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CHAPTER 1

INTRODUCTION

Statement of the Problem

During the latter part of the 20" century many firms
had abandoned management based on authority, and opened the
way for managerial practices that encourage the employees’
desire to belong and use his or her intelligence to serve
the firm. However, contemporary management theorists agree
that development of a new type of employee means the
evolution of a new kind of firm, who’'s culture embraces
collaboration and implements it into actual practice. The
change has arisen in the context of new management
principles and criteria underlying performance and total
quality where all employees are assumed to be active and
intelligent participants (Aktouf, 1992).

Empowerment has been a topic of interest in both
organizations and popular press mainly due to past
successes (Bass & Avolio, 1994; Conger & Kanungo, 1988).
Empowerment shif%s responsibility to the performer of the
tasks for solutions to problems, and promotes participation
and delegation of tasks instead of autocratic task
assignment (Bowen & Lawler, 1992). Research has found a

positive relationship between empowerment and
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Empowerment, Effectiveness & Leadership 2

organizational effectiveness (OE) in settings such as
religious communities, insurance companies and private
corporations (Kanter, 1984; Kouzes & Posner, 1987;
McCelland, 1975; Vandenberg, 1996). Moreover, according to
Rosenbach and Taylor (1993), “leadership is seen as a means
to the empowerment of followers” (pp. Xi-1l).

Participation requires a different style of leadership
than had been common during the industrial peak. Research
by Bass and Avolio (1994, chapt. 1) revealed that
organizations and teams led by transformational managers
were significantly more effective than those managed by
transactional managers. However, a more direct link
between empowerment practices and types of leadership must
be studied because of the large number of leadership
practices that are identified as empowering (Conger &
Kanungo, 1988).

The study of leadership has preoccupied researchers
and employers for years. However, much of the early
research focused on nilitary.sottings, which today is of
limited use to modern commercial or public sector
organizations due to their unique cultures. Modern
organizations seeking employee involvement require
different leaders. Leaders are no longer seen as directing
the troops. Today, models of leadership are focusing more
on predicting who can best ensure survival in a changing

environment rather than on who can best manage order and
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control. The two concepts of guiding vs. directing have
been regarded as the difference between leadership and
management (Kotter, 1990). Moreover, with debates on
whether government jobs will be privatized or not,
government agencies are also looking to remain competitive
in the hope of maintaining their existence and funding
(Kanter, 2001). For instance, many government agencies
have taken to training their senior executives on titles
such as The Empowering Leader (Development Dimensions
International, 1991) to promote empowering behaviors within
their staff.

The debate on leadership focuses on the distinction
between the skills of management and the skills and
qualities of leadership:. frequently described as
“transactional” and “transformational” leadership.
According to Bass (1990), most experimental research has
focused on transactional leadership whereas the real movers
of the world are the transformational leaders.

Transformational leadership includes the
distinguishing feature of encouraging the empowerment of
staff. It is seen as participative, team member-oriented
and having a sharing style. While transactional leadership
is described as directive, individualistic, competitive and
task driven. Other ways of looking at the difference
between these two styles include task accomplishment versus

interpersonal style (Fiedler, 1967; Halpin & Winer, 1957)
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Empowerment, Effectiveness & Leadership 4

and autocratic versus democratic style (Eagly & Johnson,
1990). Livingstone (1988) found that the most important
feature of most effective managers was not their skills but
their attitudes towards staff. Leaders are now being seen
as pecple developers and have the responsibility of
developing leadership throughout the organization (Alimo-
Metcalf, 1995, 1996).

Bass (1966) labeled transformational leadership as
having four components: charisma, inspirational motivation,
intellectual stimulation and individualized consideration.
Kouzes and Posner (1987) attribute similar qualities to the
transformational leader in terms of inspiring a shared
vision, challenging the process and enabling others. Bass
stresses that the transformational leader shows consistency
and walks the talk. The transformational leader is seen as
having a Pygmalion type of effect on staff through his or
her positive disposition and expectation of others. They
seek feedback at all levels including those that they are
responsible for leading (Alimo-Metcalf, 1996).

Bass (1990) describes transactional leadership as
involving contingent recognition and managing by exception
(intervening only when problems arise, then taking
corrective action). However, Bass states that
transformational leaders can be both directive and
participative depending on the requirements of followers

and context. Recent studies in the public and private
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sector of the United States suggest that managers who can
integrate both a transformational and transactional style
have more effective, motivated and satisfied employees
(Alimo-Metcalf, 1996). Dr Paul Hersey (1992) author of the
Situational Leader writes, “In evaluating leadership
attempts, consideration needs to be given to the impact on
the people being influenced. Leaders need to get a job
done, but they also need to build continuing cooperation”
(p. 18). According to Hersey (1992) success has to do with
how well the job gets done and effectiveness has to do with
people’s attitude about performing the work.

The topic of empowerment, in comparison to other
constructs, has relatively few empirical studies associated
with it (Kirkman & Rosen, 1996). Until recently,
empowerment has been primarily conceptualized in terms of
power (Mainiero, 1986), with research on the topic being
concentrated on community settings rather than
organizational settings (Maton & Salem, 1995).

Recently researchers such as Tymon (1988) and
Spreitzer (1995a) have atteapted to measure empowerment in
organizational settings. Spreitzer conceptualized
empowerment as an overall construct with four components
comprising one measure of empowerment (Spreitzer, 1995a,
1995b, 1996a). Spreitzer emphasizes that an important
aspect of empowerment is that it reflects an active, rather

than passive role in the work setting. Thus it may be
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Empowerment, Effectiveness & Leadership 6

argued that a transformational-type of leader may bring
about more empowerment in workers although that may not be
the case in all situations.

This concept of empowerment has been described in
various ways such as increased participation, employee
involvement, and increased delegation. However, for
purposes of this study, these terms will be used as
contributors to empowerment. One employee involvement
theory is based on the belief that employees should have a
greater influence over their work (Lawler, Mohrman, &
Ledford, 1992). Empowering subordinates has been described
as the method of increasing autonomy, personal control,
accountability and self esteem (Alimo-Metcalf, 1995). The
rationale for advocating empowerment up to now has been to
benefit the organization in productivity and efficiency.
Alimo-Metcalf (1995) propose that empowered staff support
organizational change, and have a greater sense of job
ownership due to the fact that they have an improved sense
of responsibility, identity and satisfaction. 1In order to
promote this, managers can no longer rely on status and
authority to influence productivity, but should empower
teams to make their own decisions within the framework of
the organization’s strategic plan, supported by a learning
environment (Alimo-Metcalf, 1993).

Organizations adopting practices, such as empowerment,

have found it difficult to obtain results linking their
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Empowerment, Effectiveness & Leadership 7

practices with effectiveness. Schneider (1996) proposes
that this gap in results is due to the differences in
thinking by managers and researchers with respect to the
level of analysis. Organizations are composed of
individuals each interacting to accomplish tasks to meet
organizational goals. Therefore, in keeping with
Schneider’'s premise it is important to assess
organizational goals not at an individual level of analysis
but at an aggregate (organizational) level. Organizational
analysis would better represent and predict organizational
effectiveness as a whole and allow leaders and researchers
to better understand why organizations behave as they do,
and why they are, or are not, effective. According to
Schoorman and Schneider (1988) a change can only have an
effect when the entire organization collectively
facilitates the change. Research on individual differences
has failed to provide management with a direct link between
these differences and organizational effectiveness (OE).
Schneider states that the lack of clarity in the link
between individual differences and organizational
effectiveness is a consequence of the disparity between
researcher’'s focus on individual-level criteria and
managers’ focus on organizational behavior and
productivity.

In addition, even though conceptually OE is the degree

to which organizations achieve their goals there is a lack
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Empowerment, Effectiveness & Leadership 8

of agreement as to what constitutes a valid measure of
organizational effectiveness (Ostroff, 1992). OE is a
product of multiple arbitrary organizational models each
proposing different relationships and judging effectiveness
differently. The changes in the concept of organizational
effectiveness have been at the center of the development of
organizational theory, each time moving toward complexity
and variety (Cameron & Whetten, 1983).
It is possible to optimize performance through the

transformation of management style (Dockstader, 1997).
In keeping with this belief, leadership researchers stress
the increasing importance of transformational leadership.
Researchers are now convinced that the transformational
leadership paradigm is most meaningful in today’s diverse
and complex world (Alimo-Metcalf, 1995). The purpose of
this study is to provide further understanding of how
empowerment effects organizational effectiveness and how
this relationship is moderated by leadership style.

Kanter (1984) states that:

The root of participation and its impact does not lie

in its psychological dimensions, but in its

organizational dimensions. It engages people’s full

energies, draws on their genuine strengths and

advantages, and helps to create mechanisms that produce

the organization’s results with greater effectiveness.

(p.- 214).
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Kanter also points out that participative management
(empowerment promoter) is important more as a method for
achieving results, than as an end in itself. As mentioned,
according to Kouzes and Posner (1987) research has found a
positive relationship between empowerment and
organizational effectiveness and Rosenbach and Taylor
(1993) propose that leadership is a means to empowerment.
Schneider (1996) additionally identifies a need to bridge
the disparity between past individual-level research and
manager’s organizational-level focus. Therefore, further
research is needed to better understand and illustrate the
interplay among the constructs of leadership, empowerment
and OE in applied settings at an aggregate level of
analysis in pursuing what Aktouf (1992) called “a new kind
of firm.” Additional research must also be performed to
clarify the positive relationship between empowerment and
OE found by Kouzes and Posner (1987) in order to better
utilize and understand the interplay between all three

factors in working organizations.

