to complete the 
charts or graphs themselves. This means that they own 
the responsibility of monitoring themselves. 

Deriving solutions to problems is an ideal opportunity 
for you to reinforce the commitment of your team to 
achieving targets. Your team are the people who have 
identified that the plan isn't working to achieve 
targets. Involving them in the problem solving process 
is likely to generate better solutions. It also creates 
ownership and responsibility of implementing the solution 
so that you can achieve your targets. 



01:107 Your team members are the people in the best position to 
tell you why the plan hasn't worked. By discussing with 
them what they think the causes are, you will be able to 
replan and avoid the same pitfalls. 

Part 8 - Looking Forward 

01:114 

01:116 

Providing feedback to your team members is an essential 
part of looking forward when you have achieved your 
targets. Through feedback, team members learn about 
their performance, the effect their contribution has on 
the team and the achievement process and their individual 
development. 

Change is a constant feature of an empowered 
organisation. It is easy to fall into the trap of 
believing that because you have achieved your targets 
once using a certain method, this method will always help 
you to achieve your targets. 



SI 1402 - IMPROVING EFFICIENCY AND PERFORMANCE 

Book 3 looks at efficiency and performance improvement and how 
empowerment and an awareness of customer needs, can help in this 
aim. It goes into some detai I as regards work analysis, process 
mapping and performance improvement models which have not been 
summarised here due to lack of space. However, the implications 
which the book interpreted these processes as having, are included 
below. 

Part 1 - Overview 

02:9 It is the people who actually carry out the day to day 
business of the Agency who are in the best position to 
identify where these efficiencies and improvements can be 
made and to suggest ways of putting them into 
practice. 

'Improving Efficiency and Performance' is designed to 
contribute to the development of knowledge and skills 
needed by managers and staff at all levels in an 
empowered organisation, to play a constructive and pro
active part in helping their team, District or Unit 
achieve success. 

Part 2 - Efficiency 

02: 14 

02:17 

For our purposes in the Benefits Agency, efficiency is 
defined in these two ways: 

* increased output from a fixed level of resources, or 
* reducing resources needed to achieve the same output. 

Another reason why it's important to try to improve 
efficiency is that the Agency, like all other Government 
Departments, is required by Treasury and the -Secretary of 
State to find efficiency savings of 2% per year. Half of 
these savings must be found by central initiatives. The 
other 1% is expected to be found locally. 

Improvements and efficiencies should always be identified 
and implemented where possible. 

It is important to let others know if you or a member of 
your team has an idea which potentially improves 
efficiency on your section. 

Part 3 - Performance Improvement 

02:26 Just as small improvements at a personal level have a 
"knock on" effect throughout the Agency, so too do 
improvements at a team level. 

It is at this level where all staff should play a part in 
looking for innovative and more effective ways of 
working. It is also the level that the rest of this book 
concentrates on. 



Part 4 - Empowerment 

02:31 

02:33 

02:35 

An organisation needs to be in place which fosters a 
culture where you and your staff feel able to make 
contributions and suggestions about how ways of working 
can be changed for the better and in many cases actually 
put these ideas into practice. 

It is in this area where the idea of empowerment becomes 
important. 

You will have come across the idea of empowerment before. 
The concept is central to the Agency's change programme. 
The idea behind empowerment is that an organisation is 
structured in a different way to the traditional 
hierarchy which has the head of the organisation at the 
apex of a pyramid and several layers of command beneath. 

An empowered organisation reverses these traditional 
ideas. Although there is still a need for a management 
structure, the form it takes is less hierarchical and its 
function is less about telling the staff what to do and 
how to do it than enabling the work force to carry out 
"its duties in the most effective way possible. 

Before an organisation can be said to be empowered there 
are three criteria which must be met. These are: 

* alignment 
* capability 
* trust. 

Empowerment is important in another respect. This is 
that improving performance and efficiency is best brought 
about if everyone is involved in the process. 

Empowerment should be about all staff being given the 
support and encouragement to change the way t"heir work is 
carried out. 

You have now finished this short part on empowerment. 
However, the concept is one which you should keep in mind 
as you read the remaining parts of the book. It is;.'theme 
which runs throughout this and all the other modules in 
the series and it is central to the way in which the 
Benefits Agency is now carrying out its business. 

Part 5 - The Importance of the Customer 

02:38 The customer's needs are the reason for doing your job. 
By looking closely at these needs in relation to your 
work processes, improvements can be made. 

Customers are important to the performance improvement 
process because by focusing on their needs it is possible 
to not only design more efficient work processes but 
also to improve the quality of what is being produced. 

This is done by actually involving the customer in the 
work process and finding out precisely what the customer 
wants, expects, and needs from you. 



02:40 For our purposes a customer can be defined as the person 
who uses the work which you produce. They may use this 
either as an end in itself (benefit recipients) or as a 
supply or input for their own work. 

Part 6 - Reducing Waste 

02:45 

02:46 

You and your team can probably think of many ways to 
improve efficiency and should not be afraid to do so. 
You may also want to suggest that any ideas you have 
be adopted generally. Remember that you are now part of 
an empowered workforce and that all improvements, however 
small, are important. 

When looking to try to reduce waste, you should be asking 
yourself the question, "does the work I am carrying out 
at the moment benefit the customer?" 

If the answer to this question is "no", then you should 
consider whether you should be doing the work at all. 

Part 8 - The Six Step Model 

02:70 

02:77 

Remember that improvement can only take place in an 
empowered organisation and in such an organisation 
suggestions from staff must be given consideration and in 
most cases implemented. 

The various theories, models and concepts which you have 
read about will, if applied to real work situations in a 
systematic way, enable you to make a real difference to 
the performance and efficiency of your team. No matter 
how small or insignificant some of these improvements 
may seem, they are all important and will all 
contribute to the overall efficiency and performance of 
the Agency. 



SI 1403 - GETTING VALUE FOR MONEY 

Book 4 is a specific module which covers the issue of Investment 
Appraisal and Business Cases. It provides readers with the 
knowledge and ski lIs to be able to carry out a basic investment 
appraisal (a calculation of which solution to a problem offers the 
best value for money) and produce a business case (the product of 
the investment appraisal process). Due to its complexity and the 
detailed nature of the material, only general information is 
quoted in the summary below. 

Part 1 - Overview 

03:6 This module aims to: 

* teach Readers how investment appraisal fits into the 
planning system 

* provide Readers with the knowledge and skills to be 
able to carry out a basic investment appraisal and 
produce a business case. 

Part 2 - Planning 

03:9 DSS, as a public organisation, is accountable to the 
Government for making the best use of public funds. 

The DSS has to show how it intends to achieve its aims 
and objectives. The stronger the case for showing it can 
actually do this, the better the chance of receiving the 
necessary funds. 

The BA also has aims and objectives to meet, and 
therefore has to produce plans to show how it intends to 
do this. 

Part 3 - Investment Appraisal and Business Cases 

03: 13 

03: 14· 

In the past, there may have been just one person in your 
·workplace who was responsible for looking after budgets 
or drawing up plans for your Unit. Increasingly, 
managers at all levels are becoming responsible and 
therefore accountable for their own resources. 

These responsibilities are being delegated and more and 
more people are finding themselves involved in the world 
of financial management. 

The process of investment appraisal is designed to assist 
in the selection of the solution which offers the best 
value for money. It involves much more than merely 
looking at the figures to see which is the cheapest 
option - it is the drawing together of all the financial 
and non-financial considerations to ensure that sound 
decisions are reached. 



03:15 

03:16 

03:17 

03:20 

Small expenditures, such as office equipment and other 
running costs, generally justify less detailed appraisal 
than larger expenditures, although the same principles 
apply. 

It is these smaller expenditure decisions that this 
module concentrates on. 

In order to be effective, appraisal must: 

* be the norm 
* be carried out early enough 
* be carried out in sufficient detail 
* be based on correct, up-to-date technical criteria 
* be given due weight in decision making 

The most important condition is your attitude of mind. 
Success is difficult unless and until seeking value for 
money is seen as a major part of your job. 

Better financial management can be attained through 
delegated authority. Hand in hand with delegation is 
accountability. Investment appraisal protects the budget 
holder when making decisions. 

However, when authority is delegated, thorough procedures 
are needed to ensure that any appraisal completed is 
carried out effectively. You need to know that authority 
is delegated to you and that procedures are clear and 
valid. 

Specific responsibilities at all levels should be clearly 
defined. 

Part 4 - The Investment Appraisal Process 

03:25 

03:26 

03:29 

03:33 

Once the problem or project is identified, you than have 
to turn this into an objective. 

An object can be defined as: 

* a statement describing a specific target to be 
reached, usually including a "by" date 

You need to keep an open mind when drawing up your 
options. You are trying to think of every possible way 
of meeting your objectives - even though many may be 
rejected at an early stage due to cost or technical 
constraints. 

Once you have drawn up a full list of options, the next 
stage is to evaluate them - in other words, measure them 
against your objectives to see if they are met. 



SI 1404 - MANAGING INFORMATION 

Book 5 refers to the management of information and its use in the 
decision making process. It compares useful and unnecessary 
information stating that the latter should be reduced in an 
attempt to become more efficient. Also explained is the need for 
everyone to be aware of and to understand, the information passing 
within the organisation through effective communication. 

Part 1 - Overview 

04:4 This book is about how the Agency can become a more 
efficient organisation by the staff themselves 
identifying areas for improvement and in many cases 
actually making the changes themselves. 

04:5 

The book will stress that it is the people who actuallY 
carry out the day to day business of the Agency who are 
in the best position to identify and make improvements 
and that the key to this working well in practice is an 
empowered workforce. 

The overall aim of this module is to provide the Reader 
with a means to understand the significance of 
information as a resource for managers, and to empower 
you to identify your staffs' and your own information 
requirements systematically, in order to achieve your 
aims and objectives more efficiently in your workplace. 

Part 2 - Information and Data 

04:7 

04: 11 

04: 13 

04:21 

In an empowered situation it is up to you as an 
individual to manage all this information to your own 
requirements, this book will give you some theories and 
hopefully stimulate some ideas, but only you can decide 
how to take these ideas forward into your workplace. 

Understandability is what transforms data into 
information. If the information is not understood it 
cannot be used and thus cannot add value. 

Information, then, is "an increment of knowledge", it 
contributes to the general framework of concepts and 
facts that we know. Information relies on the context 
(your question) and the general knowledge of the 
recipient for its significance. 

Whatever the information is, to be good, it must be PART 
i . e. 

Pertinent 
Accurate 
Relevant 
Timely 



Part 4 - Communicating Information 

04:23 Teams cannot function without free and open 
communications between their members. Without 
communication there can be no team, only individuals 
doing their own thing. 

By presenting the facts in an obvious format the ideas 
will sell themselves. Then, appropriate action is easy 
to see and nobody needs telling what to do. Most people 
will obey the "law of the situation" and just get on and 
do it. 

Part 10 - Information Audit 

04:53 Managing information is an ongoing process and if you are 
to succeed in these skills you have to continuously speak 
to both your customers and the suppliers of your 
information. 



SI 1405 - DELEGATING IN AN EMPOWERED ENVIRONMENT 

Book 6 looks at the delegation process and its relationship to 
empowerment. It concentrates on the role of the delegator, rather 
than the delegatee, due to the design of the material for the 
management grades. The central ethos of this particular book 
seems to be the definition of empowerment as "offering help 
without taking responsibility". In essence, delegating with the 
right balance of control. It also includes a Learning Styles 
questionnaire, so they can be made aware of their own, and other 
people's style of learning. 

Part 1 - Overview 

05:3 At the heart of empowerment is "offering help without 
taking responsibility". 

Poor delegation is disempowering. However, true 
delegation involves a skilled approach to help, encourage 
and develop staff. 

Delegation has been driven to the forefront of business. 
by the Strand 2 initiative. It involves questioning the 
grade system and re-examining the tasks carried out by 
various grades. 

As a result many tasks can be delegated to different 
grades. It allows the flexibility for staff to develop 
beyond rigid job descriptions and become more empowered. 

The Benefits Agency (BA) has as one of its management 
competencies, "Contributing towards BA aims and values". 
It comprises: 

* team building and leadership 
* developing staff 
* delegation 
* encouraging new ideas. 

This training will help you to achieve an increased 
understanding of delegation in relation to the new 
empowered environment. 

Part 2 - Time Management and Delegation 

05:9 

05:19 

Before you can decide whether you can delegate a task, 
first you need to decide whether the task is really 
yours. 

Delegation is very much a two way process. It involves: 

* a delegator who is aware of their actions and the need 
to provide support and 

* a delegatee who feels able to achieve the task and 
feels trusted. 



05:24 

05:26 

05:27 

05:32 

There is only one way of increasing skills development 
and that is through practice. Although you can learn a 
lot by listening to other people and by watching them, it 
is only when you "have a go" yourself, that you start to 
develop your own abilities. 

The Benefits Agency is striving to create an empowered 
workforce, and delegation if carried out correctly, is 
one way to help achieve this. 

Empowerment is a very sUbjective concept, and as such, it 
is interesting to exchange your views on the issues with 
other members of staff. 

For the time being we need to consider two of the most 
important aspects of empowerment which apply to 
delegation, the trust and support you show. 

Trus t: 

Delegation must be built on the foundation of trust. 
Trust can make a delegatee feel empowered and motivated. 
But it is not always an easy process. 

However, showing trust does not mean you relinquish all 
controls. The types of control which you set up can show 
a delegatee that you are supporting them, rather than 
"dumping" work and running. 

Making no important delegation decision at all is out of 
the question in an empowering environment. 

Support: 

Another important element in empowerment is the support 
given. 

This is where our ski lIs come in. The non-verbal and 
verbal skills you display when delegating can have a 
direct effect on how the delegated task is perceived. 

With delegation you need to invest time to reap rewards. 

Part 3 - The Delegation Process 

05:40 As a result of empowerment the whole issue of authority 
and accountability is under review. Empowerment, where 
delegation is concerned, means enabling staff to take 
personal initiatives beyond the scope of their normal 
work but within a set of established values. 

With empowerment, responsibilities are increasingly being 
devolved to those staff closest to the customers. To 
avoid a total lack of· control we need to examine how 
delegation fits into the new empowered structure, where 
customer satisfaction is of paramount importance. 



05:41 

05:42 

05:45 

05:46 

05:51 

05:53 

05:57 

To see delegation as a process, a delegator needs to 
approach it in the correct way. It should not be seen as 
a way of clearing items from your desk which are mundane 
or boring and retaining the more interesting work for 
yourself. 

If Agency staff are to become empowered they need to be 
developed. 

Staff will become more empowered as their confidence of 
undertaking new tasks, making decisions and taking on new 
and different areas of work increases. 

There are four main areas in which delegation is not 
appropriate. These are: 

* tasks beyond the skills and experience of the member 
of staff 

* confidential, security and policy matters restricted 
to their own level of security 

* matters essential to your own control 
* disciplinary issues. 

Although it would be self-defeating and disempowering to 
delegate work to a member of staff who is unskilled and 
inexperienced in an area of work, if that individual has 
undeveloped ability in this area, training and coaching 
whilst completing the task may provide an answer. 

There are many things to consider when deciding who is 
best placed to carry out a task ... but it is sometimes a 
good idea to select a member of staff who is not an 
expert in the area. 

This helps to ensure that isolated pockets of expertise 
do not appear, but that knowledge and experience are 
spread throughout a number of staff. 

It is important to stretch staff, not just the one or two 
members of staff who you have already identified as 
competent and capable. 

You need to decide which of your staff thrive on 
challenge and are eager to develop new skills to complete 
a job. Impressions can often be misleading, and rather 
than presuming their level of interest, ask them about 
their ambitions and plans for the future. 

It is essential at this point to take time to explain the 
choice and the reasons why you feel it will benefit them. 
This helps to build confidence and allows time to discuss 
all issues. It shows that although the work is being 
delegated it is for the right reasons; to broaden 
experience and develop and enhance skills.,. 