Objectives and Goals

The primary goal of this study was to provide
additional understanding of what the practice of
empowerment brings to an organization in terms of
effectiveness as applied to government employees. Kanter

(1984) stated that participation is not an end in itself
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but is deeply connected to all aspects of an organization’s
capacities for effective performance. Quinn and Kimberly
(1984) in discussing the need to use participation properly
reiterated Kanter’s belief that the merit of participative
mechanisms is in generating concrete ideas and taking
advantage of these ideas. Connecting people to the
definition and solution of critical problems increases the
likelihood that peocple’s capacities will be utilized thus
increasing the probability of effective organizational
performance. This dissertation research addresses the
effects of empowerment on the organizational effectiveness
components of high performance, service quality, and
greater public accountability in a governmental setting

(see Figure 1).

.

Organizational Effectiveness|
|

Empowerment -High Performance
> -Greater Public Accountabili

-Service Quality ‘
|

[

L

Leadership Style

Figure 1. Model 1: The relationship between Empowerment and

OE moderated by leadership style.
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Transactional and transformational leadership styles
have long been associated with empowerment. To provide
additional understanding of this relationship, relative to
OE, the study presents an analysis of the moderating
effects of leadership style on the empowerment relationship
with organizational effectiveness.

The current research examined OE at an organizational
level of analysis. The study focused on three dimensions
of effectiveness meaningful to the organization under
study: high performance (HP), greater public accountability
(PA) and service quality (SQ). An aggregate level of
study, as opposed to an individual difference approach, was
chosen to establish a meaningful organizational
relationship between empowerment and organizational
effectiveness. However, individual analysis was also
performed to determine whether differences in analysis
resulted in dissimilar conclusions.

In addition, affect was incorporated in the study to
assure that the results of this study were not due to
affect as a third variable, and to examine how “positive”
and “negative” affect impacts performance-relevant
organizational behavior.

Positive affect (PA) and negative affect (NA) can be
described as personality traits or states. The
dispositional quality of affect is derived from an

individual’s personality trait(s) of PA and NA (George,
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1996). While moods are generalized affective states that
are not specific to events or circumstances, they are
therefore, pervasive and nonspecific.

George (1996) identified affective disposition and life
events as the two individual-level determinants of work
moods. Affective disposition is an individual’s tendencies
to experience things positively and negatively, while life
events capture the impact that a person’s life
circumstances has on his or her work mood. George also
states that trait disposition parallels mood disposition
such that people high on positive affect are more likely to
experience positive moods and those high on negative affect
are more likely to experience negative moods.

Very little empirical research has been done on how
dispositional affect influences various outcomes. However,
organizational research has shown that affective states can
influence a variety of performance-related outcomes such as
judgments, attitudinal responses, creativity, helping
behavior and risk taking (Brief & Weiss, 2002). Hersey
(1992) stated that effectiveness has to do with “people’'s
attitudes about performing the work.’” Brief, Butcher, and
Roberson (1995) found that high “negative affect”
individuals might respond with less pleasure when
experiencing positive job events. Additionally Fried,
Levi, Ben-David, and Tiegs (1999) found that “negative”

affect raters have less inclination to deliberately inflate
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ratings than raters low in “negative” affect. Research
also indicates that “positive” affective states facilitate
decision quality and interpersonal performance as well as
other general indicators of performance (Staw & Barsade,
1993) . Since affective states can influence performance-
related ocutcomes, affect was statistically controlled in
this study to demonstrate that the relationships under

study were not due to shared variance due to affect.

Definition of Terms

Empowerment - A multifaceted concept defined as
increased task motivation, which is also manifested as a
set of cognitions reflecting an individual’'s orientation to
his or her work role (Thomas & Velthouse, 1990).
Empowerment will be studied as a single construct using

Spreitzer’'s (1995a) measure of psychological empowerment.

Organizational Effectiveness (OE) - Refers to an

organization’s ability to accomplish organizational goals
through the aggregated facilitation of individual behavior
across all levels of organizational functioning as stated
by Schneider (1996). 1In keeping with Schneider’'s premise,
OE will represent the average nature (sense of empowerment)
of the individuals in the organization and the consequences
of that nature. This definition implies that the members

of an organization must function in a manner to support the
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organizational goals. Effectiveness will be evaluated

using the productivity gainsharing model developed by

Nebeker, Tatum and Wolosin (1994). The key result areas

identified by the agency under study include high

performance, service quality, and greater public

accountability. The definitions for the key result areas

are a product of this research and not an official product

of the agency under study. They were derived using the

Organizational Effectiveness Questionnaire (see Appendix E)

following the procdure cited on the form.

Bigh Performance (HP) - Is defined overall as

supporting the program’s needs to meet stated goals and

outcomes. On an individual level high performance is

defined by each division as follows:

1.

Effectively support the states in meeting Employment

Standards (ES) and America’s Labor Market Information

System (ALMIS) outcomes.

. Effectively support state workforce agencies in meeting

Unemployment Insurance (UI) program performance

standards.

. Having a workable system of performance measurement that

provides valid data.

. Processing applications in a timely and accurate manner.

. Enforcing conformity/compliance of state law with

federal UI law.
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6. Achieving 95% or more of all goals and objectives.

7. Having interactive technology (IT) services, which are
prompt and correct.

8. Supporting customer needs within program
requirements/standards.

On an individual level high performance is defined by each

region as supporting customer needs within program

requirements/standards.

Greater Public Accountability (PA) - Is defined overall

as effectively communicating program policies, initiatives

and performance results, and proposed next steps/actions.

Each division defines greater public accountability as

follows:

1. Effective two-way communication of Employment Services
(ES) and Americas Labor Market Information System
(ALMIS) policy/program initiatives at all constituency
levels.

2. Effective communication of Ul program policy and
initiatives at all constituency levels.

3. Having a workable audit of performance accuracy and data
validity.

4. Processing applications in accordance with laws and
regulations.

S. Developing Ul legislative proposals.

6. Information sharing.
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. Reporting accomplishments of resources expended to the

next level of management.

. Following government rules and regulations for IT

projects.

On an individual level greater public accountability is

defined by each region as communicating program standards

to ensure proper application and improvement.

Service Quality (SQ) - Is defined overall as providing

timely and accurate services. On an individual level, each

division defines service quality as follows:

1.

~N o0 0y e

Monitoring performance by collecting appropriate, timely

and accurate data to support system improvement.

. Overseeing and monitoring performance through program

reviews and data collection to support continuous Ul

program improvement.

. Ensuring proper collection and assessment of facts

concerning issues for eligibility for Ul benefits.

. Providing good customer service.
. Preparing documents/analysis accurately and timely.
. Providing a customer friendly-user system.

. Responding to customer needs timely with accurate, well

presented and understandable information.

Having customer satisfaction with services.

On an individual level service quality is defined by each

region as providing timely and accurate services.
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Leadership Style - Refers to whether a person in
authority primarily exhibits transactional or

transformational behavior when dealing with subordinates to

motivate effective performance.

a)

b)

Transactional Leadership Style is characterized as
contingent reinforcement. Rewards are contingent
upon the effort expended by subordinate and
performance level achieved (Yammarino & Bass, 1990).
Transactional leaders motivate through recompense.
Transformational Leadership Style is characterized
as broadening and elevating the interests of
subordinates. These leaders generate awareness and
acceptance among subordinates for the purposes and
mission of the group, and move subordinates to go
beyond their own self-interests for the good of the
group (Burns, 1978). Transformational leaders
motivate through charisma, consideration and
intellectual stimulation (Yammarino & Bass, 1990).
According to Bass and Avolio (1994) these leaders

demonstrate the “Four I's’:

1. Idealized Influence (behavior/attributed)

Transformational leaders behave/have impact in
ways that result in they being role models. To
earn this credit leaders consider the needs of

others over their own personal needs and can be
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counted on doing the right thing. Followers
identify with the leader and want to emulate

him/her (Bass & Avolio, 1994).

2. Inspirational Motivation - Transformational

leaders behave to motivate and inspire by
providing meaning and challenge to their
follower’s work. This leader communicates
expectations that followers want to meet and
demonstrate commitment to goals and a shared

vision (Bass & Avolio, 19594).

3. Intellectual Stimulation - Creativity is

encouraged. Followers are encouraged to try new
approaches to problems and new ideas are not
criticized because they differ with the leader’s

ideas (Bass & Avolio, 1994).

4. Individualized Consideration - Individual

differences in terms of needs and desires are

recognized and accepted. Creating new learning
opportunities within a supportive climate is one
of the practices of individualized consideration

(Bass & Avolio, 1994).
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Contingent Reward - A promise of reward or actual

rewards are given in exchange for satisfactory assignment

completion (Bass & Avolio, 1994).

Mangggn.nt-!gjzxcgption (active) - Leader actively

monitors deviances from standards and errors in assignment
completion by followers and intercedes as necessary (Bass &

Avolio, 1994).

Management-By-Exception (passive) - Leader passively

waits for deviances or mistakes to occur before taking

corrective action (Bass & Avolio, 1994).

Laissez-faire - The avoidance or absence of leadership.

This style represents nontransaction (Bass & Avolio, 1994).

Affect - Watson, Clark and Tellegen (1988) describe
positive affect (PA) as “the extent to which a person feels
enthusiastic, active, and alert” while “negative affect is
a dimension of subjective distress and unpleasureable
engagement that subsumes a variety of aversive mood states”
(p. 1063). The current research applies affect as a state
but measures it by inquiring to what extent individuals
generally experience each mood state thus concentrating on
its traitlike stability. Positive affect and negative

affect are treated as two dimensions. Therefore, an
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individual could be high or low on both, or high or low on
one or the other. For instance, high positive affect is a
state of high energy and pleasurable engagement while low
positive affect is a state of sadness and lethargy. High
negative affect is characterized as hostile and nervous
while low negative affect is characterized as calm and

relaxed (Watson et al., 1988).