05:58 

05:60 

05:61 

05:62 

05:67 

05:68 

There are many reasons why a member of staff may be 
reluctant to take on additional work. Whatever the 
reason, their concerns need to be discussed and not 
dismissed. The following are some examples of issues 
which may be raised: 

* Lack of time 
* Is there another more obvious staff member? 
* Personal reasons 

It is important that you establish the level of authority 
you are investing in the member of staff and make this 
clear to the delegatee. 

Try to fully empower staff by granting complete authority 
(wherever appropriate). This gives staff a greater sense 
of satisfaction as they are able to use their own 
initiative and learn from their own experience. 

Too much control can leave the delegatee feeling totally 
disempowered, they may feel dictated to and constantly 
watched. Too little control and they may feel "dumped 
on", that the delegator does not have the time or the 
interest in what they are trying to achieve. 

It is difficult to balance these two issues but essential 
if delegation is to be an empowering process. 

Remember to suppress the desire to over control a 
project, especially where someone has adopted a totally 
different approach to you. Staff need to learn through 
their own experience and not be restricted by a negative 
response from the delegator. 

Here is a nine step guide to the delegation process which 
you can use after selecting your delegatee. 

1. Explain what has to be done and why the task is 
important. 

2. Delegate in terms of results. 

3. Try to give them the entire task rather than a series 
of unrelated steps. 

4. Encourage the delegatee to show personal initiative. 

5. Delegate authority with the task. 

6. Agree on a timescale or deadline. 

7. Check understanding before the delegatee starts the 
task. 

8. Build in feedback and controls. 

9. Get off the field of play. 

Part 4 - Performance Coaching and Feedback 

05:75 If you delegate to develop an individual, you are using 

~ I 



05:76 

05:78 

05:91 

delegation as a coaching tool. A delegator has to make 
time to sit down with the delegatee and discuss what has 
happened and what they have learned from the task. 

Coaching is a subject which other companies have also 
identified as important. Already, a number of leading 
companies under the umbrella of empowerment have changed 
the role of their middle management from a command and 
control role, to that of coach and counsellor. 

With the delegation of work, middle management now have 
an altered role which allows time for the development and 
encouragement of staff. 

The best types of coaching involve the delegates taking 
full responsibility for the task. Therefore a delegator 
needs to accept the possibility of mistakes and recognise 
that they are part of the learning process. If the task 
cannot allow a degree of risk, it is not suitable for 
delegating or coaching. 

Now that you have read all the information about 
delegation, you should feel ready to champion delegation 
as an empowering process and carry it out in this way. 



SI 1406 - ATTENDING AND CONTRIBUTING TO MEETINGS 

Book 7 intends to give readers the knowledge and skill required to 
improve performance when attending meetings. It allows managers 
to determine whether they really need to attend meetings and 
positive behaviours to adopt if they do go. It is a very 
practical guide and has little real relevance to the main issues 
of 'empowerment' and organisational culture, hence the summary 
given is brief. 

Part 2 - Meetings - Who Needs Them? 

06:15 Meetings are an essential part of the day to day running 
of our organisation. However this does not mean that we 
should have meetings for meetings sake. 

Part 10 - Follow-up action 

06:74 All meetings should have some sort of outcome and 
normally that outcome needs to be communicated to others. 
It makes sense to think about who the information should 
be communicated to and choose the best way of doing it. 

Part 11 - Feedback 

06:79 Each meeting should be treated as a learning experience. 
Future meetings should be improved by asking for feedback 
and deciding what action should be taken. 
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Annex 2: Task analysis 

Introduction 

A tas'ir: .nalysls of management ICtlvlties was conducted from 2 sources: ... 
• The Management RevIew database of HEO activities U 

Z • The Integrated Complement Syrt-em's databese of lOI activities 

t5 '" 2 No such detalfed lists of SEa .aMtles haW! ever been constructed. A lirtof broader <.> 

-< "0 
functlortS carried out at this and G7level was prepared by the project telm and Is ". 

fI1 .... 
ceproduced a.t the endofth,ue.ction. More. detailed brea1c.dcwl'l beyond thlswas t 

eJl . 
.... not thought possible In view of the variations between Districts and Indlvfdu81 <.> 

styles • ~ ~ 
Z .2 

3 Some background to the Ma~gement Review follows. and an exp!3Mtlon Is gfven ~ 0 = - of the approach takento analysing the HEOand lOlactivlty lists. 
~ 

"0 
<.> 

== 
..e: Management review: background ~ 0 

~ 
.. 

Following concerns about the suitability of the management formula for 
<.> 4 "0 

compJernentlng offices at HEO level and above. a new approach was developed fI1 <.> .... .Q 
based on extensfw fieldwork ClrrJed out by PA Conwh.nu.nd field staff overthe r:; "0 
period September 1989 to January 19'91. .... :; 

0 
5 The feYltwteamsought to support Managers by providing them with a ~ <l 

.r.: Management Revfew(MR) methodology.nd d.tabMe of timed HEO activities. -< <l 
Thus managers could both estimate resource needs for management and make :=: :.;: 
decldons ,bout how best to dfstrlbute the manegement resources made available fI1 

~. 

~them. ~ '" .;,: 

'" 6 The revfewtook place under the old local oHice structure.nd the team highlighted ". .:; - that around athlrd 01 HEOtlrnewls being spent on te<hnlcal wart. much of h: non • .... 
~ 0 ,. management In nature. When the team applied the methodology to the IncOming . - ,. 

Olstrict organlsatron theycalcolated that anticipated economies of scale would Cl '" 

j' z ::l lead to a ,edudlon In management requirements. 
~ 
~ 7 The reYfewteam's report was submitted to BAMT on 22 January 1991 who directed ~ 

that the methodology Ind database should be trilUrd In the A06 Districts 'n -< 
Scotland. The purpose of thlswastotest the system as I method of resourclng and 
distributing management pOSU. 

i..I .. _._. ___ •• 
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8 

9 

The trial demonstrated the usefulness of the database to District Managers in 
'planning changes to their command structures but before national implementation 
could be considered there was a need to update and refine the methodology to 
take account of the new Districts and certain other features. It was clear that 
computerisation, the District structu~, and the Agency ethos were changing the 
role of management In offices, and that this should set the context of further work 
on the MR. The introduction of the 'Freedom to Manage' booklet had also had a 
major Impact on the detail of the database. These changes re-enforced the view 
that MR should not be used asa resourcing tool tied to a rigid set of tasks. Rather it 
provided a methodology for analysing the tasks which management should be 
doing, for tracking changes in this and the resource implications. 

BAMT ~ommissioned a study group led by East of Scotland AD to take forward the 
work of updating the database in the context of management role changes In the 
District structure. This was later incorporated Into the Agency's Change 
Programme. Following acceptance of the study groups emerging findings 
responsibility for the upkeep of the database was passed to the Staff Resource Unit 
while all other work concerning the new role of management was given to the 
Strand 2 project team. 

Analysis of activity lists 

10 The MR HEO and ICS LOI activity lists were analysed. taking account of current 
Instructions, changes brought about by such factors as operational strategy. 
'Freedom to Manage' and the District structure, and evidence gathered in 
workshops on changing roles and the scope for re-alignment of tasks. 

" The team first of all considered whether each task or activity stili required to be 
done and whether it supported the core values. Taking account of the factors 
mentioned above, and using criteria of security, complexity and sensitivity, a view 
was then taken on the level at which tasks should properly be carried out withIn the 
current grade structure. Finally, at LOllevel the tasks were separated into those 
appropriate for line managers and those whIch could be feasibly done by off-line 
specialists. 

12 The results are set out as follows: 

• Current SEOIG7 management functions 

• Existing HEO tasks 

13 

" ' 

/ 

• HEO tasks which could be delegated to LOllevel 

LOI tasks generalty appropriate to line managers 

LOI tasks not generally appropriate to line managers 

• lOI tasks which could be delegated to lOll level 

The lists which follow could be localised and used by DMs In considering 
management roles and the scope for delegation. Although they have been 
prepared by current practitioners and vetted by' project team members some 
further assurance by BACS against current policies and instructions would be 
advisable. 

Annex 2 



Current SEO/G7 management functions 

Staff management 

Llne,Manager for Staff 

PAR Activities 

Staff Welfare 

Staff Discipline 

• PromotlonIRecruitmentllndudlon 

• Staff OevelopmenVTralnlng/Team 
Building 

• Briefing debriefinglhold and attend 
meetings 

liaison with Senior Management 

Command walkabout 

• D!scussion with HEOs 

• Indurtrlal Relations 

Clearing HousefCommunlcatlorVCo. 
ordlnator/Acljudicator 

Operation management 

• MonltorlRevlew Office organ!satlon 

• Actlonlng Management Mall 

• Consider Impact of new procedures 
(change Management) 

Monitor EnQulrlesIComplalnts and meet 
public 

• Action PCA cases 

• Analysis of Office Performance 

• Promoting Core Values! Customer Service 
InitiatIves 

Sf Budget Manager 

Strategic Planning 

• Monitor Plans 

Operation management (cont'd) 

• Initiate Oistrict Approach/5tyle 

• Priority Planning 

Direct and assist In the Implementation 
of District policies and the Management 
of Change 

Development of District 

Reading and analysing all 
communications directed at/or from 
within Districts which affect Strategic 
planning, Operational matters. Personnel 
matters, Resources or Customer 
Services 

Approach/Style 

Security management 

Consider Security of staff and buildings 

• Monitor potentlallrregularlties (F112) 

Mon!tor overall level of checking 

Public relations management 

Deal with vislu to DO 

• Meet outside Agencies 

• Deal with local Press 

Annf!x2 



Mana ernen 

Existing HEO tasks 

Activity General management duties 
nUl1"lber 

1 Attend Senior Management 
Team Meetings 

2 Attend Whitley Meetings 

3 Input to Service Plan 

4 Input to BusIness Plan 

5 Input to Strategic Plan 

6 Promote Customer Service 
Initiatives 

7 Input to approach. style. 
priority setting and policy for 
District 

8 Input to District Staffing Plan 

9 Monitor EnquirleslComplal nts 

10 InterviewlPhone Customers as 
required 

11 Action PCA Cases 

12 Co-ordinate response to MP's 
enquiries 

13 Co-ordinate response to 
complaint letters 

14 Action all other appropriate 
Management mail 

15 Promote Core Values 

16 Prepare. read. analyse and 
distribute both internal and 
external communications 

17 Consider security of staff and 
buildings 

18 Monitor existing security 
arrangements. Introduce 
changes and action potential 
irregularities as required 
(Fll12) 

Activity General management duties 
number 

19 Independent Visits (OA 2120) 

20 Discussions with Visitors (eg AD. 
Audit) 

21 LIaise with MPs 

22 Liaise with Customer 
Organisations 

23 Liaise with local Authorities 

24 liaise with other Agencies{ 
Departments 

25 Liaise with local Press 

26 Input to District Suggestions 
Schemes 

27 Input to District Initiatives 

28 Special Bonus Scheme· 
Nominations 

29 Liaise with AD Support and 
attend Meetings organised by 
them 

AnneX' 2 



Staff management Activity Staff management 
Activity Operations management Activity Operations management Activity 

number 
nUl1'1ber 

nwnber number 

Recruitment -Board Member 78 Oevelopment of Team 'Bias for 
30 Examinefanalyse Weekly 49 Plan and authorIse expenditurel 51 Actlon'lnltlatlves Command Stats and take action 

staffing from budgets 
58 Recruitment -Casuals 

79 Development of Team 
to achieve targets 

CommunicatIons 
50 Monitor Budget Stittus 

Induction of New Staff 
31 Examine/analyse Management 

59 

Tuition for Promotion 
Information Stats and take 51 Development of BABA 

Chair Team Meetings 80 action to achieve targets applications 60 
Candidates 32 Monitor results of local Quality 52 Provide Senior Management 61 Command Walkabout 

81 Promote Caring for Staff . Assurance Checks and take with esstntiallnformation 
62 Discussions with Junior Staff Initiatives action to achieve targets 

53 Consider/authorise replacement Discussions with first line 82 Welfare Interviews 63 
33 Monitor Nationally Prescribed waUetslGBUslCPs as required 

managers 
83 Side: Absence Interviews 

Checks Results 
54 Actively manage ail aspects of Training - Line Management 

Informal Discipline Interviews 
64 

34 Monitor/Review Organisat ion change 
responsibility 84 35 Read/Analyse New Instructionsl 55 Manage specific site operations 'probatlon Report. 1st Signatory 85 Formal Discipline Interviews 65 

(SR 471481136) 
Code Amendments 

56 
Probation Report -2nd 

Formal Discipline Monitoring 
Audit Local HASSRA Accounts 

66 
86 

36 ConSider impact of New 
Signatory Procedures 

Accompanied IntervlewsMsltsl 87 Other Staff Interviews 67 

Authorise Expenses/Overtime 

37 Plan, implement and review 
preserrtatlonS 

88 
organisational changes 

Monitorstandards of dalmForms 68 
38 Discussions with other Middle 

correspondence (OA 8022) 8' OWn Appraisal Interviews 
Managers 

Conduct Interim Appraisal 
NOTE. To fulfil some tasksthe 69 

39 Discussions with Senior 
Interviews assistance of technical experts 

Managers 
~ 

Prepare PARs -1st Signatory may be required. 70 
40 Deal with Trade Union Issues 
41 Show and discuss Videos 71 Conduct Annual Appraisal 

Interviews 42 Annual leave plaMing 
n Complete PARs -2nd Signatory 43 Process leave requests 
73 Formal Grievance Interviews· 

PARs 
44 Staff presence ch~cklaflocatlon 

74 Plan Staff Development 
45 Password changeSfcomputer 

Including staff moves activity 

Initiate. monitor and review 
46 Authorise STS forms 

75 
Individual training programmes 47 Requests to LOSA for sensitive 

76 Complete Promotion Report-access 

48 Prepare bids for budgets 1st Signatory 

77 Complete Promotion Report· 
2nd Signatory 

Management In the Benefits Aglt 



Activity TechnicaJ Issues Actlvity Technical issues HEO tasks which could be delegated to LOllevel 
number 

number 
Activity General duties ~ctlvlty General duties 

90 Complete personnel references 110 number number 
Consider SF Civil Proceedings 

91 Data protection annual return (Clrc SFJ 1/88 P 48) 

111 1 DCI Check (New Record 18 New DCI Datallnk Selection and 
92 Authorise overpayment closure Check of staff report file Allocation) Check 

(waiver/abandon) register (Clrc S0491) 
Selection of Giros-Security 

112 Exit interview 2 DCI Check (DCI4) 19 
93 LTAHAW (examination Check (OA3101, 3122) 

~eu1~~~ac~}n. allocation: 113 Keeping in touch and career 
3 Check of Payform 217 (TP/Sub) 

Selection of Order Book Cases-(Clre SClS03) 20 
breaks (PM 668) Security Check (OA3103) 

94 lTAHAWadjudication. 114 4 EyesightScreenlng (STB LOSAI 
Accommodation Inspection (SO Guide 2301) 21 Perform SF Quality Assurance 

95 Consider SF review applications report Check (SF Clre 1191) 
(SF 8151). 5 OP Schedule Check (MUM pt 3 

Select trans log and Quality 23.1-23.30A(OS)/1131(4)) 22 
96 Control action on SFI cases (SF Circ 1/91) 

recommendation (SF 8214) • Grading of this task is subject 6 Bulk Payments to 3rd Parties 
to separate scrutiny by SF (OA3202) 23 Security Check-Giro Payments 

97 Review SF priorities Processing Review Team (8SB) (Alpha) (OA 3201. 3231) 

98 Action PVP referrals (OA 7064) NOTE -To fulfil some tasks the 
7 Address Safety 01' vas {OA. 

Security Check-Order Books 7056) 24 

99 pvp - Transfers lOA 7074) 
assistance of technical experts 

Giro Security Check (AO 3101) 
(Alpha) (OA 3203) 

may be required. 8 

100 Recruitment exercises {planning 
NonPSCS 25 Security Check-B2IC2/02 (Alpha) 

(OA3204) 
and administration 9 Compensation Recovery 

101 Maintenance of staff report 
Scheme 26 Security Check-EF483/484 (OA 

.\ 3203) (OR Cases) 
fjJes (Circ SC491) 

I 
10 Expired LOI Checks (P(05)M 

102 Consideration of Performance 
50400) 27 OOHS Post Payment Secllrlty 

Check (OA 3034) 
Pay entitlement (Cires DC 12190 

~. 11 HEO Management Check 
Security Check (System Selected and 13190) Report (LTS) (P(OS)M 50357) 28 

103 Input sensitive record status 
Cases) (OA(OS) 1 Para 170) 

12 Enquiry Dialogue Check 
104 Control access to sensitive 

(P(OS)M 50359) 29 Selection of Cases for Check. 
Giros (OA3201) 

re(ords (ST5 MGMT Guide 13 Payments Authorised and Made 
para 2308) by Same Officer (OA 3034) 30 Selection of Cases for Check-

105 Action serious security breach 
Order Books (OA 3202) 

14 Key Records (F 1240) 
(STS LOSA and CSO GUide 31 Selection of Cases for Check·B2I 
pa.ra 3100) 15 Giro Security Check (OA 3101) C2/02 (OA 3204) 

106 Furthereducatjon liaison_ 
(STB) 

Check of Designated PVP Cases 32 
IntervieWing 16 Order Book· Security Check (OA7072) 

107 Further edUcation liaison. 
(OA3103)(STB) 

Fire Bomb & CounterTerrorlst 33 
authorise claims 17 Bulk Payments Check (OA 31 02) Alert Drill (BCH Para 5.3) 

108 Check facility time diaries 
(STB) 

109 Vet OP Civil Proceedings 



Activity General duties Activity LOMP/CM number number 
Activity Direct Payments Activity Retirement Penslonl 
number number Widows Benefit 

34 Fire & Bomb Alert PrecaLItlon 43 Oversee Breakdown Procedure (CTM & FP) 

35 44 Check back-up logs (MAM 3164) Health & Safety Inspection 
(HSOM(l) 209) 45 Test Restore FacUlty 

36 Ground Inspection (GWM Chap (MAM 316516) 

29) 46 Check Fault Reports 
31 Check of First Aid Register 47 Maintain Disk Register and 

(SC 4107) Receive New Disks {MAM 3018-
38 Check of Asset Register (STS. 

3046) 

LOSA & CSO Guide Para 3007) 48 Maintenance of MAM and 
39 RP 704 Dialogue Check Checking MUM 

(P(OS)M 50360) 

49 o P TransactIon log Check 55 Test checks RP Claims (PIP 
(MUM pt 3 Para 5241) Volume 1 Part 2 70-72) 

50 FF 125 Check (MUM pt 3 5242, 56 Test check WB Claims (WIP Part 
ISM 2.138B) IIB1·BB) 

51 Interim Payments - Direct 57 Record of Dis Ben Decisions 
Payments (MUM pt3 P(lra 5231) 

58 Scrutiny of files 
52 Authorise Giros over £5.000 

Test checks - asbestos cases {Cire 59 
53 Monitor Appeals Lapsed/ IP 2} and maintain note book. 

withdrawnlsuper-seded record 
Appeal' (CB) (OA 221B9 P 42·47) 

60 Test checks -110B non-life 
54 Check Appeals Record (CB) awards (OA 3105) 

40 Check of Flexitime Records 
61 Test checks· WB order books 

(OA3104) 
4, Code Check (OA 1843) 62 Selection of RP claims (PIPVol t 
42 Complete Manpower Return Part 2 70-72) 

63 Selection of WB claims (WIP 
Part 2 81·8l) 

64 Authorisation of Giros over 
£5000 (GBS953) 

65 Check of OS 9l (AA Clrc 66) 

66 Check of lCA records (M 30) 

61 Order Book Control Record (GB 
5026) 

68 Selection of Adjudication Cases 
(Clre OAl22) 

69 Chetk. of Adjudication Cases 
(Clre OAl22) 

70 Reperform LOI checks (P[OSlN! 
S0472) 

" Distribute all prlntecj output 

Management In the 
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Actlvlty Overpayments ActIvity Finance Actfvlty Visits ActIvity Short Term Bel'leflts 

n~ber number l'IumlMtr r'lwnber 

72 Examine REG , 13 Control 78 Port payment scrutiny of over 88 Control of CallerOfflces 93 Check of Industrial Accident 
decisions (SMR 158) 

Record £5000 girD. (f7507) 

73 Check of BF lists (ORG/l0 Para 
89 .. Monthly check of VO Diaries Check cases from lO Records 

79 Check of returned cashed giros (OA2113) '" (MR 105) (SB 13651) 
51) ('7408) 90 Control 01 VIsiting lOA 2086) 

95 Scrutiny of flies 
74 Check of recoverable 80 IS OB evidence of Identity 

overpayments (ORGl1 0 Para 53) ('9325) 
91 Security VI.lts (OA 3(41) Investigate lost GBUs (GB 106 

75 

96 

Check of recoverable 8' Cash balance (F2493) 
92 derlcat Grade VO Dlartes (OA. and 1451) 

overpayments (ORG 10024, 
2113) 

ORG/10 Para SS) 82 Monthly account (F6213) 
97 Check payments over £5000 

76 Check. of non·reco~ra~ ewer· 
monthly check 

(GB 593S) 

payments (ORG 10054. ORG/1 0 83 Monthly account (fS72716214) 
98 Selection of Adjudication Cases . 

Para 56) annual check 
(Clre OAl22) 

99 Check of Adjudlcatlon'eases. 
77 Vet Q8 1SA for correct 84 Glrostotk chetk (F7122) IOrcOAl22) 

completion 
SS OIB Stock check ('813819140)· 

non strategy 
100 Validation of accuracy thecks· 

giro •• nd 08. lOA 3082) 

86 Check of PlO cootroll'(OS)I162) '01 Selection of SDA Cases (MR 105) 

87 CircJ(OS) 3189 Para 13, A9S 
(SB 13651) 

record chetk '0% Check of SOA C..esIClrc S8I48) 

'03 Check returned Order look 
Record 1GB 5026) 
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Activity Common Services 
Activity Income Support number Actlvlty Social Fund A",vlty Income Support number number number 

Annual Checks of Official 
Monitoring and Distribution of 129 

126 Vehlc.les(OA 11t73.0A 11093 
104 Perform SF transaction lOG 110 Vet errors Identified on prln"'d output (OA(OS) 1 et seq) Check (MUM pt 5 '2003, SFIM occl.lritcycheck (OA3131) Para 300 et seq) 

car Hire accounts for official 4220) 
Monitoring/Amending overall 130 111 Lost casepaper Investigation 127 vehlc.les (OA 11061. Tech 

105 Investigate lost SFwaUet (ISM4.7.') level of checking (ST5 MGMT Notes '~5) 
Final demand lettel1 (SfG 1/88 Selection of cases for check-

Guide Para 4307) 
Investigation of accidents 106 ,,2 

System precluded HB cases (on 131 Para 12) Adjudkatlon 128 
line bulletin 50190 Para 2) 

(SC2oo4) 
'07 Check of manually processed ,'3 Che(k of Adjudication 

'32 Increased Annual Leave 
applications (SFM 4449) Standards (OAl22) Entitlement (Se 15G4) 

108 Funerat payment write o.ff "' Housing Benefit Notice Check 
'33 facility time return 

check (SFJ 1187 p7) (ISM 3.1744) 
Attend Post OpenIng 

109 Repayment cmck (SF) 1/89 115 Check of delegated accuracy ,34 
('OM 22(')) Para 10) chec:k (OA 3082) 

,'6 CP Quallty examination 135 Buslness ReplylSurcharge 
Document (POM 252) 

,'7 Check of missing OB Record 
136 Incoming postJ2nd Class (POM 

(ISM J/3'2) 253) 

'18 Check of NOSIN05AJN05B 
'37 

% of outgoing courier mall 
Records (ISM J/147fl11) ('OM '262) 

"9 Check of returned fraud order 
'38 Outgoing courier mall 

book. (ISM JJ2S) (.oM '.'0) 

'20 Check of derica' records of 
13" 

Review of Post Rota (POM 22) 
claimants {OA 3008} 

Security of Port Box (POM 100) 140 121 ExamJne exceptional actlvit)' 
Surcharge post items (POM 254) report (Sects 1 and 5) (IS (OS) M ,4' 486S.il869 and On-line Bulletin 
Review whole postal system 28/91) ,42 
(.oM '\04) 

t22 Action on overdue cases (IS{05) 
Monitoring - manpower Para 4860 On Une Bulletin 281 ,43 
expenditure (Local and CAs 9') 
Records) 

'23 Check of Stats Enquiry 
Monitoring - non manpower (SMR Sect 4) '44 expenditure (local and CAs 

124 Validation of 'other" to I Records) 
payment checks (OA(OS) 1 Para 

Profiling Annual- Manpower 230 and STS MGMTGulde ,45 
Para 4300) Expenditure 

t25 Validation of lO I Accuracy 14& profiling Annual- Non-
Checks manpower expenditure 
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AttIvlty Common services AttIvlty Common Services 
number number 

AttIvlty LOSA AttIvlty Training 
nlM1\ber number 

147 Re-Profile Manpower 166 Private motor Insurance 
Expenditure certificates (SS 20) 

148 Re-Profile Non-Manpower 167 car park allocation (OA 4152) 
Expenditure 

149 
168 Validation of fO cards (OA 2272) 

Telephone accounts Vtemised 
bills) 169 Check S10warrants (CA 2241) 

150 Out turn reports (June. 170 Control of Statlonery{OA 5012) 
September and monthly 

171 Control of Sub stock (OA 5023) thereafter) 

151 Budget for supplies (OA 4464) 1n Control of local forms 

152 Check of 00 accommodation 
(OA 8616 etseq) 

list 173 licensing of background music 
(OA 5234) 

179 ' Checking violation reports (STS. 183 Training members of outside 
LOSA and ClO Guide para 8100 agencles (those unsuitable for 
etseq) COTO) 

180 Oleck of user records on system 
(STS,LOSA and ClO Guide 

NOTES para 1050) 

181 Check/resolve fault report (STS. 1 The list reflects the Freedom 

LOSA and aD Guide (para To Manage package already 

4040) Issued. 

18Z Maintain District Office 2 Most of the activities In this 

checking profiles (sTS. LOSA list could be carrIed out by off-

and CSO Guide para 1200 et line specialists. 

seq) 

153 Fire & Bomb alert/staff 
awareness (CTM & FP) 174 Plan, discuss. estimate .• 

> 

154 Office Security (OA 4040) 175 Obtain and consider tenders r 
155 Change of comb lock codes 176 Control of work 

(OA40S3) 177 Approval of work/authority for 

156 State of vigilance (OA 1411) payment 

157 Check of terrorist plan 178 Completion of DO 

(OA 7471 et seq) Development Plan 

158 Inventory of office furniture 
(OA4446) 

159 Inventory of office machines 
(OA 5051) 

160 Check of substances hazardous 
to health (OSM 51189) 

161 Review of local cleanIng 
contract (OA 4540) 

162 Review of window cleaning 
contract 

163 Check of PRS Budget (Aa 4330) 

164 Che« of PRS Activities (OA 
4330) 

165 Check of FirstAld Officers 
(se 4141) 
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LOI tasks generally appropriate to line managers \;: 

• 
ACtivity General duties Activity General d"'tles 
number nwnber ,-

,-
1 Attend Senior Management 19 Read/analyse new Instructions! 

" Team Meetings as requested code amendments 
2 Attend Middle Manage"'s 20 Consider Impact of new 

Meetings procedures 
3 Attend Whitley Meetings as 21 Plan, implement and review 

requested organisational and staftlng 
4 Input to Dlrtrict Staffing Plan changes 

22 Discussions with Middle 5 Customer enquiries and ManCtgers complaints requiring LO I 
Involvement (interview/phone! 23 Oiscusslons with Senior 
correspondence) Management 

6 Drah Responses to MP's letters 24 Deal with Trade Union Issues 
7 Prepare. read, analyse and 

distribute both intemal and 
25 Annual leave Planning 

external communications 26 Process leave Requests. 

8 Dlscuss!on with Visitors reg AD. 27 Staff Presence Check/Allocation 
Audit) 

28 Development of BABA 
9 liaise with Customer Applications 

Organisations 
29 Provide Management with 

'0 1.lalse with local Authorities essential information 

11 Ualse with other Agencies! 30 Investigate missing wallets! 
Oepartmenu ~BUslCPs as required 

12 Input to District Suggestions 3' Recruitment ~ Board Member 
Schemes 

32 Recruitment p Casuals 
13 Input to District InitIatives 

33 Induction of New Staff 
14 Special Bonus Stheme. 

34 Chair Section Team Meetings Nominations 

'5 ExamIne Weekly Section Stan 35 Oiscussions with Junior Staff 

16 local Quality Assurance Checks 36 Discussions with other First Une 
Managers and Specialists 

17 Nationally Prescribed Checks 
37 Training p Line Management 

'8 MonltorlRevlew Organisation Responsibilities 

38 Probation Report ·lst Signatory 
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Activity 
number 

39 

40 

41 

42 

43 

44 

45 

46 

47 

48 

49 

SO 

51 

52 

53 

54 

55 

56 

Gener.tal duties 

Accompanvlng and Observing 
Junior Staff 

Conduct Interim Appraisal 
Interviews 

Prepare PAR(s) (1st signatory) 

Conduct Annual Appraisal 
Interviews 

Plan staff development 
Including staff moves 

InitIate, monltoraod review 
Individual training programmes 

Complete Promotion Reports 
(1st signatory) 

Development of Team 'Bias for 
Action' Initiatives 

Development of Team 
Communications 

Promote caring for staff 
Initiatives 

Welfare '''tervleW$ 

Sick Absence Interviews 

Informal DisCIpline Interviews 

Formal Discipline ~ Monitoring 

Other Staff Interviews 

Authorlse Expenses/Overtime 
Claim Forms 

Own appraisal Interview 

Preparation for attendance at. 
and feedback: from seminars! 
workshopsltraining courseyetc 

NOTES 

t In fulfilling some cfthese 
tasks. line managers may need 
support from specialists. 