RESEARCH QUESTIONS AND HYPOTHESES

The following research questions will be investigated:
1. Wwhat is the correlation between the level
of empowerment and the level of effectiveness in an

organization as perceived by the organization’s

employees?

2. What is the moderating effect of leadership style

on the empowerment relationship with OE?
3. 1Is the relationship between empowerment and OE
influenced by common variance due to affect or by

the moderating effect of affect?

4. Does affect or empowerment mediate the relationship

between leadership and OE?
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S. Are there differences in results at an
organizational level of analysis as opposed to an
individual level of analysis? If so what are the

differences?

Research has found a positive relationship between
empowerment and organizational effectiveness through
corporate case studies, individual level analysis (Kanter,
1984; Kouzes & Posner, 1987; McCelland, 1975) and
organizational level analysis (Vandenberg, 1996) .

Therefore it was hypothesized that:

Hypothesis 1: There will be a significant positive
correlation between empowerment perceived by employees and
OE as perceived by employees to be experienced by an

organization.

Avolio and Bass (1991) proposed that transformational
leadership would be most highly correlated with
effectiveness followed by transactional and non-
transactional styles of leadership. While this finding
suggests that transformational leadership would itself be
related to effectiveness, the current study proposed that
leadership and particularly transformational leadership
style would be a moderator of the relationship between

empowerment and OE. Therefore, it is hypothesized that:
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Hypothesis 2: The relationship between empowerment and OE
will be moderated by the level of leadership style. A
higher relationship between empowerment and OE will occur
under higher transformational leadership with non-
transformational styles showing modest to low relationships
between empowerment and OE. The degree of transformational
leadership experienced by the employee is a moderator of
the two constructs as displayed in Figure 1. This
relationship was tested at both aggregate-level and

individual-level analysis.

Research indicates that “positive” affective states
facilitate decision quality and interpersonal performance
as well as other general indicators of performance (Staw &
Barsade, 1993). The feelings that workers experience can
have substantial effects on their thinking and behavior
exhibited in organizations. People high on positive affect
tend to perceive stimuli, think, and behave in ways that
support and maintain their positive feelings (George,
1996). To assess the impact of affect on the empowerment-
OE relationship, and to demonstrate that a true
relationship between empowerment and OE exists and is not
just a product of the shared variance due to affect it was

hypothesized that:
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Hypothesis 3a: A relationship between empowerment and OE
will exist even after the variance due to affect is
partialled out. The relationship between empowerment and OE

is not a result of shared variance due to affect.

Hypothesis 3b: Affect will moderate the empowerment
relationship with OE. Testing affect as a moderator
variable will determine whether affect influences the

relationship between empwerment and OE.

A more direct link between empowerment practices and
types of leadership must be studied because of the large
number of leadership practices that are identified as
empowering (Conger & Kanungo, 1988) . Organizations and
teams led by transformational managers have been found to
be significantly more effective than those managed by
transactional managers (Bass and Avolio, 1994) . However,
Kanter points out that participative management
(empowerment promoter) is important more as a method for
achieving results, than as an end in itself. Research also
indicates that affective states may facilitate general
indicators of performance (Staw & Barsade, 1993).

Therefore it is hypothesized that:

Hypothesis 4: The relationship between leadership style and

OE will be mediated by empowerment and by affect. Unlike
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H2, which proposes an interaction between leadership style
and empowerment in assessing moderation, H4 proposes that
there will be a main effect between leadership style and
OE. This hypothesis will test for indirect effects between
leadership style and OE, one through empowerment and the

alternative through affect.
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Chapter II

LITERATURE REVIEW

Empowerment

Empowerment has become a widely used word among
organizational science as stated by Thomas and Velthouse
(1990) in reviewing research focusing on leadership. Both
management researchers and practitioners have focused on
the concept of empowerment and management practices for
several reasons, one of which is that the practice of
empowerment is a principal component of organizational
effectiveness (Kanter, 1983; McClelland, 1975). Moreover,
in analyzing power and control within organizations it has
been found that productive forms of organizational power
and effectiveness grow with increased sharing of power and
control with subordinates (Kanter, 1979; Tannenbaum, 1968).

However, what is empowerment? The concept of
empowerment has been described through various terms such
as participation, and involvement. In addition to it'’'s
various descriptions empowerment has also been defined in
several ways.

Rappaport (1984) using a multiple level of analysis

found that empowerment was a process by which people,
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organizations and communities gained mastery over their
lives. Conger and Kanungo (1988) defined empowerment as
motivational processes in workers, thus allowing
researchers the ability to study the empowering effects of
various interventions. Thomas and Velthouse (1990)
described empowerment in terms of a cognitive model defined
as increased intrinsic task motivation. However,

despite the role of empowerment in management theory the
understanding of the construct has tended to be limited and
confusing (Conger & Kanungo, 1988). For instance, in many
cases empowerment had been equated to power with no further
analysis. In discussing the construct of empowerment,
Conger and Kanungo (1988) describe two approaches in which

empowerment can be viewed.

EEPouornont as a Relational Construct - Power is seen

as a relational concept that describes the perceived
control that an individual or organizational unit has over
another. Here performance is not only contingent on the
individual but on what others do and/or in how others
respond. This construct is based on social exchange
theory. In this context, power is seen as a sharing of
authority (Burke, 1986). As a result, most of the
management literature on empowerment deals with sharing
power or delegating authority such as through participative

management (Conger & Kanungo, 1988).
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Empowerment as a Motivational Construct - The

motivational construct found in the psychology literature
describes power as internal expectancy belief-states.
Bandura (1986) describes this as a belief in self-efficacy.
HEere empowerment is seen as enabling by motivating through
enhancing self-efficacy. ‘“Efficacy beliefs play a central
role in the cognitive regulation of motivation” (Bandura,
1997, p. 122).

Conger and Kanungo (1988) state that conditions that
foster powerlessness within an organization should be
identified and replaced with empowerment strategies thus
opening the opportunity for the empowerment process to
work. For Conger and Kanungo, the empowerment process is
described as five stages encompassing the psychological
state of empowerment, its antecedents and its behavioral
consequences (see Figure 2). Conger and Kanungo'’s model
illustrates empowerment as the motivational concept of
self-efficacy. However Thomas and Velthouse (1990) argued
that empowerment could not be explained by a single facet
but needed to be a multifaceted explanation in order to
capture the whole essence of the concept. They more broadly
defined empowerment, as “increased task motivation
manifested in a set of cognitions reflecting an
individual’s orientation to his or her work role”
(Spreitzer, 1995a, p. 1443). 1In addition to Conger and

Kanungo’s self-efficacy, termed “competence” in Thomas and
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Velthouse’'s model, the four cognitions include competence,
meaning, choice and impact (see Figure 3).

Drawing from the conceptualization of intrapersonal
empowerment in the workplace by Thomas and Velthouse,

Spreitzer (1992), independently using a thematic analysis
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Figure 2.Conger & Kanungo’s five stages in the process of empowerment.'

* From “Cognitive elements of empowerment: an ‘interpretive’ model of
intrinsic task motivation,” by K.W. Thomas and B.A. Velthouse, 1990,
Academy of Management Review, 15, p.670. Copyright 1590 by ACAD OF

MGMT. Reproduced with permission of ACAD OF MGMT.
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of the interdisciplinary empowerment literature and
individual interviews of personal experiences of
empowerment in the workplace, identified a similar set of

dimensions. The common set of dimensions defining the
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Figure 3. Thomas and Velthouse’'s Cognitive Model of Empowerment.?

?’ From “The empowerment process: integrating theory and practice,” by
J.A. Conger and R.N. Kanungo, 1988, Academy of Management Review, 13,
p.- 475. Copyright 1988 by ACAD OF MGMT. Reproduced with permission of

ACAD OF MGMT.
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psychological sense of empowerment include meaning,
competence, self-determination, and impact (Spreitzer,
1995b) . Spreitzer defined psychological empowerment as a
motivational construct manifested in these four cognitions.
According to Spreitzer, the cognitions play an active
rather than passive role in the work setting and together
create an overall construct of psychological empowerment.
For Spreitzer, empowerment is a continuous variable and

specific to the work domain (Spreitzer, 1995a).

Four Dimensions of Empowerment

Meaning is the ‘“intrinsic caring about a given task”
(Thomas & Velthouse, 1990, p.672). It is the value of a
work goal or purpose in relation to an individual’'s
standards (Spreitzer, 1995a). It is the fit between the
requirements of an individual’s work role and beliefs,
values and behaviors (Hackman & Oldham, 1980). The task is
said to have meaning if there is a fit.

According to Thomas and Velthouse (1990), a sense of
meaning results in an investment of energy to the task.
Spreitzer found that higher levels of meaning are
associated with higher levels of commitment and involvement
because the individual is personally connected with the
task.

Competence is equivalent to Conger and Kanungo’s (1988)

self-efficacy concept. It is an individual’'s belief that
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he or she can successfully perform given activities with
skill (Bandura, 1977; Gist, 1987). According to Bandura
(1989) competence is analogous to personal mastery or
effort-performance expectancy. The dimension is not
labeled as self esteem because focus is placed on efficacy
specific to the work role not global efficacy (Spreitzer,
1995a) .

Self-determination is a sense of choice between action

and inaction (Deci, Connell, & Ryan, 1989). It reflects
autonomy over the initiation and continuation of work
behavior and processes, such as making decisions about work
methods, pace and effort expended (Bell & Staw, 1989).
Employees feel ownership over their work behavior because
it emanates from within not from controlling external
sources.

Impact is the degree one can influence organizational
outcomes in one’'s department or work unit (Ashforth, 1989).
It is the opposite of learned helplessness. According to
Thomas and Velthouse (1990), a lack of impact can lead to
learned helplessness.