2 Some of the tasks will also 
be appropriate to specialists. 

3 The list does not necessarily 
reflect current practice as 
revealed by the research. 

4 The list of tasks above was 
provided by SRU and Is used to 
produce WUTs. 

.( 

! 
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LOI tasks not generally appropriate to line managers 

Activity In(ome Support Activity Income Support 

nl.D1'lber number 

Oalrns Visits (cont'd) 

1 Check request for speciatlst 17 Make Telephone eau 
trace action 

2 Cheetlng action defective claim 
(form not returned) 18 Write report on Ineffective visit 

pass for further visit 

3 aaim deregistered (no reply to 
19 Write report on effective visit 

enquiries) clear dlary and expenses 

4 Cleck of manual assessment 

5 Cleck new registrations Dlt«t Payment 
Investigation 

Assessmentrevlew (system) 20 Authorise lOll visit and clear 
visit 

6 Read TEO report 
21 Check. of accepted cases 

7 Check and authorise 
exceptional clerical Input 22 Ex gratia cases 

8 (arry out 'office set' c\'"leck 23 Pay Manual Schedule 

9 log on/off 24 Refund ,,,correct payment on 
manual cases 

25 Pay micro schedule 
Assessment review 

26 Refund Incorrect paymenU 

'0 Read TEO report 'off-lIne' 
(Oerical case) 27 OP micro activity 

" Perform lO I cursory check 

12 Check standard of Interviews Overpayment recovery 

28 LOI check. on Initial status 
report 

VIsits 
29 LOI check of transaction log 

'3 Preview casep8lper enter on 
lO! dedslon on spending diary 30 
recovery 

'4 Travel to visit 
31 Read result of Appeal 

15 CondUct effective Interview 
32 LOI Civil proceedlngsActlon 

16 Conduct IneffectiVe interview 
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., Activity Income SupPOrt Activity SodalFund 
" number Activity Sodal Fund Activity soci;aIFund 

number nurnber number 
~, 

Overpayment recovery Budgeting Loan A COmmunity c... Grant CrisIs lOan (cont'd) 
(cont'd) '. , 

31 
5. Decide further budgeting loan " AuthorlS4!. MP payment "nd 

lOI Abandonment Action " 70 Preview COO application for 88 
Information required 

'.~ 
visit check: notification 

34 Reg5 11 3 Action 52 Read SF 91. application and 71 COnduct CCG application visit 89 Authorise FP payment and 
35 lOI check of status report- Instructions check notification 

Closure of case 53 Review SF 8l application for 
n Write report of vls!t 

36 lOI check: of case -closure of vls~ 73 Complete diary and FF41 

case 54 Conduct SF Bl visit 74 Make CCG decision on claim 

55 Write report of SF 91. visit 75 Authorise CCG payment and 

Appeals 56 Complete visiting diary and 
check notification staged 

37 Read Appeals letter form FF47 
payments 

38 57 Mak.e SF Bldeclslon 
76 Authorise CCG payment and 

Arrange home visit and action check notification non staged 
on return of CP 58 Decide extension of time limit. 

payment 

39 Written enquiry and read reply SF 9l 77 Offer money advice 

40 Take withdrawal action on 59 Authorise SF payment and 
withdrawn Appeal check Bl notification 

Crisis Loan 

4' 60 Dedde If SF Bl repayment Check appeal and case details to 
see If decision correct Interview appropriate 7S Preview case tor et visit 

42 Read AO reply 6. Decide if SF budgeting loan 79 Conduct a. vidt 

43 Complete AT 2 
repayment visit appropriate 80 Write report on Cl visit 

62 Preview of budgeting loan 
44 Take withdrawal action on documents forvislt 8. Complete vlsltlng diary and 

appeal FF47 
63 Conduct SF budgeting loan 

45 Preview Appeal effective repayment visit 82 Ma k.e Cl dec!slOt\ 

46 Travel to Hearing 64 Conduct of budgeting loan 83 Authorise Cl payment and 

47 
Ineffedive repayment viSit check notification 

Present Appeal 

48 
65 Write report of SF budgeting 84 Decide If CL repayment 

Read Result of Appeal loan effective visit Interview appropriate 

49 Written enquiry and read reply 66 Write report of SF budgeting 85 Oecide if CL repayment vls.lt 
• Adjourned Appeal loan Ineffertive visits appropriate 

50 Prepared further submission- 67 Take SF civil procedures 86 Take Cl Civil proceedings action 
adjourned Appeal budgeting loan procedure Decide-to abandon Cl. recovery 87 

68 DecIde to abandon SF al. 
recovery 

69 Offer Bt money advice 
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Actfvlty Short Term Benefits Actlvlty Long Term Benefits ActIvity Disablement BeI\eflt 
Actfvlty Long Term Benefits mmb ... 

number number numbel" 

90 late claim Widows Benefit dalmlpostl 
Industrial accident 

RP load/claim 

91 
miscellaneous 145 Make and record decision 

AO Decision on Claim 112 l T 54 decision (Allow or Disallow) 
13B l T 54 decision 

92 Action on appeals '1] SF 10 deciSion 
139 Bf 10declslon 

93 Attion on report of lost giro 114 AuthorlsevlsltlDO 1 REA decisions 
mandatory check ,40 BR3B decision 

94 
115 Del test check Authorise visltJOO 1 ,46 Make and record REA Decision 

Secretary of State decision ,4' (Allow or Disallow) 
116 Re&dlwrltelother 

95 Test Checks '42 DO test check 

96 Completion of FF 91 and DlIS 143 Read case referred by HEO Other ",clslons 
131 GBU'S to HEO RP (Miscellaneous) check 

" Start and end of day action 111 Initial date GBU ,44 other 141 Make and record decision 1-
13% (excluding aggregation. or 

98 Agenu and appointees 11a Switch on (Computer) 
ulagg, appeals and Secretary of 
State appeals) 

99 Visits 119 log on I Make and record decisIon 14% , 148 , 
100 Supervisor receives all books 120 log off 1 or more (excluding 

\ aggregation, uiagg, appeals 
,01 Disposal of mutilated books 12, Change Password and Secretary of State appeals) 

102 Post out order book ,22 Switch off ,49 Make and record prescription 
decisions (any type of PO) 

103 Weekly check. of order book 123 Screen response times 
control 150 Make and record decision on 

12. Screen action· 10 screens review, utag9, MAT, secretary 
104 Quarterly action 

125 Decide If f'!rther action oncase 
of State appeals 

105 Check of lost orderboolc: record Make and record decision on no 
126 Clear check on streen Incl In S-g 151 

'06 Research to establish next 
loss of faculty, gratl,Jity. 

course of action 121 Sign and date MCR aggregation 

101 AO decision on loan cases '28 DeCide If further action 152 Make and record late claim 

tomorrow 
decision (Ols pension only 

lOa AO action on appeals 
e)tc\ur;W.s REA-decls!on) 

'29 File MeR ar.d week 
109 Miscellaneous action by 153 Make ar.d record any other type 

supervisor 130 Assimilate of decision 

13' SCreens ,54 Check and authorise SI 1S 

Maternity AUowance 132 locate relevant page in EF 271 155 Check and authorlse 8' 1SA 

110 lost giros 133 Read and decide If entl)' made ,56 Write/present appeabto SSAT 

111 lost order books '34 Decide if page cleared '57 prepare for post opening 

135 Pick page cleared '58 Obtain order books CP and 03S 

'36 Goto raterJcheck 08 159 Check and prep~re order books 

137 Note check completed 
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" 
Activity Disablement Benefit Activity 
numhet' 

Other duties LOI tasks which could be delegated to LOll level 
number 

Other decisions (cont'd) Income support giro .. 
Activity Income Support Activity Income Support 
number nwnber 

16. Check forms 035 
written by machine :j 

162 Check of admln payments and ~ Oalms Postal case check 

161 Check spoiled order books giros over flSO 
'-f, 

1 16117 year old Intervlewslself 17 Record forms Issued 
16] Weekly check of prepared giros employed interviews. etc 

18 Abandon A 2 action" clear stats 

164 Check. of mIssing IS giros 2 Check PA action (CP 
annotations) 19 AD decides if IS payable or not 

3 Adjudication IS 090 and 93 
Income Support giro .. 
handwritten 4 Check exceptional clerical Visits 

165 Check of admin payments and 
payment 2. Read referral and decide on 

giros over £250 5 2% payment accuracy check grade of visiting officer. 

166 Weekly check of prepared giros 6 Others .. payment check 21 Priority of visit established 

167 Check of missing IS giros 
22 Notify case for visit 

AsSeSsment review 23 Issue draft letter 

CB order book 7 Refer case for visit 24 Issue non-draft letter 

16& Obtain order books and GBUs 8 Mludlcatlon <ase on system 

169 Check order books 9 2" accuracy check Direct Payment 

17. Check of spoiled order books ,. Check PA action· CP annotation 25 initial investigation 

andFF152 

" Refer case for vIsit 'off-lIne' 26 Read Reports 

171 Hand back order books and 
FF 152 12 Perform full case check 27 Follow up action on requested 

cases 
13 Check housing benefit 

documents 28 Pay individual case 

Nominated Officer 29 Terminate manual schedule 
14 Authorise CP and make entry 

172 FEO check: of nomInated officer on MR204 case 

work 3. Terminate individual case 

Miscellaneous 31 Review manual deduction case 

cashier 
15 Check of transfer in/out 32 Suspend manual account 

173 Check of monthly account 16 sort post 33 Change manual address 

174 Weekly check of valuables book l4 Change manual personal details 

175 Weekly PlO check 

NOTE .. The list of tasks above 
was provided by SRU and Is used 
to produce WUTs 
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Activity Income Support 
number 

35 

36 

37 

38 

39 

40 

41 

42 

43 

44 

45 

46 

47 

48 

49 

50 

51 

52 

Direct Payment (cont'd) 

Perform manual case check 

Review micro deductions 

Suspend micro account 

Arrears clearing action on a 
micro case 

Change micro address 

Change micro personal details 

Perform micro checks 

Terminate fuel case 

Terminate other micro case 

IS Overpayment recovery 

Check of overpayment 

Oeclde whether Instalment 
repayment offer acceptable 

Check of BF list 

Check of EF 413 Register 

Check of C 78 Register 

Check of status report 

Overpayment recovery 

Refer Appeal to Appeal Officer 

Prepare stau return 

Transfers Check 

ActIvlty Income 5u.'DC ..... "~ 
I'\wnber 

Appoals 

53 Take action 
time limit 

54 Take action 

55 Take action on 

56 Enter appeal 
sendtoSSAT 

57 Prepare draft letter 

58 Appeal outside tribunals 
Jurisdiction sentto SSAT " 

59 Make telephone call 
60 Arrange office Interview 

61 
agrees to withdrawal 

62 RefertoAO 
does 

63 Pass to AO to revise dedslon 

64 lapse appeal 

65 CompleteAT2A 

66 Complete AT 43 and send to 
SSAT , I 

67 Read notification of date of 
hearing. notify witness :.r 

68 Arrange and conduct office 
Interview - adjourned Appeal 

69 Send for home visit action on 
return of CP - adjourned Appeal 

{-r 
70 Pass to AO to consider revlew-

adjourned Appeal M 

71 Read reply from AO-adjoumed"' 
appeal 

n Contact appellant regarding 
lapsed Appeal- adjourned 
Appeal 

AIInexZ 

,ACtIvity lncO ..... Support 

.,umber 

ActMty 5oc •• 1 Fund 
number 

Appeals (cant'cI) 
Bucigetlng Loan 

73 
Lapse'Appeal- adjourned 75 Decide application form 

Appeal 
re<!ulred SF lOO 

7' 
FlleAT 3, clear stats and pass to 76 wnte \nstructlon$. for further 

AO 
BL Information 

n Check sign and Issue et loan 
notlficatton 

78 Check and Issue elloan 
notification 

79 Extend time limit of SF BL 

80 Annotate nO reply SF BL 

81 Annotate reply -Sf Bt rejected 

82 Check and issue SF micro Bl 
prlntouU 

83 Check of BL micro letter 

84 Preview SF Bllntervlew 

85 Conduct of SF BL effective 
repayment Interview 

86 Conduct of SF Bllneffective 
repayment Interview 

87 Write report of SF budgeting 
loan effective Interview 

88 Decide and check on cash 
repayment terms SF al 

89 Decide and check new benefit 
repayment terms SF BL 

90 Check Issue of SF statements BL 

91 Check loan repayment 
complete SF Bl 

92 Action request for loan 
rescheduling Bt 

93 Transfer out recovery SF Bl 
application 

94 Transfer out no recovery SF BL 
application 
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shortlerm Benefit Ac.tMty Short 'term seneftt Activity SaclalFund Activity 
number Activity Soctal Fund 

number number number 

Budgeting Loan (cont'd) CrIsis Loan (cant'cI) ,29 RD45 '55 Action on OIE overpayment 

Authorise SOA· passport '56 Action on 'M' overpayment 130 95 Transferout noton micro SF BL "2 Write report of CL ineffective benefit case 
151 Mandatory check of QB 3 application repayment Interview 

13' Check SOA 14 before refto 
'58 Mandatory check of QB 10 96 Transfer In recovery, check "3 Preview CL documents for visit AMA 

Check OllS 133/134 159 transferred In SF Bl application 
,,4 Conduct a repayment effective '32 Award SOA· more than BO% 

Chec\( OVS 9110 160 visit 
,33 Check PA 1 SF book 

Community car. Groant 
'6' Check of as 32 "5 Write report of CL repayment 

134 SB 222 decision 
97 Decfde form required for postal effective visit 

162 Fraud submissions 
,35 Recovery of IS application ". Conduct CL Ineffective 

'63 Stats 71 - PA cases repayment visit 136 Transfer of GSU 98 Decide If further Information 
Stats 11 : ~Ive load 164 required for CCG applkation "1 Write report of Cl Ineffective 131 Minordalmants 
ReadJincorporate amendments! repayment visit 

'65 
99 Write Instructions for further 

138 front sF clrcs Information 11. Decide and check CL cash 
Check over £250 and counter Accept fraud order book repayment terms 139 

'66 '00 Make CCG telephone call 
payments 

Periodic check of returned "9 Decide and check new benefit 
Authorisation of order books 161 '0, Write report of telephone call 

repayment terms ,40 books '02 Conduct CCG postal enquiry 
'20 Check Issue of CL statements ,4' IVB stop date action 

'68 10% check of order books 
'03 Make CCG postal enquiry 12, Check CL loan repayment ,42 Revlewstop date with 

'69 Check authorisation and 
dependants notation in control book of '04 Check sign and Issue CCG 

RMl notification of decision ,43 Review stop date nO 
Chec'k of draft letters/Sf 79 '05 Check micro letter Funeral and MClltemlty dependants 

110 
'22 Read MP application form ,44 Change of circumstances 

11' Claimant falls to attend 
123 Check and decide on MP 145 Check of renewal order books 

'12 Mandatory check of RMO Crisis Loan 
application 

control ,46 Check offir5t order boo'k$ '06 Check. Sign and issue Cl '24 Check. Sign and Issue MP 
Amendment of FF 152 schedule 113 Additional procedure on RMO decision 

decision '41 reference '01 Check Cl micro letter 
'25 Read FP application form '48 10% mandatory check 

114 Check and issue OL/S 35 'oa Preview CL payment Interview 126 Check and decide FP application '49 Weekly check of PA cases 
115 Check and issue OLJS 559 '09 Conduct Cl effective repayment 

'21 Check sign and Issue FP decISion 150 Claim forwlie only 
116 10% che<k of back SF InteNlew 

Claim for wife and child 
Authorisation and check of 

'28 Action FP recovery 15' 
111 "0 Write report on Cl effective 

Claim for child only order book repayment Interview 
152 

Conduct CL Ineffective 
'53 Claim for housekeeper 118 Periodic check of returned ", 

order books repayment interview 
154 Small overpayment 

Amendment of FF 152A 119 
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Long Term Benefit ActIvity Long Term Benefit Short rerm Benefit Activity Long Term Benefit ActIvity -, ActIvity n_ number number 

MA claim RP loac:Uc1alm RP loadfclalm (cant'cI) RP 

'80 RD 45 action '94 On-line award of RP (new) 22' Select cases for check 250 OB received by lOll· WB 

'8' Check disallowed dalms '95 Off-line award 222 Get GBUlwallet 25' Cancelled -WB 

'82 ReturnG9UtoLOII '96 Review award (on-line) 223 System action - 3 screens 
'8] Authorise FF 152 '91 Check of SF 428 224 Read and cf dOG Widows Benefit 

'84 Pass Gau to finance '98 Delete or amend on-I/ne 225 Store does IInd Initial GBU 252 On-line award of WPT 

On-line award ofWS (new) 253 account 
226 Store does -wallet '85 10% check 

Review award (on-line) Complete MF 40A (errors) 254 
'99 Enter management note 

221 '86 RetUrn GSU to lOll 

255 Check of SF 428 200 Check letter/draft letter 
228 Return to rater .87 Complete check 

Delete or amend on-line Note System -check. done 256 
20. Overpayment action 

229 
account 

.88 Recovery of IS 

Return 10rflllng 
202 Authorise Interim payments 

230 
257 Enter management note 

.89 Returned order books 
203 AuthorIse arrears/giro 

23. Assimilation 
258 Check letter/draft letter 

190 OVerpayments 

Extrilct dOG and ass 
Check overpayment actlon 

204 Authorise SF 56/POA 
232 

259 
'9' Payment by gIro 

205 Check file for OBlAAICOCA 
233 AssGBUcases 

260 Authorise Interim payments 
'92 FrontBF 

206 QB 10 notation only 
234 Screen response times 

26' Authorise arrears 
.93 Minor claimants 

Get prInt out and pass to AA 
201 Get notebook decide box 

235 
262 Authorise BF 561POA 208 Select cases 

236 Get 'micro' GPUs 
263 Checl< fne for (PB) ANCOCA 209 Get A 98, check unactloned post 

231 Get print-outs. sort pass to AA 
264 QB 10 notation only 2'0 Locate and assimilate 

238 OB received by lOll· RP 
211 Check load notation 

239 OS received by LOll a mise 
(bUd Benefit. 212 Oeclde If action correct 

240 Transto NOSlFraud (all) 
265 Order book. receIved by lOll . 213 Read letter 

241 T/out -Ef 413 (all) 
266 Orders Adjusted 21. Replace does in G8U 

241 Cancelled a RP 
261 Orders Executed 2'$ Note check completed 

243 Cancelled a mise 
268 Transferred to NOS Fraud 2'6 Error found· complete MF 40 

244 Issued via sup - RP + we + mlsc 
269 Order book transferred out· Return Gaus to drawer (Included In 7) 

EF413 
2" 

Dally transport to stockholder Note system a check done 245 
210 Order book cancelled 

218 
2 screens 

246 Issue of recall notice 
211 Order book Issued 2'9 Assimilation 

2., OB destroyed 
272 Dally Transport to stockholder 220 Screen response time 

248 OS control check 

249 Transfer of OB between raters 



Annex2 

Activity Long Term Benefit ActIvity Long Term Oeneflt number number 

O1l1d Benefit (cont'd) Callers 
273 Transfer of order books 285 Dealing with callers 

between raters 

274 Issue of recall notice for order 
book Post receipt 

275 Completion of CH 101CH SS Sort and distribute post 

276 Checkand sign OUCHP 24 

277 Checkand sign OUCHp 25 NOTES 

1 In the absences of 
delegation, aU of the tasks on 

Disablement Benefit this list could be carried out by 
LO Is who are not line 278 Check and send SI 8 to Med managers. Boarding Section 

Giro Payment for Dis Ben 2 The list of tasks above was 279 
provided by SRU and is used to 

280 Check annual stats produce WUTs. 

281 Upratlng 

282 Check/sign letters on 
mlsce lIaneous correspondence 

283 SIgn for and dispose/check 
returned order books 

284 Deal wIth Dls Sen 
overpayments 



This is the third publication to update all staff on the Quality 
Framework. We have made significant progress in most areas. 
Please take the time to read this update, to ensure particularly 
that you know what is happening in other areas of the office. 

If there is anything you would like to know more about please ask 
your team leader or a BAQF Focus Group member/Co-ordinator (an 
ever expanding group - names on page 8). 

BA Incentive Scheme 

r:- . 
As you are all aware, we are looking at the possibility of using 
the new Incentive scheme to help us to achieve the Quality Awai:;d~ 
This will require us all to sign up to progressing the District 
on the Quality Framework. For most people this will mean carrying 
on doing what you're doing; liaising with internal customers, 
looking for ways to work more efficiently, helping to improve 
communications, taking part,:,in decision-making within your team 
etc etc •••• 

'" If you'are still.' not" 'sure "hoW' yoti'" 
please discuss it with your 
representative(s). 

Where Are We Now? 

personally, may 
team ' leader 

contribute 
or BAQF 

The Management Team and the BAQF Focus group have recently re
baselined (scored us on the Framework) and the results are shown 
on page 7. The revised scores (using an average where there were 
differing scores) add up to 61 and there are only two areas where 
our average score is below 5. 

The following update on each of the 12 criteria includes 
references to the latest staff Perception Survey and other 
evidence. If there is anything mentioned which you do', not know 
about please ask your BAQF representatives. 

The revised score is shown in brackets beside each heading. 



Finally, the Staff Perception survey measured our success in this 
area: 

* 88% of staff know how to find out what training is available' 

* 72% know how to find out what external training is available 

* 77% feel the training offered by the District meets most 
needs 

* 71% feel that most of their development needs are met 

* 87% find the half hour closure sessions useful for 
discussion and training 

As more staff work with their line managers to set up POPs we 
hope to increase performance in some of these areas. 

EQUAL OPPORTUNrTrES (6) 

A working group has been formed to look at the possibility 
homeworking in the District, following the publication of the 
Guide To Homeworking. ",' 

of 
BA 

The materl:tity pac~ag,e, "Gr~at Expectations" has been updated by 
Personnel 'Section 'and -Is 'still' issued' to-expectarit mums~' It 
provides the answers to the commonly asked questions about 
maternity leave, pay, ante-natal care etc. 

The Staff perception Survey again helps us to measure our success 
in this area: 

* 99% of staff know that the BA is committed to Equal 
Opportunities 

* 83% think the District is free from discrimination 

* 72% think there is equality in career opportunities for part 
time staff 

* 85.5% think there is equality in career opportunities for 
staff with disabilities 

* 92% think there is equality in career opportunities for 
members of ethnic minorities 

These responses (with the exception of the first which was not 
measured) are all significantly improved compared with last year. 
The Equality Group are to look at how we might improve further. 

STAFF SERVrCES (7) 

About 100 staff have attended Personal Safety Awareness sessions 
and feedback so far is very good. 

) 

,-



taken to Jo Bark, security Assurance Team, first floor as Jo is 
maintaining a portfolio of evidence. 

PLACE IN THE COMMUNITY (6) 

Our database of outside organisations now contains details of 
88 customer -representati ve groups. We wrote to or telephoned all 
new contacts to let them know how to contact us and what sort of 
services we offer. 

The feedback from DINO! Interpreter! Benefit Bus events remains 
positive. customer services staff are still on offer for half 
hour closure sessions if you would like to know more about what 
they 'do in the community. 

We continue to maintain a high profile in the community throUgp 
our work with Compact and in local schools. :,' " 

;:'\0 ••.• 

We were recently awarded a certificate in a competition called 
"AIM HIGH" which looks at business involvement in education • 

........ 
STAFF DEVELOPMENT (S) 

AUstaff had-the opportunIty in octobarto attertdBA Ti'afiling'·s 
"development day" in the conference room. 

All members of the Management Team now have Personal Development 
Plans; most L01s were invited to set up POPs at their interim 
review and those who weren't will have the opportunity now to do 
so; all L02s and AAs will have the opportunity before or at their 
appraisal interview. 

Sandra Casey is currently putting together a Personal Development 
Planner with examples of a POP, record of training and record of 
qualifications gained. This will be available in January. 

BA Training are revising the one day POP course to meet our needs 
(the original event was thought to be too general to meet the 
needs of our staff) and will put on some dates specifically for 
us. 

If you would like to set up a PDP please let your line manager 
know and she!he will work with you to do so. 

Between, 1st April this year and the end of December we will have 
availed ourselves of 321 days of skills training within the BA 
training contract. Additionally, 16 people have undertaken 
distance learning for I.T. 

Sal Yusuf has been nominated for the next Princes Trust event, 
following on from Jane Bagwell's successful involvement. 

Cath Webb'is set to take over from Zoey cartwright on a 12 month, 
2 days a week secondment with Compact. 



APPENDIX K: BI-MONTHLYUPDATE OF QUALITY FRAMEWORK 
CRITERIA: PRESTON 

QUALITY FRAMRWORKUPDATE 

This is the third publication to update all staff on the Quality 
Framework. We have made significant progress in most areas. 
Please take the time to read this update, to ensure particularly 
that you know what is happening in other areas of the office. 

If there is anything you would like to know more about please ask 
your team leader or a BAQF Focus Group member/Co-ordinator (an 
ever expanding group - names on page 8). 

! 

BA Incentive Scheme 

. ~~,. 

As you are all aware, we are looking at the possibility of using 
the new Incentive scheme to help us to achieve the Quality Awa~d~ 
This will require us all to sign up to progressing the District 
on the Quality Framework. For most people this will mean carrying 
on doing what you're doing; ·liaising with internal customers, 
looking for ways to work more efficiently, helping to improve 
communications, taking part",in decision-making within your team 
etc etc •.•• ,. 
If you· are still· not- ·sure how· y6u;·personally, may 
please discuss it with your team leader 
representative(s). 

Where Are We Now? 

~ontribute 
or BAQF 

The Management Team and the BAQF Focus group have recently re
baselined (scored us on the Framework) and the results are shown 
on page 7. The revised scores (using an average where the.re were 
differing scores) add up to 61 and there are only two areas where 
our average score is below 5. 

following update on each of the 12 criteria includes 
eferences to the latest Staff Perception Survey and other 
vidence. If there is anything mentioned which you do not know 
bout please ask your BAQF representatives. 

he revised score is shown in brackets beside each heading. 

.. -



CUSTOMER RESEARCH (6) 

The survey of outside organisations was the last to be completed 
and results ·aref now being analysed. The response rate was 75% 
(and with 100% from caller survey, 77% from telephone survey and 
72% from customers who had written to us, all responses are above 
average) . 

Customer research inclUdes not only the annual survey but 
feedback from Benefit Bus events, DINO events, Interpreter 
surgeries, liaison meetirigs (ESA, HB, Welfare Rights) etc. From 
December Customer services staff are to carry out ongoing 
customer research (selecting a proportion of customers who call, 
write or phone) and will regularly publish the results. 

MPs have been contacted to obtain their comments on our service; 
results look good so far! 

SERVICE DELIVERY (S) 

The full Customer Survey results will be published shortly but 
a preview shows that 45% of our customers think that the service 
we give has improved and 4~J think it has remained the same as 
last year. 

·A 'coPY of Our Distridt's charter sti,mdard statement Was issued 
to all staff recently, detailing the standards of service which 
our customers can expect. currently we are meeting all but three 

· , 

of our targets. 

Thank you letters are now shared by 
publishing them in the Barry Crier -
it is nice to know we're appreciated 
sometimes! We even featured in the 
sunday People letters page recently 

*
WEhear all, the time 
of co!tiplamts:about 

long waiting listi'and bad 
treatment. from the DSS 
and tax departments. But 
Tfeel credit should be giv. 
en -where it's due. 

DSS' and· tax offices 
Preston and feel that th( 
efforts shouldn't 1 
unheralded. 

> > > > > Over !.h~ pastfew Weeks," 
I've beeii,treated with·the 
utmQSt·co~ frompell'" 
ful aridfriendly 'ciJ!. at .\he 

Thanks! 
Mr'T'A Blae 

Preston,-Lancashi 

A recent survey of customer waiting times showed that 99% of 
customers are seen at reception within 10 minutes of entering the 
office. 

HANDLING EXCEPTIONS (3) 

The Complaints Strategy has been revised to take account of staff 
and customer feedback and will be published after consultation 
with Trade union Side. 

We are currently contacting customers who have compiained 
recently to ask for feedback on how we handled the complaint. 

All commands are now developing their own strategies for 
examining ,'cases which fall outside clearance time targets or are 
not resolved satisfactorily. Please feed any evidence of action 



I 
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area:'" ..... " 

* 88% of staff know how to find out what training is available' 

* 72% know how to find out what external training is available 

* 77% feel the training offered by the District meets most 
needs 

* 71% feel that most of their development needs are met 

* 87% find the half hour closure sessions useful for 
discussion and training 

As more staff work with their line managers to set up POPs we 
hope to increase performance in some of these areas, 

EQUAL OPPORTUNITIES (6) 

A working group has been formed to look at the possibility of 
homeworking in the District, following the pUblication of the BA 
Guide To Homeworking. "-' 

The materI:1~ty pa,cka,g.e, "Gr~at. Expectations" has .been updated by 
Personnel . section and-l:sstill· issued to-·expectalit mums~· It 
provides the answers to the commonly asked questions about 
maternity leave, pay, ante-natal care etc. 

The staff Perception survey again helps us to measure our success 
in this area: 

* 99% of staff know that the BA is committed to Equal 
opportunities 

* 83% think the District is free from discrimination 

* 72% think there is equality in career opportunities for part 
time staff 

* 85.5% think there is equality in career opportunities for 
staff with disabilities 

* 92% think there is equality in career opportunities for 
members of ethnic minorities 

These responses (with the exception of the first which was not 
measured) are all significantly improved compared with last year. 
The Equality Group are to look at how we might improve further. 

STAFF SERVICES (7) 

About 100 staff have attended Personal Safety Awareness sessions 
and feedback so far is very good • 

. , 

.' 



The application form for the latest AA recruitment included an 
additional page which asked for examples of where competencies 
which are important in the BA today eg. teamwork have ·.been 
demonstrated. This should help us to select the best people for 
the jobs. 

Again the Staff Perception Survey helped us to measure success 
in this area: 

* 94% of staff are satisfied with the services offered by 
Personnel section 

, 
* 92% are satisfied with the services offered by Accommodation 

section 

* 84% are satisfied with the services offered by Finance section 

* 89% are satisfied with our general working environment 

ORGANISATIONAL CULTURE (5) 
.' 

Teambuilding events have started with CB teams who had their 
events first as they'll hav~other things on their minds between 
January and March!! , 
CB colDlIiand -now 'produce minut~~(creativel) of their HEO/LOI 
meetings; they have an L02 working party to increase L02 
involvement in decision making; AAs now have regular meetings, 
which are minuted, to pool ideas and resolve problems; and of 
course Lee's "underpants" which are used to recognise achieve
ment are now legendary! 

The Communications Group are looking at whether there is .value 
in cross command L02 and AA networking. 

The· Staff Perception survey goes. some way towards helping us to 
measure our performance in this area: 

* 87% of staff feel they are encouraged to ask questions and 
come up with new ideas 

* 92% of LOIs feel they are involved in decision making 

* 58.5% of all staff feel they are involved in decision making 

* 84.5% feel they have personal responsibility for, and control 
over their own job 

* 85.5% are aware of the meaning of empowerment and the 
responsibilities it brings 

ach command is looking at ways of improving performance in these 
reas. 

I 

I 

\ 

I 

I 



COMMUNICATION (5) 

The Communication Group is now 14 strong and all commands are 
represented. The group is looking at ways to address some ~f the 
communication problems highlighted by the staff Perception Survey 
eg: 

* 55% of staff do not have time to digest all information 
received, which suggests that we should review the way that 
we distribute/circulate information 

* 52% think that communications between commands could be 
improved - L02/AA networking is a possibility which is being 
explored and a pilot copy of a District Gazette covering work 
related issues has just been published. The Communications 
Group would like your feedback on this. 

However, despite the aforementioned problems, the Staff Survey 
has given us some very positive results: ,,,0,,, 

!;.\ 

* 91% of staff have regular weekly meetings with their line 
manager 

* 93% find the meetings useful and informative 
•• "C<" • * 88% feel the1r l1ne manager commun1cates openly about 

mat~~rs that affect t~e~, ',0' • 

* 75% feel their views are passed upwards by line manager 

* 76% feel that communications have improved in the last year 

INTERNAL CUSTOMER FOCUS (5) 

The staff perception survey showed that 

* 96% of staff understand who their internal customers are 

* 70% have seen some improvements in services from other 
sections 

Half hour closure sessions continue to be used for liaison and 
to help staff gain awareness of other people's jobs and roles. 
The Visiting Officers have recently issued a follow up to their 
earlier internal customer survey. The document also serves as an 
informal Service Level Agreement as it sets out what internal 
customers can expect from Visiting Officers and what we can do 
to help things go smoothly • 

. . : ',::,. 

, 

) 
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Internal Customer Focus - Level Five 

Although the District could demonstrate improvements generated by an understanding of the 
. needs of internal customers it was clear that the process was at an early stage. Service level 
agreements were not formally monitored and 'therefore reviews of peiformance-would tend 
to be less effective than if a more formal approach were taken. 
The Group accepted the management's wish not to add to the paperwork. however formal 
measures and suitable graphs indicating performance would not only help improve the current 
service level agreements but also encourage the use in other areas. Work on Organisational 
Culture may also help in this area. 

Handling Exceptions - Level Five 
( 

As with the other areas, the admirable drive by both staff and managers to cut down on paper 
and the District's early stage in the process, conspired against it. Verbal evidence from 
customers indicated systems are in place however the Group feel that a more rigorous 
approach to the process is required. Formally mapping the pro.cess(es) and setting 
responsibilities would assist. It may also assist the District in maintaining consistency and 
training given the number of existing and new staff who get involved. 