These four dimensions reflect Zimmerman’s (1995)
intrapersonal component of empowerment as both cognitive
and motivational. Previous research (Spreitzer, 1995b) has
implied that intrapersonal empowerment has a mediating
influence in the workplace meaning “empowerment mediates

the relationship between the social structural context and
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behavioral outcomes” (p. 601). However, individual
cognitions of empowerment are linked with individual
interpretations of the work environment instead of
“objective” characteristics of the work environment.
Zimmerman (1995) states that in order for individuals to
feel empowered they must have a critical awareness of their
environment. The current study proposed that empowerment
mediates the relationship between leadership style and OE,
however, the study primarily examined empowerment as an
independent variable and examined the role of leadership
style as a moderator of empowerment and OE.

Zimmerman (2000) points out that on an organizational
level of analysis empowerment may include organizaticnal
processes and structures that enhance participation and
improve organizational effectiveness for goal achievement.
In keeping with this premise, it was proposed that
empowerment is a part of the puzzle and not the whole
puzzle in itself. Zimmerman (2000) makes a distinction
between empowering processes and outcomes. Empowering
processes on an organizational level may include shared
leadership and decision-making. Empowered outcomes may
include situation specific perceived control, skills and
proactive behaviors such as organizational networks or
effective resource acquisition in organizations.

Zimmerman suggests that mechanisms of empowerment

include individual competencies, proactive behaviors,
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helping systems and organizational effectiveness.

Zimmerman (2000) states that empowered organizations
successfully thrive in competition, meet goals and develop
in ways that enhance their effectiveness. They provide
opportunities for people to gain control over their lives
and develop skills. It has been found that organizations
with shared responsibilities; supportive atmospheres and
social activities are more empowering than hierarchical
organizations (Maton & Rappaport, 1984). Since empowerment
is believed to be an interaction between individuals and
environments (Zimmerman, 1990), the current research looked
at multiple aspects of an organization. In order to build
our understanding of effective leadership, Conger and
Kanungo (1988) believe that a more direct link between

empowerment practices and leadership should be studied.

Organizational Effectiveness (OE)

It has been argued that organizational
effectiveness is a central theme in organizational analysis
and that it would be hard to think of an organizational
theory that does not include an effectiveness construct
(Goodman & Pennings, 1977). However, there is no consensus
on a theory of effectiveness since it seems to involve a
tailored application for each organization under study
(Quinn & Rohrbaugh, 1983). Given this ambiguity Steers
(1975) and Campbell (1977) suggested to identify all
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variables pertaining to organizational effectiveness and
then determine the similarity among variables. Campbell
arrived at 30 criteria for effectiveness some of which
included profit, quality, job satisfaction, and goal
consensus (Goodman & Pennings, 1980).

There have been several approaches used to study
effectiveness. Most tend to draw on one or a combination
of three major approaches, which include goal attainment,
system resource, and reputational approach.

Goal attainment: Some of the earliest models of

organizational effectiveness focused on goals (Steers,
1977) . Early researchers based this approach on the
assumption that an organization’s goals are identifiable
and unambiguous. Effectiveness was measured by how well an
organization succeeded in meeting its goals. It used
objective measures corresponding to organizational goals as
indicators of effectiveness and used quantifiable archival
data (Forbes, 1998). However, studies such as those by
Vroom (1960) suggest that there is little consensus by
senior managers with respect to organizational goals.

Based on this lack of consensus Mohr (1983) believed that
the approach was insufficient because he felt that
inadequate goals could not lead to effectiveness.

System resource: This approach defined effectiveness as

survival and measured effectiveness through the

organization’s ability to exploit resources for its own
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purposes. It also used quantifiable archival data (Forbes,
1998). Systems models focused on the means to achieve
goals however: according to Mohr (1983) the approach did
not overcome the possibility of using unsatisfactory
measures.

in the late 1970's the concept of organizational
effectiveness was examined by several management
researchers with the conclusions that there was no
universal model of organizational effectiveness and that it
was more beneficial to develop new ways of assessing
organizational effectiveness (Cameron, 1982; Cameron &
Whetten, 1983). This new perspective gave rise to
multidimensional approaches to studying the effectiveness
of organizations. The multidimensional approach measured
effectiveness in different ways simultaneously including a
combination of measures using goal attainment and system
resource approaches. A variant of this approach is the
competing values framework (CVF) that encompasses
dimensions such as organizational focus, structure and
means-and-end assessment (Quinn & Cameron, 1983). The CVF
was based on past attempts to formalize organizational
effectiveness criteria (Quinn & Rohrbaugh, 1983). Starbuck
and Nystrom (1983) stated that the multidimensional
approaches were verification that organizations include
ambiguous, incomparable and inharmonious goals. This

realization and the exploration of effectiveness criteria
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led to the development of the perception-based or
reputational approach (Forbes, 1998).

Reputational (constituency approach) - This approach
associates effectiveness with the self-reported opinions of
key persons such as clients, or service professionals
(Forbes, 1998). Forbes states that a new approach to
effectiveness evolved through conceptualizing effectiveness
as the interaction between organizational participants and
the environments in which they function. This approach,
known as the emergent approach, looks to understand the
interactions between and among organizations that lead to
the development of effectiveness criteria as well as the
role that communication and information play in shaping
effectiveness judgements. In this approach the meaning of
effectiveness is created by individuals within the
organization, and is specific in context to the
organization and capable of evolving as communication

continues.

Leadership

Theories of Leadership

It has been claimed that in 1896, the United States
Library of Congress had no book on leadership and within a
span of eighty-five years there were over 5000 entries on
leadership, as noted by Bass in the early 1980’'s (Heller, 1

1) . Through the years there have been many different
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definitions of leadership and extensive research focusing
on different aspects of leadership. There have also been
several trends in leadership research as illustrated by the
timeline below (BUAD 304, 1997, Leadership Research

section, 1 1):

e 1920’'s-1950's focus on “traits” of effective leaders

e 1950’'s-1960’'s focus on “behaviors’” of effective leaders
e 1960’'s-1970’'s “situational leadership”

e 1970’'s-1980’'s “symbolic role of leaders”

e 1980’'s-1990’'s return focus to “traits” and “"behaviors”

e 1990’'s leadership in multicultural settings

The word “style” in leadership literature is equivalent
to how leaders influence followers and the implications of
style run throughout the theories on leadership. Stogdill,
in reviewing seventy-two definitions of leadership applied
by writers from 1902 to 1967, found that almost all
definitions of leadership imply that it is a social
influence (Cummings & Staw, 1990). In defining
leadership, Bass (1990) summarizes that:

Leadership has been conceived as the focus of group

processes, as a matter of personality, as a matter of

inducing compliance, as the exercise of influence, as

particular behavior, as a form of persuasion, as a

power relation, as an instrument to achieve goals, as
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an effect of interaction, as a differentiated role, as

initiation of structure, and as many combinations of

these definitions (p. 11).

Theories of leadership have attempted to explain the
factors involved either in the emergence of leadership or
in the nature of leadership and its consequences (Bass,
1990). To illustrate this point, an overview of some of
the better-known theories and models of leadership are
cited below.

Great Man/Trait Theory: The trait theorists stressed

that individuals are born with certain personality traits
related to leadership success and believed that once these
traits were identified they could be used to select
leaders. Individual traits such as birth order,
intelligence, socioceconomic status and child-rearing
practices were investigated (Bass, 1960). Stogdill (1974)
identified six categories of factors related to leadership,
which included capacity, achievement, responsibility,
participation, status and situation. However, attempts to
isolate specific individual traits led to the conclusion
that no single characteristic could distinguish leaders
from non-leaders (Bass, 1990).

Behavioral Theories: Trait theories were followed by

behavioral theories, which examined “what leaders actually
do” rather than their characteristics (Crainer, 1996).

Lewin’'s work on leadership styles, known as the Iowa
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studies, proposed that leadership styles fall along a
three-point continuum of autocratic, democratic and
laissez-faire. Initial findings showed that the democratic
style is more effective than autocratic and both were more
effective than the laissez-faire style.

In studying what makes effective leaders effective the
work led by Rensis Likert at the University of Michigan
proposed a two-point continuum with production-centered at
one end and employee-centered at the other. Further
research conducted at Ohio State University reached similar
conclusions using the Leader Behavior Description
Questionnaire (LBDQ) proposing a two-dimensional model
using the structures of consideration and initiation.
Researchers at Ohio State described “consideration” as
recognition of individual needs and relationships and
“initiating” as task or goal oriented. Blake and Mouton
later employed this idea in their dimensions of the
managerial grid (Luthans, 1989).

Contingency Theories: The “situational leadership”

approach contains an underlying assumption that different
situations require different types of leadership. However,
the contingency approach attempts to identify the
situational variables that moderate the relationship
between leader traits and performance criteria. Fiedler
(1967) concluded that leadership styles illustrate a

leader’'s motivational system and that leader behaviors are
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a leader’'s specific actions. Fiedler asserted that group
effectiveness was a result of leadership style and
situational favorableness.

The path-goal theory, derived from the expectancy
framework of motivation theory, attempts to explain the
impact that leader behavior has on a subordinate’s
motivation, satisfaction and performance. House’'s (1971)
path-goal theory included the interaction of leadership
behaviors with situations to determine leader
effectiveness. The leadership behaviors included
directive, achievement-oriented, supportive and
participative behaviors. House found that the situational
variables that most strongly contributed to leaders
effectiveness were subordinate personal characteristics and
environmental demands such as organizational rules and
procedures. Even though the contingency models contributed
to a better understanding of leadership they did not
completely clarify which combinations of leader behaviors
and situational variables are most effective.