Process Efficiency - Level Five 

Comments as above. More rigour in mapping process, publishing measures and 
communicating success . In the long run any short term pap~rwork generated should be 

. rewarded by greater-{and more consistent) knowledge of each process making it easier to 
recognise success and areas for improvemeqt. It may also help staff who are not directly 
involved with the process to generate that may help. 

Comments On The Other Criteria 

Customer Research Level Six Claimed 

1-4 validator satisfied 

Written evidence backed up with interviews with representatives of external organisations 
together with feedback from staff amply supported the claim level of six. Level Six 
Appropriate. 

Service Delivery Level Six Claimed 

1-4 validator satisfied 

Results of local surveys reveal 66 % of customers are fairly or very satisfied. This is 
supported by feedback from outside organisations about the perceived improvements by 
mutual clients. Despite general concerns about the validity of Mystery Shopping reports those 
examined in Preston revealed a high level of service which was confirmed by the validator's 
observations. Level Six Appropriate. 



• 
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MANAGING BUDGETS (5) 

The Economy committee are up and running again, led by Garry 
Gibson .. 

Alex Dewar is available (and keen) to talk to groups of staff 
about the whole area of resources, complementing etc etc. We have 
just received an idea of our budget for 1995/96 so now is the 
time to use Alex's expertise to answer all those questions! 

One interesting fact is that from April 1994 we have recruited 
60 new members of staff and promoted 35 people; a· clear 
indication that we are trying our hardest to maximis'e our 
resources and reduce unnecessary overtime. 

PROCESS EFFICIENCY (3) 

We are forging ahead now with process mapping in many areaS, !:6f 
the office. Please feed results to Sue Gibson for BAQF evidence. 

CB are looking at having .;: dedicated telephone staff (with 
headsets) to cope with the expected increase in calls about 
Incapacity Benefit. .::: 

Angela Lonergan and Cath pitchfield have .been .wor)dng wi~ ,IS 
staff to improve accuracY'on mortgage cases. . . . . 

IS recently examined all clerical cases to check them for 
accuracy and to get as many as possible onto the system. A total 
of 139 cases were checked and 40% were either put on system, PA'd 
or transferred out. A training package is being devised to 
address some of the problems found. 

Overpayment section have developed a strategy to reduce 
outstanding overpayments to less than 300 by end of Jan '95. 

OVERALL RESULTS FROM LATEST BASELINING EXERCISE: 
1 • , • • • 7 • • 
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Thanks to everybody who took 
part in this exercise. It is 
encouraging that we've reached 
at least 5 in so many areas. 
The Staff Perception survey 
results may in fact support a 
higher rating in some areas so 
we may not be very far off 
award standard. 
Watch this space!! 

-



BAQF REPRESENTATIVES 

The following members of staff are involved with the Quality 
Framework either as Focus Group'members or Command co-ordinators: 

Command 1: Bob Watson 
David Foster 

Command 5: Peter Claxton 
Paul Cuerden 

Command 2: Jo Bark 
Alan Caine
Clare Shackleton 
Jackie Thomas 
Derek McEwan 

Sal Yusuf 
Michelle Aldridge 

Command 6: Jean Hindle 
Keiron Keeble" 

ommand 3: 
Command 7: Sylvia Menzies 

ommand 4: 

Margaret Jackson 
Tony Nash 
Donna Fox 

Graham Riding 
Alison Walsh 
Sandra Hobbs 
Karen Donnellan 
Sheila Walmsley 
Ann Green 

.' 

, ..... 

- , 
he Communications steering-'Group -members are-: 

Karen Donnellan 
Alison Walsh 
Keiron Keeble 
Zoey cartwright 
Yasmin Bodi 

T NEXT??? 

Allison Thomson 
Sylvia Menzies 
Lorna Penny 
Derek McEwan 
Carole Organ 

Bob Watson 
Jean Hindle 
Jackie Thomas 
Anisha Patel 
Tony Nash 

(~-,: .•. 

f:
t 

!;.\ 

opefully, all the extra effort we're putting in now will give 
s the push up to an overall marking of 70. In particular, the 
omplaints strategy and the Process Mapping exercise will improve 
ur rating in the two areas where we score less than 5. 

he Focus Group will continue to reassess our ratings until we 
each the magic figure, and with a little more effort we hope to 
each award level pretty early on in 19951 

PPY NEW YEAR TO YOU ALLI! 

• ;. 
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.' BAQF REPRESE~AT:IVES 
The following 'members of staff are involved, wi th "the 'Quaf1-ty F 

Framework either as Focus Group'members or Command co-ordinators: 

Command 1: Bob Watson 
David Foster 

Command 5: Peter Claxton 
Paul Cuerden 

Command 2: Jo Bark 
Alan caine 

Sal Yusuf 
Michelle Aldridge 

Clare Shackleton 
Jackie Thomas 
Derek McEwan 

Command 6: Jean Hindle 
Keiron Keeble" 

Command 7: Sylvia Menzies 
Command 3: Margaret Jackson 

Tony Nash 
Donna Fox 

Command 4: Graham Riding 
Alison Walsh 
Sandra Hobbs 
Karen Donnellan 
Sheila Walmsley 
Ann Green 

-' 

...... 
, , 

The communications steering "Group 'members are': 

Karen Donnellan 
Alison Walsh 
Keiron Keeble 
Zoey cartwright 
Yasmin Bodi 

NEXT??? 

Allison Thomson 
Sylvia Menzies 
Lorna Penny 
Derek McEwan 
Carole organ 

Bob Watson 
Jean Hindle 
Jackie Thomas 
Anisha Patel 
Tony Nash 

Hopefully, all the extra effort we're putting in now will give 
the push up to an overall marking of 70. :In particular, the 

ICCJml[llaints strategy and the Process Mapping exercise will improve 
rating in the two areas where we score less than 5. 

Focus Group will continue to reassess our ratings until we 
Ire,ach the magic figure, and with a little more effort we hope to 

award level pretty early on in 1995! 

~~py NEW YEAR TO YOU ALL!! 



APPENDIX £: FULL VALlDATlONlmPORT OF PRESTON DISTRICT 

PRESTON. DISTRICT VALIDATION VISIT 

i-SUMMARY 

To ensure a thorough validation the Group initially concentrated on satisfying itself that 
levels one to four had been achieved in all areas. Once convinced, it turned its attention to 
validating evidence presented for higher levels of achievement. This summary covers the 
Group's general comments on evidence that satisfied levels one to four and specific 
comments on the opportunities for improvement identified for those areas attracting a level 
five rating namely, Organisational Culture, Handling Exceptions, Internal Customer Focus 
and Process Efficiency. , 

Levels One to Four 

It was evident from the moment the Group entered the building that this District had a good 
feel to it. Both the quality of the environment and the atmosphere within the working areas 
indicated a team confident in itself and in its ability to tackle the not inconsiderable 
challenges that lie ahead. 

It was clear that staff, management and, where necessary, customers, had been consulted on 
each of the twelve areas and that management plans and methods of review were in place. 
During the various discussions it was also evident that the District is supportea by a very 
solid management team. The staff demonstrated their maturity of thought through logically 
discussing how and why they approached delivering a quality service. They appear to take 
customer service very much in their stride. During the walkabouts our initial impressions 
were reinforced with staff being very open and helpful. 

Finally, discussions with external customer representatives confirmed the Group's view of 
the District's performance. 

Opportunities for Improvement 

Organisational Culture - Level Five 

The District demonstrated that the way the organisation ran itself was improving. However, 
during meetings it became clear to the Group that there was stili a tendency to emphasise 
grade rather than an individual's ability to contribute. There also appeared to be some 
evidence of a 'reflective layer' at supervisor level. This manifested itself during diagonal 
slice meetings where hierarchy seemed to be particularly important to some and 
communication appeared to be 'fudged' by selective over or under emphasis of particular 
facts. These issues are more a reflection on the maturity of the change process (as 
empowerment and responsibility are pushed further down then it is natural that those most 
affected should hark back to the previous values) and not on the general direction. The 
management team may wish to work closer with the supervisory levels to ensure they are 
more comfortable with the changes required by BA. 
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The Communication Group' is 'now"'14"strong'and :all -commands are' 
represented. The group is looking at ways to address some t:>f,the 
communication problems highlighted by the Staff Perception Survey 
eg: ' , 

* 55% of staff do not have time to digest all information 
received, which suggests that we should review the way that 
we distribute/circulate information 

* 52% think that communications between commands could be 
improved - L02/AA networking is a possibility which is being 
explored and a pilot copy of a District Gazette covering work 
related issues has just been published. The Communications 
Group would like your feedback on this. 

However, despite the aforementioned problems, the Staff Survey 
has given us some very positive results: l", 

* 91% of staff have regular weekly meetings with their line 
manager 

* 93% find the meetings useful and informative 
~. * 88% feel their line manager communicates openly about 

matters that affect them 
.' ..•.. ' .. - . ~-. ': ... -

* 75% feel their views are passed upwards by line manager 

~: ... 

* 76% feel that communications have improved in the last year 

INTERNAL CUSTOMER FOCUS {5} 

The Staff Perception Survey showed that 

* 96% of staff understand who their internal customers are 

* 70% have seen some improvements in services from other 
sections 

Half hour closure sessions continue to be used for liaison and 
to help staff gain awareness of other people's jobs and roles. 
The Visiting Officers have recently issued a follow up to their 
earlier internal customer survey. The document also serves as an 
informal Service Level Agreement as it sets out what internal 
customers can expect from Visiting' Officers and what we can do 
to help things go smoothly. 



Place in The Community Level Seven Claimed 

1-4 vaIidator satisfied 

Evidence of considerable activity involving external liaison exists as does evidence - ~ 
-" participation in fund raising and activity to support local schools. Appreciation of outreach 

work confirmed by external representatives. Service to ethnic minorities especially 
commended. Level Seven Appropriate. 

Staff Development Level Seven Claimed 

1-4 validator satisfied 

Evidence of a wide number of opportunities exist for staff development. This is publicised 
throughout the District. Discussions with staff and management confirm this. The award of 
lIP provides strong independent evidence to support their suc~ess in this area. Level Seven 
Appropriate. 

Equal Opportunities Level Seven Claimed 

1-4 validator satisfied 

Observations confirmed evidence of minority representation amongst staff. Needs of disabled 
staff and customers addressed and facilities provided. Discussions with staff reinforced their 
confidence in the application of equal opportunities in this District. Tbis substantiated the 
findings of the staff perception survey. In addition to th'is external representation of disabled 
and ethnic minorities further reinforced the Bistrict's claim. Level Seven Appropriate. 

Staff Services Level Seven Claimed 

1-4 validator satisfied 

Informal observations and discussions with staff not only supported the substantial claims 
made by the district but also confirmed a very high level of satisfaction. The claimed rating 
of seven is justified. Level Seven Appropriate. 

Communications Level Six Claimed 

1-4 vaIidator satisfied 

There is an abundance of documentary evidence to illustrate the efforts that have been made 
in this area. Additionally, informal discussions with staff have made it clear that the 
measures adopted have been effective in overcoming some past difficulties. Some gaps were 
revealed in the course of informal conversations. Level Six Appropriate. 

· " 



Managing BUdgets Level Six Claimed 

1-4 validator satisfied 

Discussions with the security staff illustrated strong commitm.ent to both deterrence and 
detection of potential breaches. Effective budgetary control is exercised by the management 
team and mechanisms are in place to ensure that staff are regularly updated on budget status. 
External acknowledgement was available from the Area Director. Level Six Appropriate. 



APPENDIX M: STAFF PERCEPTION QUESTIONNAIRE - PRESTON 

AFF PERCEPTION QUESTIONNAIRE 

ase read the following questions and statements and tick the column which ""'Jst closely represents 
Jr view: 

Column 1 = Total agree 
Column 2 = Inclined to agree 
Column 3 = Inclined to disagree 
Column 4 = Totally disagree 

About Communications 

have regular weekly meetings with my Une Manager. 

"he meetings are useful and informative. 

"he meetings are a waste of time. 

lAy Une Manager communicates openly about matters that concern 
ne. 

am kept informed of procedural/office changes. 

~y views on important matters are passed upwards by my Manager. 

receive too much information. 

don't have time to take all the information in. 

he information I receive is relevant to my job. 

lAost of the information does not affect me. 

Most information is circulated quickly and on time. 

find the staff news and information in the Barry Crier useful. 

have access to the 'BA Weekly'. 

read the announcements section at the beginning of the BA 
:tVeekly. 

his information I find informative/relevant. 

:::ommunications are effective between commands and benefits. 

have all the information I need to do my job well. 

have been involved in identifying areas where communications 
could be improved. 

Overall I think that communications have improved in the last 12 
months. 

1 

bout Communications - Working Parties/Liaison Groups 

They aid communications within the commands. 

They assist communications with staff at all levels. 

1 

2 3 4 

. 



Column 1 = Total agree 
Column 2 = Inclined to agree 
Column 3 = Inclined to disagree 
Column 4 = Totally disagree 

am aware that we have the following parties/groups currently:-

Aware Not Aware 

lOI Uaison (Monthly Meeting). 

Security Focus Group. -
Staff Suggestions Committee (now Quality Ideas). 

Sports and Social. 

Economy Committee. 

Equal Opps. Focus Group (now Equality). 

!About Communications - Market Testing. 

1 2 3 4 

I understand what Market Testing means 

The information received is worthwhile. 

I know which areas are currently being market tested. 

If you don't have the information you need to do your job well please tell me where you think there is 
a problem and how to make a difference. 

I 



Column 1 = 
Column 2 = 
Column 3 = 
Column 4 = 

Total agree 
Inclined to agree 
I er d t disagree n Ine 0 
Totally disagree 

About The Organisation 

m encouraged to be honest, ask questions and come up with 
w ideas. 

on't speak up because no one listens to my opinions. 

m involved in decision making. 

et positive feedback on any ideas or suggestions that I do 
ke. 

estions that I raise rarely get an answer. 

ell have personal responsibility for, and control over my 
f'l' job. 

m aware of the broad aims and visions of the organisation, 
at goals we are working towards. 

~ceive information about BA other than that directly 
rcerned with my own job. 

rking Partieslliaison Groups are useful to analyse problems 
d recommend improvements. 

orking Partieslliaison Groups enable staff to put forward 
ws on certain key issues. 

now that the BA is working towards a 'One Stop Shop' 
~ce for its customers. 

'" kept up to date with developments on One Stop Shopping. 

~arding empowerment - the training received has made me 
are of the meaning of empowerment and the responsibilities 
rings. 

ut the Organisation. 

ut the Management Team (HEO. SEO. District Manager). 

~ Management Team are in touch with my situation. 

views are listened to and taken Into account. 

el the Management Team are approachable. 

:! 

.1 2 3 4 



I 

Column 1 = Total agree 
Column 2 = Inclined to agree 
Column 3 = Inclined to disagree 
Column 4 = Totaliy disagree 

About Staff Development 

II know where I stand and what my job prospects are. 

I get feedback about my performance. 

I get feedback about my team's performance. 

I know how to find out what training is available to me. 

I know how to find out what external training may be available 
to me. 

I would welcome an awayday to discuss work issues with 
members of my team. 

I feel that the trainIng offered by the District meets most of my 
needs. 

I discuss my development needs with my Line Manager and 
action is taken to address most of these. 

~out Staff Development - The Half Hour Closure. 

find it useful for discussion and training. 

t's a waste of time - I could be working. 

f,\y Group can't fill the time· but we've got to be seen to be 
~oing something. 

f,\y Group need more than half an hour and have topiCS 
lanned weeks in advance. 

raining sessions are relevanVuseful. 

About Staff Services 

am satisfied with the services offered by 
· Personnel 

· Accommodation 

· Rnance 

am satisfied with my general working environment. 
... 

1 

1 2 3 4 

1 2 3 4 

-



Column 1 = Total agree 
Column 2 = Inclined to agree 
Column 3 = Inclined to disagree 
Column 4 = Totally disagree 

About Staff Services 

have been involved in District Office initiatives such as Aids 
Iwareness, Staff Welfare Talks, look After Your Heart Campaign. 

he security awareness training I have received was useful and 
lformative. 

he security training has made me more aware of the importance 
,f good security practices. 

r staff with less than 6 months service. 

am satisfied with the recruitment process within the District. 

found the induction sessions useful. 