New Leadership: The 1970’'s and 1980's leadership

literature focused again on “traits” as determinants of
leader ability. The studies during this period introduced
the new leadership characteristic of vision and explored
its importance (Luthans, 1989). New theoretical
formulations such as charismatic and transformational

leadership evolved.
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Max Weber’'s conception of charisma included those
leaders who “.reveal a transcendent mission or course of
action which may be in itself appealing to the potential
followers, but which is acted on because the followers
believe their leader is extraordinarily gifted” (House &
Baetz, 1990, p.59). House (1979) identified charismatic
leaders as those that by their personality are capable of
having a profound effect on followers. Conger and Kanungo
(1987) developed a framework to achieve charismatic
leadership through developing a vision, communicating the
vision, building trust and demonstrating ways to achieve
the vision.

Burns (1978) identified two types of political
leadership widely known as transactional and
transformational leadership. He defined transformational
leadership as one that:

.recognizes and exploits an existing need or demand of

a potential follower. But, beyond that, the

transforming leader looks for potential motives in

followers, seeks to satisfy higher needs, and engages

the full person of the follower. (p. 4)

Burns believed that transformational leadership resulted in
mutual stimulation and elevation converting followers into
leaders and leaders into moral agents. Burns classified
transactional leaders as bureaucrats exchanging one thing

for another. Bass (1990) states that the distinction of
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transformational and transactional leadership has become of
considerable importance to the study of leadership in
general. Tichy and Devanna (1986) emphasized that
transformational leadership facilitated the integration of
change, innovation and entrepreneurship.

Bass (1985) using Burns’ work argued for a shift in
paradigm in order to achieve follower performance beyond
ordinary limits, not just in leadership style but in
organizational changes needed to support changes in
attitudes, beliefs, values and needs. Bass (1985) argued
that transformational leadership raises individual needs
and desires to achieve more, to work harder and to strive
for the highest levels of performance. As a challenge to
Burns’ (1978) assumption that transformational and
transactional leadership were at opposite ends of a
continuum Bass conceptualized the “augmentation effect” of
transformational leadership. He asserted that leaders
motivate followers by appealing to strong emotions not
necessarily attending to positive moral values. Such
motivation, according to Bass and Avolio (1994), is based
on the leader’'s idealized influence or charisma,
inspirational motivation, intellectual stimulation and
individualized consideration described as:

Idealized Influence (II1)- Transformational

leaders behave in ways that result in they being role

models. To earn this credit leaders consider the needs
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of others over their own personal needs and can be
counted on doing the right thing. Followers identify
with the leader and want to emulate him/her (Bass &
Avolio, 1994).

Inspirational Motivation (IM) - Transformational

leaders behave in motivating and inspiring ways by
providing meaning and challenge to their follower's
work. This leader communicates expectations that
followers want to meet and demonstrates commitment to
goals and a shared vision (Bass & Avolio, 1994).

Intellectual Stimulation (IS) - Creativity is

encouraged. Followers are encouraged to try new
approaches to problems and new ideas are not criticized
because they differ with the leader’'s ideas (Bass &
Avolio, 1994) .

Individualized Consideration (IC) - Individual

differences in terms of needs and desires are

recognized and accepted. This acceptance creates an

environment that supports opportunities for new

learning (Bass & Avolio, 1994).

Research shows that transformational factors correlate
more highly with leader effectiveness than contingent
revards (Yammarino & Bass, 1990). Leadership research also
shows the increasing importance transformational leadership
has had in today’'s complex organizations (Alimo-Metcalf,
1995). Avolio (1994) acknowledges that research has shown

Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.



Empowerment, Effectiveness & Leadership 44

that Malcolm Baldridge winners have tended to be
organizations run by leaders seen as more transformational
than their counterparts in the industry. Moreover,
organizations and teams led by transformational managers
have been found to be more effective than those led by
predominantly transactional managers (Bass & Avolio, 1994
Kanter, 1984; Spreitzer et al., 1996). This research
suggests a powerful argument for further understanding of
leadership style implications. House and Baetz (1990,
p-70) state that, “it is not clear how the subordinate’'s
role orientation is affected by the leader. 1Is role
orientation an effect of initial leader behavior or is it a
stimulus that causes leaders to treat subordinates

differently?”

Affect

In recent years, an increasing amount of attention has
been paid to the role of affect in organizations. However
understanding the role it plays in the ocutcomes of
individuals and organizations is still an area of needed
research (George, 1996). Affect is a broad term
encompassing dispositions, emotions and moods. Hundreds of
personality traits have been identified and studied through
the years. Both positive affect (PA) and negative affect
(NA) have consistently been ranked as two of the top

general traits within the personality hierarchy.
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According to George (1996) research has identified PA
and NA as two separate personality dimensions. Positive
affect being the disposition to experience positive
emotions and moods while negative affect is the disposition
to experience negative emotions and moods. As independent
dimensions both affective states can range from high to low
and be derived from both emotions and moods. Emotions are
affective states directed to someone or something while
moods lack an object and produce a more diffuse response.
Weiss (2002) states that “affective responses like moods
and emotions have a directional, that is positive or
negative, character. However, they also have experiential,
often physiological, components that go well beyond
evaluation” (p. 3). The distinction George makes between
affective dispositions and states is that dispositions
(traits) endure over time and affective states fluctuate
and change capturing how people feel at the moment.

Building on past research, George (1996) identified two
individual level determinants of work moods as being
affective disposition (PA and NA) and life events. The
importance of work moods in the work setting has been
established in organizational research. Research has shown
that affective states can influence a variety of
performance-related outcomes such as judgments, attitudinal
responses, creativity, helping behavior and risk taking

(Brief & Weiss, 2002) . Brief, Butcher, and Roberson (1995)

Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.



Empowerment, Effectiveness & Leadership 46

found that high “negative affect” individuals might respond
with less pleasure when experiencing positive job events.
Additionally Fried, lLevi, Ben-David, and Tiegs (1999) found
that “negative” affect raters have less inclination to
deliberately inflate ratings than raters low in “negative”
affect. Research also indicates that “positive” affective
states facilitate decision quality and interpersonal
performance as well as other general indicators of
performance (Staw & Barsade, 1993).

This study examines affect as a state in the work
setting to understand how affective states impact the
interplay of empowerment, leadership and organizational
effectiveness. More specifically, the traitlike stability
of dispositional affect will be studied using longer-term
instructions of the PANAS mood scale. The study examines
affective states as they are “generally” experienced in the

work setting.
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CHAPTER II1I
METHOD AND PROCEDURES

Participants

Participants were recruited from eight divisions and
eight regions that make up the federal agency under study.
The agency implements a national workforce system that
provides workers with the information, advice, job search
assistance and income support to get and keep good jobs and
provide employers with skilled workers. As such the agency
encompasses divisions with unique responsibilities each
contributing to an overall departmental goal. Each
division has approximately 13 staff employees under each
Division Chief. The regions include Region I (Boston),
Region IA (New York), Region II (Philadelphia), Region III
(Atlanta), Region IV (Dallas), Region IVA (Denver), Region
V (Chicago, Kansas City) and Region VI (San Francisco,
Seattle). Each region has approximately 35 staff employees
under each Regional Director. An estimated 225 subjects
participated in the study.

The criterion for inclusion in the study was that

participants be employed as line staff or support staff in
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a division or regional office. Staff employees were chosen
because they are under direct supervision by a manager on a
regular basis. Each leader’'s leadership style was assessed
in the study, however to avoid a possible confound in

results leaders were not included in the study.

Variables and Controls

Independent Variables: The research design of this

study includes two independent variables, empowerment and
leadership style. Both of these variables are continuous-
type variables. Each variable was first centered by
subtracting it’'s mean before multiplying to create an
interaction term.

Dependent Variables: The research design of this study
includes one primary dependent variable, organizational
effectiveness, and it’'s three components (HP, PA, SQ). All
DV’'s are continuous variables.

Additional Variables: Affect was studied in addition to

the independent variables in the study.

Measures for IV’'’s and DV's

Empowerment Measure: Empowerment was studied as a

single construct using Spreitzer’'s (1995a) measure of
psychological empowerment (see Appendix B). The definition
of empowerment by Thomas and Velthouse (1990) was used.

The definition states that empowerment is intrinsic
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motivation manifested in four cognitions: meaning,
competence, impact and choice. Spreitzer’'s (1992) measure
is comprised of 12 items, which assess the four
dimensions cited above. All questions were measured on a
seven-point Likert-like scale. Higher scores represent
higher levels in the coastruct.

The measure was chosen instead of using individual
measures such as self-efficacy and motivation as used in
other research because it allows for a comprehensive
assessment in the work setting. Also, although the measure
is relatively new, it has shown sound psychometric
properties. The Cronbach alpha reliability for overall
empowerment measure is .74 and reliabilities for each scale
range from .81 to .88. The total scale has a lower
reliability than the subscales because of low
interrelations between subscales, with the average
interrelation being .39 (Spreitzer, 1995b).

Leadership Style Measure: Leadership style was studied

using the most commonly employed measure of
transformational and transactional leadership, the
Multifactor Leadership Questionnaire (MLQ) Form 5x (see
Appendix C). The MLQ was chosen over other instruments

such as the Leader Behavior Description Questionnaire

Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.



Empowerment, Effectiveness & Leadership 50

(LBDQ) , the Leadership Effectiveness and Adaptability
Description (LEAD) and the Least Preferred Co-worker (LPC)
measure. For purposes of this study the MLQO more fully
represented the assessment of styles of interest and best
compared with the other variables of interest (empowerment
and OE). It has sound psychometric properties and has been
widely used as a reliable measure to assess
transformational and transactional leadership style.

The distinction made by Bass and Avolio (1994) of
transformational vs. transactional leadership style was
used. It states that transformational leaders do more with
colleagues and followers than set up simple exchanges or
agreements. They behave in ways to achieve superior
results by employing one or more of the “Four I1I’'s”:
idealized influence (II), inspirational motivation (IM),
intellectual stimulation (IS) and individualized
consideration (IC). The instrument (Avolio & Bass, 1991) is
comprised of nine factor scores; six had been used
previously in MLQ Form SR and three were newly created.

The leadership constructs included in the MLQ Form S5x are:
idealized influence (attributed, behavior), inspirational
motivation, intellectual stimulation, individualized

consideration, contingent rewards, management-by exception-
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active, management-by exception-passive and laissez-faire.
Two confirmatory factor analyses, using PLS and LISREL,
resulted in the selection of 45 items in the MLQ Form 5x.
Responses to the questions are indicated on five-point
Likert-like scales. The MLQ scale scores are average
scores for the items on the scale. Summing the items and
dividing by the number of items that make up the scale
produces the score.

Transformational leadership was assessed using the
items pertaining to the “Four I's.” Transactional
leadership was assessed using only the items pertaining to
contingent reward in the MLQ. Management-by exception-
active (MBEA), management-by exception-passive (MBEP) and
laissez-faire (LF) are also styles included in the MLQ,
however, they were not used in the analysis because the
primary interest of the study were the contributions of
transformational and transactional leadership.

This latest version of the MLQ has been used in
nearly 200 research programs, doctoral dissertations and
Master’'s theses around the world over the last four years.
Reliabilities for the total items and for each leadership

factor scale ranged from .74 to .94 (Bass & Avolio, 199%5).
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Organizational Effectiveness Measure: This measure is

a composite measure because it includes several criteria
(high performance, greater public accountability and
service quality). It was created using the methodological
concept introduced by Rohrbaugh and Quinn (1980) in which
effectiveness judgements identify criteria to be weighted
and integrated to produce an overall evaluation of
effectiveness for each division/region based on the three
key result areas. The dimensions of performance were
derived based on the Nebeker et al. (1994) productivity
gainsharing model, which assesses organizational
performance by identifying key result areas and performance
indicators. Key result areas are areas within the
organization that are essential to meeting the mission
cbjectives of the organization and strategic goals.
Performance indicators are how the key result areas are
measured. The measure to assess effectiveness was created
through preliminary information gathered through a
questionnaire (See Appendix E) distributed to all eight
Division Chiefs and seven Regional Directors. The purpose
of the questionnaire was twofold:

1. Obtain operational definitions for the three

key result areas identified as high
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performance, greater public accountability and
service quality as they pertain to the federal
agency as a whole and to each division/region.
Identify performance indicators that describe
how each key result is accomplished within each
division and regions.

2. Rank each key result and performance indicatoer
pertaining to the agency as a whole and within
each division. Highest ranked indicators will
be selected for survey inclusion.

The information provided was used to create the measure
to assess organizational effectiveness. Follow-up
interviews with each Division Chief and Regional Director
were held to clarify questionable data. Three to four
performance indicators were selected (based on ranking) to
describe each key result. In order to make the key result
areas comparable throughout the federal agency, an overall
operational definition for each key indicator was developed
with the assistance of the agency Administrator.

Each criterion was ranked by each division leader (see
item 2) using the questionnaire (see Appendix E) and
assessed by the researcher to determine the contribution of

each element in relation to the construct of organizational
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effectiveness for the organization. Lower scores indicated
a more ‘“important” element. The organizational
effectiveness survey distributed to the staff used a five-
point scale for scoring responses.

Affect measure: The Positive and Negative Affect

Schedule (PANAS) developed by Watson et al. (1988) was used
as the measurement instrument for assessing affect in the
organization. The instrument differentiates between state
and trait effects. This measure was chosen over other
measures of affect (Occupational Positive and Negative
Affect Scale, Faces Scale, Well-Being Scale from the
Multidimensional Personality Questionnaire) because of its
ability to measure both positive and negative affect using
various time specifications (“at the present moment” for
state, “you generally feel this way” for trait) and its
sound psychometric properties. Several studies have used
The PANAS measure to tailor independent measures of PA and
NA.

Positive and negative affect were measured as two
separate dimensions with 10 items each and as a single
dimension of affect (20 items) by reverse scoring the 10
negative affect items. Respondents were asked to indicate

the extent to which they “generally feel this way” using a
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S5-point scale ranging from very slightly to extremely. The
longer-term instructions of the PANAS mood scale that read,
“generally feel this way” were used to capture the
traitlike stability of the items. The 10 positive items
and the 10 negative items are summed with higher scores
indicating a higher level of each. The alpha reliabilities
of the PA and NA scales for non-student samples are .86 and
.87. The correlation of positive affect and negative
affect for the current study was negative and low (r =
-.13) indicating bivariate dimensions.

The current research studied affect on both a bivariate
and bipolar dimension. To create the single dimension of
affect the negative items on the PANAS scale were reverse-
scored to ensure consistency in the rating scale. Reverse
scoring allows for combining the positive (10 items) and
negative (10 items) scales into a single PANAS scale (20
items) .

Demographic measures: The demographic variables of

gender, age, education, income, tenure and race were

collected to analyze for confounding effects (See Appendix
D). These variables were selected because they are some of
the most common descriptors collected in surveys according

to Fowler (1995). Tenure was included to see if there is a
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difference in the levels of empowerment between established
and new employees. All information was collected by the
distribution of a form that was filled ocut upon completion
of the other surveys. Numbers were assigned for record
keeping purposes. No names were used.

Procedures

To promote 100% participation agency participants were
gathered at divisional and regional all-employee meetings
where they were asked to fill out the questionnaires
distributed in a packet (approximate completion time 25
minutes). The packet included the following measures:
Empowerment Measure, Multifactor Leadership Questionnaire,
Effectiveness Measure, Affect Measure and demographic form.
Subjects were asked to fill out the questionnaires at one
sitting during working hours.

Regional employees returned their completed surveys to
the regional contact before leaving the meeting at which
time they were placed in a self-addressed envelope and sent
to the researcher. Once all the surveys were collected the
regional contact read a debriefing statement. Personal
submission to the researcher was the method of return at
the divisional level. The researcher collected all the

completed surveys from the participants during employee
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meetings where they were then debriefed.

Confidentiality and voluntary participation was
stressed through a cover letter explaining the purpose and
process of the study (see Appendix A). They were also
notified that the study was for research purposes only and
that the information would not become part of their
Personnel Record. Employees were given the option to be put

on a mailing list of study results via E-mail or mail.

Statistical Design

Hypothesis 1: Hypothesis 1 posed the Qquestion, “1Is
there a positive correlation between the level of
empowerment and the level of effectiveness in an
organization?” The hypothesis was tested by a simple
correlation coefficient between empowerment and OE.
Operationally, the independent variable of empowerment was
defined as a single construct using Spreitzer’s (1995)
measure of psychological empowerment. The dependent
variable of organizational effectiveness is comprised of
three components. For the government organization under
study these components are (a) high performance, (b) public
accountability and (c) service Qquality. The data was
aggregated at the organizational level (division, region)
by averaging the individual scores of empowerment and OE

within each division/region. A correlation coefficient was
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calculated for empowerment and OE at each division/region
as the unit of analysis (N=16). Each variable was centered
by subtracting the mean before multiplying. The hypothesis

was also tested at the individual level (N=225) after

partialling out the variance for division/region.

Hypothesis 2: The moderating effect of leadership
style on the relationship between empowerment and
organizational effectiveness was tested by calculating
interaction terms. Leadership style scores were multiplied
by empowerment scores and entered into a hierarchical
regression. Each variable was centered by subtracting the
mean before multiplying. It was expected that for offices
with employees who feel they are led by highly effective
transformational leaders the effectiveness ratings would be
more closely related to OE. This would be shown by the
interaction term contributing significant variance to the
regression equation. This hierarchical regression was
performed at an organizational and individual level of

analysis as with Hypothesis 1.

Hypotheses 3a: To demonstrate that the empowerment-OE
relationship was not a result of the third variable problem

due to affect, affect was tested as a mediator variable
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using Baron and Kenny'’s procedure.
As described by Baron and Kenny (1986), a mediating
effect can be assessed in the following manner:

To test for mediation, one should estimate the
following regression equations: first, regressing the
mediator on the independent variable(s); second,
regressing the dependent variable on the independent
variable(s); and third, regressing the dependent
variable on both the independent variable and the
mediator.

To establish mediation, the following conditions
must hold: First, the independent variables must affect
the mediator in the first equation; second, the
independent variable must be shown to affect the
dependent variable in the second equation; and third,
the mediator must affect the dependent variable in the
third equation. If these conditions all hold in the
predicted direction, then the effect of the independent
variable on the dependent variable must be less in the
third equation than in the second. (p. 1177)

To demonstrate that the relationship between
empowerment and OE was not due to shared variance affect
was partialled out of the empowerment-OE egquation.
Consistent with H1l, it was expected that the zero-order
correlation between empowerment and OE would be

significantly greater than zero and that even though the
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variance due to affect was removed there remains a

significant relationship between empowerment and OE. In
this study affect was used to control for the response bias
that people with positive affect give positive responses
and negative affect people respond negatively.

Hypothesis 3b: To check for the moderating effects of

affect, affect was multiplied by empowerment after

centering and entered into a hierarchical regression to

assess additive value.

Hypothesis 4: To assess whether leadership style is a
driving force of OE two mediation models using empowerment
and affect were tested using Baron and Kenny'’s procedure

(1986). It is hypothesized that the relationship between
leadership style and OE will be mediated by empowerment and
affect. The hyposthesis tests for indirect effects through
empowerment and affect. The alternative hypothesis is that
there is a direct link between leadership style and OE.