About Internal Customers 

)ther Sections, Commands and Departments don't realise what is 
nvolved in my job. 

understand who my internal customers are. 

have seen improvements in some services offered to me as a 
:ustomer (ie. from other Sections within the District). 

About Equal Opportunities 

: am aware that the Benefits Agency is committed to Equal 
Dpportunities. 

I think the District Office is free from discrimination. 

I understand how to make a complaint about discrimination. 

I am aware that there are trained sexual harassment counsellors in 
the District Office. 

~C 

I believe that there is equality in career opportunities for:-
a) Part-timers 

b) Staff with disabilities 

c) Members of Ethnic Minorities 

1 2 3 4 

1 2 3 4 

1 2 3 4 



What is your grade? 
(Please tick) 

Which benefit do you work on7 
(Please tick) 

anI; you for your co-operation 

HEO or above 

lOI 

lOll 

AA 

SGB2Ifypist 

IS Command 1 

CB Command 4 

SF Command 3 

Customer Services Command 5 

AppealS/OP/QA etc Command 2 

Personnel/Staff Dev 
ResourceS/OOHS Command 7 

Finance/Acomm 
One Stop Command 6 

D 
0 
0 
D 
D 

D 
D 
D 
D 
D 

D 

o 
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APPENDIX N: INTERPRETATIONS OF EMPOWERMENT - NORTH 
LEICESTERSHIRE 

Definitions of Emnowcrment 

Group One 

More flexible responsibility between grades 

Delegation with negotiation 

To try new ideas without fear of failure/retribution 

All grades working as equals in a team 

Makes higher grades more approachable 

Receiving support of all levels 

Group Three 

'Can mean' 

Passing the buck. 
. " " 

Off-loading jobs that the higher grade doesn't want 
to do. 

Taking on more jobs for little or no recognition. 

Being more accountable for mistakes that are 
beyond your control. 

Doing a 'higher' job for less pay. 

" . 
" " 

Group Two 

Staff having more say in the running of their own 
sections. Responsibility to be passed down to make 
own decisions. Problems to be discussed as 
opposed to being told. 

Could mean easement of rules, regulations, ortting 
corners etc. Rule books don't always have to be 
followed to the letter as long as work is being 
done correctly. Short cuts need to be made 
because of lack of staff. 

Could mean taking on responsibilities that staff are 
not recognised for. Do we need team leaders7 
Some decisions made by management (lOls) could 
be made by their staff but staff should be given 
credit. 

Group Three 

'Should mean' 

" Delegating responsibility with an aim to creating 
-greater job "satisfaction. 

Leading to greater experience, and confidence, and 
therefore increasing productivity. 

That there are no longer barriers between grades, 
we should all be respected for the job we are doing 
as part of a working team with all jobs being seen 
as equal. 

Career prospects should be enhanced. 



APPENDIX 0: PERCEIVED BARRIERS TO EMPOWERMENT - NORTH 
LEICESTERSHIRE 

Barriers To Empowerment 

"~'f.1\I!dl dtangeat once 
"'-,:",;" .' 

.' , . .. '. . ; ,', 
.: .. ." .. ' 



APPENDIXP:BTPCCORPORATESCORECARD 

BT Corporate Scorecard 

Using the Corporate Scorecard as a framework for demonstrating how this 
project supports some of the key internal strategic objectives for PC - in 
particular the 'Climate for Action' and how activities will develop the theme 
towards our vision. 

Financial Perspective 
Measurement 

Through active partici pation in 
the new behaviours, which will 

support achievement of an agreed 
set of targets, individual. team 

and group, 

- Measurement Work Package 
- Budeet Work Packaee 

Customer Perspective 
Communication 

Business Processes 
Motivation . 

To provide a shared picture of 
divisional targets. revenue growth 

and customer excellence. 

A currency for incentive and 
motivational schemes, created or 

adapted to encourage desired 
behaviour. 

- Communications Work Package 
- Link with Winning Matters - Incentives Work Package 

Work Package 
- Launch Activities 

!Page: 7of7 

- Tactical Activities 
- Process Work Package 
- Benefits Work Packaee 

Organisational Learning 
Management 

Identifying and explaining a set 
of behaviours which will support 
a new way of doing things and a 

new value system. 

- Creative Advice (Workouts
Own. Decide & Do) 

- Managerial Competencies 

Date: 13/09/94 Issue: I Auth: M Younlll 



=: 
r.l 

!:: 
~ 
00 

~ 
• 
~ 

:::: 

"An enjoyable dar - 11 lot It wus so well orgtUliscd -

more interesting thtUl 11 funtustic experience!" 

prc\'ious workshops. Philip :'lti1cs - Parrhont'S 

The ddeos were 

entertuining us well as 
"An entertaining and 

infomulth'e." 
infonnath'e dar, which 

demonstrates how the 
Hc!t:n Culcs· :'ofarkctinll: .•. fm' fl better life values 

"Our team workout 
cun be upplied both at 

in\'olvcd gaining points 
work and ut home." 

from diffcrent ueti\'ities Korcy :\(otlre· ~(Drkctin,lt 

in the grm. the 
"We suw people turn 

swimming pool and 

running across bridgcs! 
around from being very 

negath'c to "'ery positi\'e in 
As u group of managers 

a short spuc:e of time. The 
we came back as a far 

stronger tea~n and JUl\'C 
workout Ims been a 

tremendous success for 
seen how these 

our tcam," 
behu,'iours cun help us 

uchieve so much more. Rhoda Da\'ison esc 

. : MlAICIIN;G Ht" S:A.PlP.ENI 
Help! It's uvailable 

Tt) hclp you design your TC;lm 

\\'orkout. there :Ire ~c,"Cr31 rcsources 

a\';lil;thk 10 help you: 

_ Team WOIkout p:lcks (dimihm· 

eu;tt M~n:l,t:cr W()rkout.~) 

_ rr;tnk Dit'k's \'ideo (dimihmcd 

;tt:" bnat:er \\'urkollt.d 

_ Team Ilriclil1~ nmes (distrihuted 

3t the ~bna~er I.;tunch E\'enu 

Oc:wl)l.,'r/NoH,'mhcl JW," 

- .. .forrJlt11tr"'!ftCCtl~'hingTe3m

contact deuils on hack p31;c 

.. ,f'lf'11 Iirlr"-/ift Project orficc -

Helpline numbcrOI~Z Z%400 

- 'Buddy' pHtnen - p3rtnerships 

formed:lt ~l;an:1~cr WlJrkIJlIts 

_ Talk to ~'o\lr coI1c3~IH!s 3nd 

friends 10 ~cc: what Ihe~' h~I'e 

]ll;tnneu, .. 

What Imppens next? 

Ynur successful Te;tm Wurkout 
"ill hne expbined the new ~pme 
I,bll. mOlh,~tcu your pcople :lnd 
suited them un ,he juurncy, 
Hllwc\'l:r. ;tth)ele5 rardy del'dop 

;t5 tlukkly a~ they would like ;tnu 
will encountcr thuse walls ;tnu 

b1cclJS ~s thcy seck 10 le:lrn nCII 
skills and do thint;s difrerently. 

\'our on·going coaching ~nu 

~Uf1port is key 10 kecpin_~ them 
mOI';ng fOlward. Tcam Workouts 
ale Ihe first StCP on the journe~' 
tOllclhel, C03ehes will need to 
take el'cry opportunity to C03ch 
:lnd enCOUr3~e their teams to 

continually spot ;'Ind rcspond co 
opponunities 10 put the bcha\'iouls 

into a~'tinn, 

- holu tct;ul;tr ~prat,tice sc~~iuns~. 

using Jni"ities to CXpJ'HC 

;'Inu rdine the bcha,'inurs in 
:I s;tfc cn\'irnnment :lnu fun 
way, before returnint; ,'our 
Jthielc5 to the pubfie aren:l 

- sh;tre Ic;tm el'>llCricnl:c Jnu 

1c:unint; tot;cthcr 
- rC"jew your (itne~~ pbn 

together ;tnu set new suetthin~ 
go;tls ' 

- eelebr:ue e,'cry ~ucccss. sm~1I 
;tnd lar!!.e 

- I:rc:lIe a de:lr picture lo~elhcr "I' 
\\'h;'lt achic,'cment willloo~ ;tnu 
fed like ;tnd keep Ihis picture in 

your athletes' minds 
- gh'e regular fecdb;tck 'In 

how your learn is conninutinc. 
to thc achicl'cment of the :;031~ 

set OUt for rc. 
How could rou do this? 
Here arc a few ideas: 

_ ue,·clop your oll'n tC:lm strau:gy 

of re"iell' and practice sessions 
fOr the next six months to a ye:lr 

Your 101.";11 ~ame :lnd fitneS1 plans 

are ;'Ill P3tt of creatin~ the 
dim:lte for ch3n~e, Do Ict the 

DT coaches or the., ,for 11 brIT" lift 
tl.":Im knoll' holl' ~'ou 3re ~ett;nJ; on. 

Ro~em:uy Ityan \lar~' 
I'ersonnd Finance 
IlI-4U :91)01" 01111 55,} nso 01 .... 1 

Da"e "'cbller Chri, Glimshaw Luc'I'lbndle" 
Pcrsonnel Finance ,\brkerin, ' 
01441 :%4)('J 01 ZS4 f)l)b3!9 Olil .i5& ~iil)l 

,\nd~· Tubb5 JillOa"i5 SIU:lrI "raid 
Penonncl rin:lnce fin~nce 

III 4421%016 0113'} 59,m 00,\12.;01 I5S 

P~ul BUrn5 Sue Hunt DJ"c SIJnlc~ 
PenonncJ eeL' PJ~-l'hnnc5 

01-441 !9;'JIS Ol7111Zl116S 0181 J56 61-41'1 

Dridll!id lIod~e' D3\'e Da!!on Gordon Welsh 
I'euonnel P~\'phnnel ~hrkelinll! 

nl441 :V('01, nl7l 'J1H470 OJI 3JS 1,4('4 

KimChallis I'eler ".it:!:, .\I,',onCo"l'e, 
I'enonnel Finance Pa"rhones 
nlH! :960(,4 0111 V!OM50 OZ:J 1H ~O! 

\Jell ~lcCrle I'a\ll Ollellon ,\ti\IJirll3i!linll 
Sale~ 1'~\l'honc' ra'phones 
0141 ::0 :570 015 t 1:9 J441 O!.H 153 50J 

JuHe lb"is 'ile\'e \'lIIph\' So,m3n \\'all3cc 
Cunome' Se,,·ke 1'3~'l'honL'S r3~ phone' 
tIlZS! J3H4() nl31 ZZ~4441 tIl!4 is} sot 
Carol ;\lIn Ihk~h rirce f'nrs~,th \br .. Sel"lu 
Sales I'a"phnnes S3le, 
UUII Mol) 7119 IIIJII,\ Z'5 WZ 417112 !S!1 ,;'1& 

1.3ur~ \\,i<e 1)3,'1: O'lIric" 
Cunomer Sel\'icc I'J'rhnon 
UIZZ7Jn'l1l9 nllll :'!nmuIU 

NIW5LEnER N" APRIL 1995 

.. , for a better I if e ! 

LET'S GO! 
..t l1I(ssn~r from Qur ri/it! morA, 

Hr hope ~TJ(f ;'lre ;n I;re3t sh:rpe • 
andlhat you're I;eltin~ ~'our ·;llh· 
letes' that way IOU! 

In [he \·idco. J suggcsced that. 
in the second st:lge of dc\·clop. 
inl!:m ;llhJcte, his Of hcr mOlh'a· 
tion uke'$ a dip. Some of you 
may be fcclin~ that now. 

Thi'i newsletter is to support 
you in the t:lsk l'lcinlt ~\'lU :)Od 10 

~i\'C ~llU some iueas on yfXlt 'Icam 
\\'orkollu ;md fitness plans. 

"Remember that 
you are the role model 

for your people" 

This i1 '3 toue:h H3~e rOt 
athlcu:s and c03ches. The key to 
keepinc (he momentum ~oin~ is 
to remember (hat you'arc the 
role model for your people. 

YOllt athlete, .ne: having to 
undersund the new ga.me plan: 
le3rrt {he new bch'::ll·iours, and 
deli"er them in practice. Th:u's 
a nil order. but give them 
challenges through .:I warkout -
and :I continuing uaining plan 
_ :Ind Ihc~"lI ~et there. 

Nnlhin~ rnn become instincth'e 
when the pressure is on in :I 

championship - unless it's been 
Pf3clised - correctly and often. 
The hest (o3ehe' develop their 
:uhlete, by COACHING them 
and SUPPORTING them. This 
is where ehe real returns come. 
If needs :I specia.l kind of 
pcnon with :l special kind of 
commitment. but you know 
th3t. :md you know that person 
wcll- it's yOll. 

Th:lOks for your work in 
gettin~ Ihis new game plan on 
the mO\·e. Kcep smiling." 

Frank Dick 



Welcome to this first 
.. . for a hetter life 
Newsletter! 

t.l:iny of you will already have run 
your T(.:am Workout$ and wiIJ now 

Ix: implcmeming your fitness plans 
- f()r those of you who haven't, this 
issue gives you a lot of tips 
;lnd suggestions on how [0 make 

ir happen! 
Wc in the .. .for a IJ(lUr /ile 

Pr()jcct Tcam also want to hear 

from you about any idells or 
suggestions you have that will help 
uS all make these behaviour$ sec
ond nature. You may know people 
who you fcel epiromise the ... fora 
bmlr life behaviours and deserve 

recognition - fet us k.now who they 
lire so wc: c.an hd!, cdebr.are their 
success. You may feci thut there arc 
problems stopping you making 
progress. again, fet us know your 
views and wh2t you are doing 
about it. 

Contact us on 01442 296400 or 
fax. us on OI+:Z 296397. 

If you want to hear more about: 
resources available to ht:lp 
you. 

.. what's happening at the Team 
Workouts across the division. 

.. how to erente your Fitness 
Plan. 

- how to contact the conches 
for help. 
read on ... 

; .... :,. N:EW'S ItQWN:Il-(J!P.1 .. :'" 

Team \Vorkouts in nction 
' ... what did we do? 

Custome!" Service 
Keeler Larder 

",\fret:1n introduction. the team 
took a few balloons and wrote on 
each one something wc wanted 
changing/abolishing ftom "rhe old 
bch:U'iours" (eg:1 procedure or way 
of working). More on that I~er ... 

The tirst ex.ercise Ivas our own 
version of thG "electronic mu" 
exercise. Wc split into customers 
and aT staff; ehe staff had co 
IC:1d tbe customers across the 
~mineficld" ;lS quickly as possible. 

The practical activities 
were the perfect way 

of reinforcing the "new 
behaviours", 

The second task was to split 
into pairs; one of che cwo lI'as 

blindfolded and the partner had to 
guide them round an obstacle 
course using only their \'oicc, 

The final exercise was to burst 
the "oJd bchaviows" balloons! Wc 
did have tbe choice to let them go 
outside, but we unanimously 
decided to DESTROY THEMl 

What were the benefits? 

;\$ we are quice a newly formed 
team. the workshop acted as a \'cry 
succcssful catalyst for the team to 
gee co know onc another and break 
the ice, 

The practical activities were the 
perfect way of reinforcing the 
"new behaviours". The eVent 
leaders constantly made relevant 
comparisons between the activities 
and our e\'eryday working Ih'Cs, 

Spc:1king personally. I really 
enjoyed the whole morning. A lot 
cl work went into the planning of 
the workshop and it was all worth 
while. What more can I say _ it was 
EXCELLENTl" 

Fin'Onee 
Mike Heaps 

~PFIJ is a tcam of professionals 
resp!msibJc fw Fimmd:JI ,\n:Jl\'sis 
:lnu Control :lnu Di\'isio'nal 
Business Planning, ,-\s the tcam has 
only fi"e non mQnagcrs, the 
requirement was to build on the 
Manager Workouts anu introduce 
the non managers to che concept. 
"Wc hdd tbree mini e\'ents:" 

E\'ent 1 
Using a set of ten scenarios (sam. 
ples below), tbat represented situa. 
tions that have arisen or could 
plausibly :1rise in our work. we 
allocated the questions between 
three te3.ms. We then Went 
through the scenarios and then dis· 
cussed in plenary the behaviours 
that should be used to de3.1 with 
each. This had the benefit of 
enabling everyone to think about 
the correct beb:1\'iours and identify 
",here beha~'iouls "".In be changedl 
improved with hindsight. A 
valuable learning exercise with the 
opparcunity co consider chesc 
issues away from the pressure of 
the work place. 