In each model the mediator (empowerment, affect) was
partialled out of the leadership style-OE correlation.
Descriptive statistics were used to analyze the demographic

data.
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CHAPTER 1V

RESULTS

A total of 225 individuals participated in the study
out of a possible 316 resulting in a 71% response rate.
Division employees represented 48% of the sample and region
employees represented 52%. Thirty-eight percent of the
participants had worked for the organization for five years
or less with the majority of participants paid a salary of
$§57,000 a year (GS-12 level) or higher (63%).

The participants were equally distributed in gender
(105 each). Most participants belonged to the 45 to 64 age
bracket (58%) followed by the 30 to 44 age bracket (22%).
Race was not evenly distributed among the participants.
Most were White (118) followed by Black (47), and Asian
(11) . The “other” category accounted for only seven
percent of the sample and predominately identified
themselves as Hispanic. Fifty-two percent of the
participants had attended college with 28% having completed

a graduate degree.
Reliability Analysis

Measures. Descriptive statistics for the Positive

Affect Negative Affect Scale (PANAS) (Watson, 1988),
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Empowerment Measure (Spreitzer, 1992), and the MLQ
Multifactor Leadership Questionnaire (Bass & Avolio, 1995)

are presented in Table 1.

Table 1

Descriptive Statistics of Measures and Subscales (N=225)

Measure # of Items Mean Std. Dev Min/Max Alpha
PANAS 20 3.97 .41 2.83/4.78 .83
Positive Affect 10 3.44 .70 2.81/3.81 .87
Negative Affect 10 1.61 .56 1.24/2.12 .85
Empowerment* 12 4.92 .89 3.44/5.82 .88
Leadershap

Transformational 20 2.36 .89 .71/2.80 .94
Transactional 4 2.4 1.03 2.13/2.73 .83
MBE (passive) 3 1.18 .86 .80/1.49 .74
MBE (active) 4 1.48 .97 1.17/1.89 .75
Laissez-faire 4 .74 .81 .66/.82 .79

*Seven point scale

Internal consistency reliability coefficients were
calculated for the predictor variables and their respective
subscales as shown in Table 1. Although the study

primarily tested positive and negative affect as two
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independent dimensions, affect was also tested as a single
dimension. To test affect as a single dimension the
negative items on the PANAS scale were reverse-scored for
consistency in the rating scale. Items were reverse-scored
by subtracting the number six from each score within the
five-point negative affect scale. Reverse scoring allows
for combining the positive (10 items) and negative (10
items) scales into a single PANAS scale (20 items).

The leadership style measure assessing transactional
style only included items pertaining to contingent reward
(CR) (MindGarden, personal communication, July 25, 2002).
An inter-item analysis of the management-by-exception
(passive) (MBEP) scale showed that Item 17 (“Shows that
he/she is a firm believer in ‘'If it ain’'t broke, don't fix
it’”) was not as highly correlated with the other three
items. Deleting item 17 would increase the subscale’s
alpha coefficient from .63 to .74. Therefore, if the scale
had been used only three out of four items pertaining to
management-by-exception (passive) would have been included
in the scale. However, only the transactional and
transformational leadership styles were used in the
analysis.

Descriptive statistics and internal consistency
reliability coefficients for the subscales of the OE
measures are presented in Table 2 through Table 4. Even

though the organization under study shares the same
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constructs of effectiveness (high performance, public
accountability, and service quality), the specific
questions to assess each subscale are different for each

division. Therefore, each subscale of the OE measure is

analyzed individually to reflect the unique items

pertaining to each divisions/region’s concept of

effectiveness.

used to assess all eight regions, as such the term
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However, the same subscale questions were

“Regions” was used to identify all of the regions together.

Table 2

Descriptive Statistics of the High Performance Subscales

Subscale # of Items Mean Std. Dev Min/Max Alpha
High Performance

Divasion 1 1.90 .17 .70/2.20 .89
Daivasion 2 2.03 .68 .78/2.35 .81
Divaision 3 2.55 .86 .50/2.60 .80
Division 4 2.50 1.01 .20/2.73 .81
Division 5 2.39 1.00 .91/3.00 .84
Division 6 1.84 .90 .54/2.00 .91
Division 7 2.69 .89 .50/2.83 .85
Division 8 2.28 1.06 .16/2.50 .90
Regions 2.33 .81 .04/2.86 .83
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Table 3 presents a tabular description of the
quantitative properties of each divisions/region’s public

accountability subscale.

Table 3
Descriptive Statistics of the Public Accountability

Subscales

Subscale # of Items Mean Std. Dev Min/Max Alpha
Publaic

Accountabilaty

Division 1 4 2.13 .96 1.90/2.40 .87
Division 2 4 2.02 .52 1.85/2.21 .80
Divasion 3 4 2.00 .90 1.80/2.20 .97
Division 4 4 3.21 .81 2.85/3.62 .93
Division 5 4 2.50 1.10 2.30/2.69 .78
Division 6 4 1.80 .17 1.55/2.00 .90
Divisaion 7 4 2.71 .70 2.50/2.83 .78
Divasion 8 4 2.11 1.02 1.94/2.41 .94
Regions 4 2.38 .91 2.24/2.67 .90

The inter-item analysis of the service quality scale
for Division 2 showed that Item 11l (“How effective is your
division on maintaining an accurate website’) was not as
highly correlated with the other two items. Deleting item
11 would increase the subscales alpha coefficient from .53

to .67. The service quality scale is the only subscale

Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.



Empowerment, Effectiveness & Leadership 66

comprised of three items and not four. Although .53 is not

an ideal reliability coefficient the item was not deleted

to maintain the maximum number of subscale items at three.

Table 4 presents a tabular description of the quantitative

properties of each divisions/region’s service quality

subscale.

Table 4

Descriptive Statistics of the Service Quality Subscales

Subscale # of Items Mean Std. Dev Min/Max Alpha
Service Quality

Davasion 1 4 2.03 .76 .60/2.30 .72
Division 2 4 1.98 .48 .85/2.07 .53
Division 3 4 1.90 .95 .70/2.00 .94
Division 4 4 2.60 1.00 .40/2.80 .88
Division 5 4 2.85 .98 .53/3.15 .82
Davision 6 4 2.03 .97 .00/2.09 .95
Division 7 4 2.83 1.21 .75/3.00 .91
Division 8 4 2.14 .74 .76/2.41 .70
Regions 4 2.00 .88 .89/2.15 .88

Distributional Characteristics

Individual analysis (N=225) of the data showed that OE

had the largest skewness and kurtosis coeficients. The

skewness and kurtosis coefficients reveal that the
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deviation from normality is not of any practical

significance.

Table 5

The resulting values are shown on Table 5.

Distributional Statistics of Measures and Subscales (N=225)

Affect | Empower OE Transac | Transform

N wvalid 219 225 223 222 224
missing 6 0 2 3 1
Median 3.95 5.00 3.88 2.5 2.40
Std. Dev .41 .89 .80 1.03 .88
Variance .17 .79 .65 1.06 .79
Skewness -.17 -.48 -.89 -.42 -.32
Std. Error .16 .16 .16 .16 .16
Kurtosis -.03 .44 .70 .32 -.45
Std. Error .32 .32 .32 .32 .32

Moreover, when analyzed on an organizational level basis

(N=16) , a more approximately normal distribution is shown

for all measures. The resulting values are shown on Table

6.

Hypothesis Testing

Hypothesis 1 (organizational). Hypothesis 1 stated that

there would be a positive correlation between the level of

empowerment and the level of effectiveness in the
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Table 6
Distributional Statistics of Measures and Subscales (N=16)

Affect | Empower OE Transac | Transform

N valid 16 16 16 16 16
missing 0 0 0 0 0
Median 4.00 4.86 3.80 2.34 2.36
Std. Dev .12 .28 .34 .46 .36
Variance .014 .078 .11 .21 .12
Skewness .71 1.08 .05 .84 .11
Std. Error .56 .56 .56 .56 .56
Kurtosis .88 1.52 -.77 .22 -.50
Std. Error 1.09 1.09 1.09 1.09 1.09

government organization studied. Correlation coefficients
were computed to evaluate the relationship between
empowerment and OE. For a correlation matrix of all study
variables refer to Appendixes H and I.

A bivariate correlation was calculated using the
independent variable of empowerment as a single construct.
The data were analyzed on two levels: aggregate and
individual. The data were aggregated by averaging the
individual scores of empowerment and the individual scores
of OE by division and by region resulting in an N of 16.

Results showed that there was a significant positive
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correlation on an aggregate level of analysis between
empowerment and OE, r (15)=.63, p < .01. In addition, the
individual dimensions of OE (high performance, public
accountability and service quality) were also significantly
correlated with the construct and were greater than or
equal to .52. Table 7 provides the aggregated correlations.
Hypothesis 1 (individual). The results of Hypothesis 1
also show significant results at the individual level of
analysis (N=225). Individual level analysis found a
significant relationship between empowerment and OE, r

(224)=.43, p < .01.

Table 7

Correlations related to Hypothesis 1 at the Organizational

Level of Analysis

OE PA HP SQ

Empower .63** .58¢* .52¢* .60*

*p < .05. *+p < .01.

Table 8 provides the individual correlations.
In general, the results suggest that higher levels of
empowerment tend to be associated with increased

organizational effectiveness.
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Table 8

Correlations related to Hypothesis 1l at the Individual

Level of Analysis

CE PA HP SQ

Empower .43# .41 .41 .34

*p < .01.

Bypothesis 2 (organizational). Hypothesis 2 stated
that the relationship between empowerment and OE would be
moderated by the transformational and transactional
leadership variables. Interactions were used to assess the
moderating effects of leadership style on empowerment and
OE. Leadership style (transformational, transactional) was
centered then multiplied by empowerment and entered into a
hierarchical regression. The Pearson product-moment
correlation coefficients for the leadership styles and OE
and each OE subscale are displayed in Table 9.