ScenarifJ $Qntpl. I, A customer 
comes to you requesting authority 
to purchase some equipment. but 
the people who can authorise it are 
unavailable, If the purchase is not 
authorised immediatcly. nT will 
lose the opportunity [0 obtain a 
signjfjc:mt diJicount. 

Scenario sample 2. A key 
penon is leaving the unit on 
promotion. ClItJiel than antid!Xlted 
Tht: person has a key skill that 
cannO[ be quickly transferred to 
somebody else :.:nd their absence 
will cause significant problems. 

Sunario sumpl. 3. You 
are experiencing difficulties in 
agreeing tbe role of a key 
customer/supplier. despite trying 
diplomacy. the direct approach and 
eSCllla[ion. If the person does not 
accept the role. then significant 
problems will arise. 

Event 2 
This was a variation on the 

game with blindfold. coneJ und 

tunnel. \\'c split into teams (If four 
and then paired up within the 
team~. The teams had to jointly 
:1,l;ree the course layout using 
the m:ltcrials in tbe room, The 
scoring system tellccted both the 
skill in coaching a. blindfold~d 
cOllc:1guc and tbe setting or team 
targcts th:1t encouraged the tak.ing 
of con~jdcrcd ,isks. ' 

The Fi1ness Plans 
provided a 

powerful endorsement 
of this work, 

Event 3 
Over the two days we went 

through a number of syndicate 
exercises that examined our 
purpose and colfec:ti\'elindividuaf 
objcctives. We idemified tbe key 
actions required to resolve issues 
and improve our working practices 
.and rel.:ltionship with custome,s! 
suppliers. Using the guidance in 
the lit .. ./or a blltlr life workout 
guide. \Vc split into our \WNk ce.ams 
and each produced a Fitness Plan. 
The Fitness Plans provided a 
powerful endorsement of this \VOrk. 

Aldershot esc 
JuUe Harris 

"The tWO teams approached the 
afternoon with a mixture of excite· 
ment and trepidation. Will we 
need tracksuiu we wele asked? 
Well, as it wU snowing in 
Aldershot at the time, the teams 
"'ere adl'ised that CoalS and wellies 
were probably a bener bet! We 
held our el'ent in the 
Sport$ and Social Club bar. 

We used different coloured 
balloons asking them to idc:ntiry a 
behn;our or work practice chat 
they would like to $Cc disappear. 

\\'\: tben re·capped on the 
behaviours that had been 
introduced to tbem on their one 
\Iour launch C\'cnts in December. 

Our tirst activity was a Treasure 
HlIlll ~ r~1l jr .. m~ on h ..... nil ....... ..! 

within 30 minutes.Wc then had 
a good debrief session on the 
beha\'iours that pcopfe h:1d dcmon· 
mated during thc acth"ity :1nd pIe· 
sented the prizes 10 the winning 
tcam, 

Our second :1cth'ity was the "I 
will" excrcise (details in your 
"Getting fit ... for d btlllr likH 
TCllm WOIkout Pack). Customers 
were won as demonstration; ot'the 
four behaviours shone through and 
lost when Dpportunities wcre 
missed. It worked well relating the 
scenarios back to work situations 
and got locs of gMUp discussion 
going. 

for the team fitness plans teams 
splic back into cheir actual \Vork 
teams and. with their managers. 

Creating a new game plan 

agreed an area where they could 
focus on one of the behaviours. 
E\'emme IvaJ h:lPPY to sign upllnd 
re("'ei~'ed a copy of the agreed fit· 
ncs! plan. 

We closed by looking ronl'.II(d to 

the things that .. .for a btltlr life will 
bring us. both in tc:rms of personal 
satisfaction and also in making PC 
3. more en;oyable division to work 
in and to do business with. 

finally, we hal'e oW' own "Sign 
up" boards. These were signed 3.nd 
when the photos come OUt will be 
decorated with photographs and 
displayed in the Team Meeting 
Rooms in Aldershot csc. 

Oh vcs. and those bad behaviour 
balloo~.t - well, win, do you think? 
We stamped them out. of coursel 

If you are wondering how to PUt togetber your Fitness Plan with your 

team, have a look at these eltitmpJes that ha\'e aJready becn sent in -
they may give you some idell$. 

FITNE SS PLAN 
Area to fotus oa Actions WI will tab 

BAIl- 80u aIwors mobs (Dmt up with ihos/.wJutiOJlS 
decitions. when flogging prohlemsfO 

TIer!. 

aUILD 6B working tog.ther. Inlegrat. new peopl. into 
It/mI [tom DfMt Unhs. 

iAN - Who •• !~ .. 1 . fQ{Uf on PflIt~ ImngSti9bt 
with (orrediYl Idiolt us 
nete~ary. 

Taking t6nsidered risk, with Di~uss with manogelS Ihllll 

"'loilr "'" and risks 0" klken, fhq will N 
procedures. bathd by their manoglf. 

To '(fill oul furt~er inm· (onf'4d IJtId maybt rislt ol/rtr 
lion obout other internal depllrlmenl'L 
depurtments' guidelines for 
dKisioa·making 10 be{p 111 
make roMiJleled risks. Invite them la vi'sh us. 

Ideally your first team fitness plan should: 
- focus on ,he bchu'ic/Urs 

How 'NI'U WI bow WI 

hDYI suunded 

0111 idem will h. 
implemented morl 
frequenHy. 

Gaia feedback from new 
lemn memben. 

P,obltms will get solved marl 
quitkly,less mooning. 

(lKTIf understonding of 
wllld risks DJ, 0110 lok .. 
Things will hoppen more 
quKkly as we will not &. 
mng fIN OWHmfM. 

W. will f.eI tmlflhnJ fo 
mnke decisions ond lake risks 
without hcrtillg la ask 
p.rmissioot. Lm nud '01 tI 
~ne manager 10 intel'len •. 

- list inuh'idual and team actions agreed on where and bow they will 
be put into practice 

- if your action is co th3.nge 3. process or procedure fot doing fhings. .. ", , , .. 



PC SCORECARD - LEARNING DIMENSION 
LI/L2IL4 

APPENDIX R: ITEMS ON DIMENSION "WORKING TOGETHER. •• for a 
better life" . 

. Owaersbijl 

8.4 I feel proud to work for BT 

PC People.._ •• 
9.1 They are polite and courteous 
9.2 They give their name 
9.3 They want to understand my requirements 
9.4 They readily offer ways ofhe1ping me 
9.5 I feel reassured that they have taken responsibility 
9.6 They say when they will meet my requirements 
9.7 My manager encourages me to take personal ownership of customers requirements 
9.8 I feel I am able to take personal ownership of customers requirements 
9.9 My manager takes personal ownership of customers requirements 

SI/pport and llJ1ward Feedback 

5.8 I feel that my manager does hislher job well 
5.10 My manager's manager can be relied on to do what he/she says he/she will do 
5.71 get help and support from my manager when 1 need it 
6.3 My manager's manager communicates openly on matters of importance to me 

Contribute 

5.4 I have targets or objectives which I have discussed with my manager 
5.2 1 understand how my team contributes to the success of BT 
9.16 I understand how I can contribute to PC's Vision and Mission 

Decjsive 

9.10 My manager encourages me to make decisions 
9.11 I feel confident about making decisions to meet my customers needs 
9.12 My manager makes effective decisions 

9.13 My manager encourages me to take considered risks on behalf of the customer 
9.14 I feel confident to take considered risk on behalf ofa customer 
9.15 My manager takes considered risks as part of his job 

File:scorems2 
Issue: 3 ( 12.5.95) 
Kim Challis Page:3 



APPENDIX S: CERTIFICATES PRESENTED IN PRESTON DISTRICT 
COMMAND 

~ /..f,C mru.WMlD 
t)~ __ _ 

~-------.-.----.---------------' 



~---
I • 

I 
I , -

T'~ +\(~~ +\U~~a 
~W'~~Au\.~ 

------_._._--- .-

'" .r's.(.~1Ut 
1)~e--



." 



~hal\..JudgV'ft·a funru:l.~ re is..Jl.lclf1u:g ~ouwrlL ~ 
.9ruNJ. gOO..WCll ord SI. fl? liar t.m.fJOIhaul] . . 

,(I-£Lre C1,,? \i1J'QD. ~ af ox:dO 1('11\.0 WCN \d I tW WillS, \\.uWcr\ts. ard 
\kG a:1I)LS .:-1 k) hfst a.ea:mpILSh. QD9,\J1tu!\8; 1Ka.. ~ oppOS12 
~ .... t-ro !-h\('d (aLL .{\.ru?J1jHlI(\fJ. 

~~~~'j. 
IfI8 ~ w~G.:<ct 
~~oJl 

KPr1' j\:"" m 1\1\1 
IO£S: -fEl.J!) 
~ WVlA--rvlEI!;,. 

. . 
N1 \J1.l1lB"\ ~ )r ('('Qj) 'l S (0 tl2 

~Gn.lJ..'l?d. b.i 
\+.Olf cm dUct I 
{\Qt- DA {\-.n.le 
p-(Ol~Ia{\~ . 

It tLl.ro~ all ::'Ol~ 
Diihhca.to 

--1Nl <JPPc\'h.-'v1~\'1 to r-eC.C'j('\\\O 
OS\ljO'i\U. if\ \\..0 (.)ihw (:.y ON LX1\·r1(;[,-:\ 
olflblL\c c.~'\ et [. m.cuX l. 

/(0 C\.(~~r·,0\t~~t:l~" O. '.:.J.. C\Vl uJi\O' 
(~cJ.i..JI}.~ i:::o~Ctve~ I.J/.tk [r.~\;~t£l.c!cJ\(",

b o\\"\Cl"::. J L~ ·r . .Ql~:{·)j. (y • .r:.to..onJ('.l.l. 
(;1) O!>~~ ell mO':\l"\C) co"\.rl!"'JJ1l~ \0 J\.u~ 

iOOlw. • . . I 
(.31 LI.DJ:,; L...j ctn. .. t\CfIJ';\:< ().l.D.~ tt.o r~ <;I; •• ,-,~ 

M cJ..[ilOY\ IS \ 

pal (QCl"\CJ1'\ ()JI. 

P) ill It I o.n.Cf\. d 
\k\av.gli . 

[. (;"'rP Ii c.J..ut.;) . . 

(A.\Yd\..lL'-"~ l'~iu.\~ddOw\~G.r~ (.),crr.~Vi.1. Na f<\CiYI hCiJ 
FlgiU- \Odo 
cJ...f). ill.. PlO-G.a '10\1 lod 'Cl Wl~ 

w(J'{\a 01S ro.. 
.s:..h:l.J~ cg ~ 
C£iN:ll.',d IMlr 

NL l.t.J'\S.\oo ID 
tn.. \I o.1IAl d . 

~\e.ch(f'{\ ~ 
h\n...d£:j~ 
? re tfQ..a<d!J'a11;! 
U\1I\gc;, Out .It\. 
dO\o.~ 0{d.J.rar\! . 
\"\'u(\.'\0 .o.a:.tJOdC\J.n.oI I 

!\J,,\.~cf( \\(l'IYW'\ c.J\ v<- bfm \ 
UJ'JJ \J.a. \"'o.iLl t}V LCr.S 
(~Ot t)( n(.'"rf'JJ\(,j \ C(\A O{\ (6 O. 
(!.l;t\~I(cn'l L'-i\\ll':~ V:rCli}('d 
Qc \t!l b0_~\J\nlr\t- o~oc;..c\. !lICf(l1l... 

I'JOJ'/'£l'S er L0' ',\(I( (,.\..(. h(.\cl.;.V; 
\.\.:~ tY.:-ck\ Oleo.\., ,xl 0/1. etf.) 
N~t(\tl bC(A.! .~. .,.~ 

"y-'" 

-s9>f 

, 
Q}/ (Qj.lI:- WhOIl 

p.ljlWJM !Dc 

nlj~. 

weu.. '. 
~au CO.i\ boloJl \'\--0 cnc(,.l1D .so{'('ll)or tLo h~Jo.f\d .':iJrro.~ 

\\"'{L Q2d}lo .CLll 00. hrNJ. but l:jOL.L. [QJ)otJt IOdL all ft:a. p1c(Jb 

oll Or \\-"0 \m . • . . he 
/l't-ate.. OJo{) {.'QLJoML uJhO ~qfD- l-h~C{1S (}~d~) .~~ff2 ~1tI11 

\ ~1(ltrJ\. H'\ \~ m(JPQ<\. 0.' ILl (fJ0(.JJV W,ILJ . (JI u... IU I/"NV;:j 



APPENDIX T: Tables of Biograpbical Statistics 

Biographical Statistics for Entire Sample 

Mean = 8.47; s.d. = 7.42 

186 54.5 



Biographical Statistics for BT and The Benefits Agency 

Al)l d~!'t:; ff@'i' 

, ~ 25.5 235 63.6 107 

~ ~ 74.5 ;;; 36.4 !~~ 
~ ~ 30.59 9.75 36.2 235 36.56 8.61 59 105 

.' 

II 

T'fi> .••• / • .:; 81.3 235 92.5 107 
97.4 235 95.3 107 

,.~ 8.47 7.42 1.7 ;~~ 11.75 7.50 9.3 }b~-
..•. 3.12 4,32 230 3.70 3.95 104 

~r .' ............ 5.92 6.38 45.5 ;;; 6.29 5.94 26.2 ~~; 

44.7 235 44.9 107 
22.6 235 11.2 107 
17 235 29 107 

10.2 235 8.4 107 
5.5 235 6.5 107 

61.1 234 24.8 101 

45.1 235 75.5 106 



Biographical Statistics By Benefits Agency District 

l\JI }..J. •••. 
······················/i· •• ·.···· ........• > ...• <. 

42.9 140 
25 140 18.9 95 

)7.1 140 16.8 95 
8.6 140 12.6 95 
6.4 140 
66.2 139 

38.6 140 



Biographical Statistics By BT Directorate 

2± ~~~ ~ 
37.93 8.78 

1:)'/ 

78.7 
21.3 

73.8 
24.6 
36.1 
36.1 
3.3 

83.6 
3.3 
11.5 
26.2 
8.2 
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9.8 
93.4 

61 
61 
60 34.68 
61 
61 
61 
61 
61 
61 
61 
61 
61 
61 
61 
61 
61 

8.08 

43.5 46 
56.5 46 

44 
38.6 ~46 

21.7 46 
19.6 46 
52.2 '46 
6.5 46 
93.5 46 
8.7 46 
2.2 46 
45.7 '''6 
19.6 46 
2.2 46 
17.4 46 
91.3 46 

61 95.7 ~46 

61 2.2 46 
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~.~;V:r~ .........•••.• ~ 1:.~: ::~~ 14.8 

... ... ... i+s ........ <................... 7.44 5.97 
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3.3 
34.4 
32.8 
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9.8 

49.2 
11.5 
27.9 
4.9 
6.6 
22.4 

85 

58 10.07 
58 1.52 
59 4.80 
61 
61 
61 
61 
61 
61 

61 
61 
61 
61 
61 
58 

60 

7.14 46 
'2.57 46 
5.63 46 

34.8 '46 

15.2 46 
6.5 46 

26.1 46 
0 46 

17.4 '46 

39.1 46 
10.9 46 
30.4 46 
13 ~46 

6.5 46 
27.9 43 

63 ~46 
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