A hierarchical regression was performed using
empoverment and transformational style as predictors and OE
as the criterion variable. In Step 1, empowerment and
transformational style were entered. 1In Step 2, the
interaction term of empowerment and transformational style
was entered. The regression equation for Step 1
(empowerment with transformational style) was significant,

R? = .40, adjusted R’ = .31, F (2,13) = 4.32, p < .04.
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Table 9

Correlation Matrix for Hypothesis 2 (N = 16)

T T T
1 ! 4
Vanables 2 3 ‘, 5
A
1_Transformationai
2 Transactional 91°° | i
+- T
[ h
3 High performance 45 55°
i
4 P
ublic account 29 19 g% !
| | | j
| 5 Service quality { 36 | 52° 58 | 78 |
1 ' ; i
H | I i
6 OE | 39 ! 53° | 86" | 93 | 91°* |

*p < .05. **p < .01.

Beta = .63, p < .03 for empowerment. The regression
equation for Step 2 (the interaction term of empowerment
and transformational style) was also significant, R? change
= .183, F (1,12) = 5.27, p < .04. Transformational style
was established as a significant moderator of the two
constructs making the relationship between the two
variables stronger.

Figure 4 graphically represents the relationship
between the variables. Standardized regression weights
were used to generate the four points.

The graph of the significant interaction indicates that
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there is a positive relationship between empowerment and OE
wvhen transformational leadership is high (one standard
deviation above the mean). However, there is a negative
relationship between empowerment and OE when leadership is

low (one standard deviation below the mean).

Empowenment/Transfonmational Style interaction (N=16)
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Figure 4. The relationship between Empowerment (low -vs-
high) and OE moderated by Transformational leadership (low

-vs- high) .
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A hierarchical regression was performed using
empowerment and transactional style as predictors and OE as
the criterion variable. In Step 1, empowerment and
transactional style were entered. In Step 2, the
interaction term of empowerment and transactional style was
entered. The regression equation for Step 1 (empowerment
with transactional style) was significant, R’ = .45,
adjusted R’ = .37, F (2,13) = 5.32, p < .03. The regression
equation for Step 2 (the interaction term of transactional
style and empowerment) did not predict significantly over
and above the empowerment and transactional style
variables, R? change = .10, F (1,12) = 2.67, p > .12.
Transactional style was not established as a moderator of
the two constructs due to the non-significant findings in
Step 2.

Hypothesis 2 (individual). A hierarchical regression at
the individual level of analysis was performed using
empowerment and transformational style as predictors and OE
as the criterion variable. In Step 1, the division/region
variance was partialled from OE by dummy coding this
variable. In Step 2, empowerment and transformational

style were entered. In Step 3, the interaction term of
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empowerment and transformational style was entered. The
regression equation for Step 1 (division/region) was
significant, R? = .14, adjusted R’ = .08, F (15,207) =
2.32, p < .01. The regression equation for Step 2
(empowerment with transformational style) was significant,
R? = .33, adjusted R’ = .28, F (2,205) = 29.61, p < .01.
The regression equation for Step 3 (the interaction term of
transformational style and empowerment) did not predict
significantly over and above the empowerment and
transformational style variables, R’ change = .00S, F
(1,204) = 1.63, p > .20. In individual analysis
transformational style was not established as a moderator
of the two constructs as evidenced by the lack of
significance in Step 3.

A hierarchical regression at the individual level of
analysis was performed using empowerment and transactional
style as predictors and OE as the criterion variable. 1In
Step 1, the division/region variance was partialled from
OE, again by dummy coding this variable. In Step 2,
empowerment and transactional style were entered. In Step
3, the interaction term of empowerment and transactional
style was entered. The regression equation for Step 1

(division/region) was significant as before. The regression
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equation for Step 2 (empowerment and transactional style)
was significant, R? = .34, adjusted R’ = .29, F (2,203) =
29.34, p < .01. The regression equation for Step 3 (the
interaction term of transactional style and empowerment)
did predict significantly over and above the empowerment
and transactional style variables, R’ change = .013, F
(1,202) = 4.26, p < .04. In individual analysis
transactional style was established as a moderator of the
two constructs due to the significant findings in Step 3.

Figure 5 graphically represents the relationship
between the variables. Standardized regression weights
were used to generate the four points.

The graph of the significant interaction indicates that
with high transactional style (one standard deviation above
the mean) empowerment does not seem to make a difference
with regard to OE. However, when transactional style is
low (one standard deviation below the mean) empowerment has
a positive effect on OE. In comparing both graphical
representations (organizational and individual) it could be
said that empowerment leads to OE except when there are low

transformational leaders.
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Empovwerment/Transactional Style interaction (N=225)
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Figure 5. The relationship between Empowerment (low -vs-
high) and OE moderated by Transactional leadership (low -

vs- high).

Bypothesis 3a (organizational). Hypothesis 3a stated
that empowerment would be related to OE notwithstanding the
partialling out of affect. The relationship between
empowerment and OE was not due to shared variance due to

affect.

To test the mediating model, Baron and Kenny’'s (1986)
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procedures were followed. First the relationship between
the predictor (empowerment) and the mediator (affect) was
examined by regressing the mediator on the predictor. The
multiple correlation coefficient indicated a significant
positive correlation R= .63, p < .01. The first
requirement was met. Second, the relationship between the
predictor (empowerment) and the criterion (OE) was examined
by regressing the criterion on the predictor. The multiple
correlation coefficient indicated a significant positive
correlation R = .63, p < .01 (B = .761) meeting the second
requirement. Third, the relationship between the mediator
(affect) and the criterion (OE) was examined with no
significant relationship between the two. Because affect
failed to meet Condition 3 it was concluded that no
mediation is evident on the relationship between
empowerment and OE.

Further analysis of the model using positive affect
(PA) and negative affect (NA) as mediators also did not
show significant findings. Because PA failed to meet
Condition 3, and NA failed to meet Conditions 1 and 3, it
was concluded that no mediation is evident of the
relationship between empowerment and OE. Further, with PA

and NA in the equation the regression weight for

empowerment with OE as the DV was B = .64 (p 2 .05) and B
.78 (p < .0l1). These results indicate that neither affect,

nor PA nor NA is responsible for the relationship between
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empowerment and OE.

Bypothesis 3b (organizational). Bypothesis 3b stated
that affect would moderate the empowerment relationship
with OE. A hierarchical regression was performed using
empowerment and affect as predictors and OE as the
criterion variable. In Step 1, empowerment and affect were
entered. In Step 2, the interaction term of empowerment
and affect was entered. The regression equation for Step 1
(empowerment with affect) was significant, R’ = .40,
adjusted R? = .30, F (2,13) = 4.36, p < .03. The regression
equation for Step 2 (the interaction term of empowerment
and affect) did not predict significantly over and above
the empowerment and affect variables, R?’ change = .00, F
(1,12) = .00, p = .95. Due to this lack of significance in
Step 2, affect was not established as a moderator of the
two constructs. The results indicate that the effect is not
due to affect. Affect is not moderating the relationship
between empowerment and OE.

A hierarchical regression was also performed using
empoverment and PA as predictors and OE as the criterion
variable. Results showed that the interaction term of
empowerment and PA did not predict significantly over and
above the empowerment and PA variables, R? change = .04, F
(1,12) = 1.05, p = .32. Due to this lack of significance in
Step 2, PA was not established as a moderator of the two

constructs.
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When negative affect was used in the equation as a
predictor with empowerment and OE as the criterion similar
results were found. Results showed that the interaction
term of empowerment and NA did not predict significantly
over and above the empowerment and NA variables, R’ change
= .05, F (1,12) = 1.05, p = .28. Due to this lack of
significance in Step 2, NA was not established as a
moderator of the two constructs.

Hypothesis 4 (empowerment). The contribution of
leadership style as a driving force of perceived
empowerment and affect leading to OE was explored on an
organizational level of analysis. The relationship between
the predictors (transformational and transactional
leadership style) and the criteria (OE and the subscales of
HP, PA and SQ) were examined. No significant correlations
were found between the OE subscales and transformational
style. However, significant correlations were found
between transactional style and high performance (r = .55,
P < .05) and transactional style and service quality (r =
.52, p < .05).

The mediation model of empowerment on the relationship
between transactional style and OE was tested using using
Baron and Kenny’s procedures (1986). The multiple
correlation coefficient indicated a significant positive
correlation between transactional style and OE, R = .53, p

< .05 (B = .392). If empowerment is a mediator the
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regression weight for leadership should be smaller when
empowerment is partialled out suggesting an indirect
effect. The multiple correlation coefficient indicated a
significant positive correlation between the predictor
(transactional style) and the mediator (empowerment), R =
.54, p < .05. The relationship between the mediator and the
criterion (OE) was also examined with significant results,
R= .63, p< .01. The meeting of all three requirements
allowed for further examination of empowerment as a
mediator of the relationship between transactional style
and OE.

A hierarchical multiple regression was conducted to
further test the mediating model. Empowerment was entered
into the equation followed by transactional style. Table 10
provides the results showing that empowerment is a mediator
of transactional style and OE. Hypothesis 4 was supported
because after empowerment was partialled out of the
equation there was not a significant relationship between
transactional style and OE.

Mediation of empowerment with OE subscales. Further
analysis of the model replacing OE with the individual OE
subscales as the criterion was performed. Results showed
that empowerment acted as a mediator of only high

performance and service quality in addition to overall OE.
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Table 10

Summary of Hierarchical Regression Analysis for Empowerment

as a Mediator of Transactional Style and OB

Block Statistics Variable Statistics
R ADJ R?
Block Variable R R R CHG Dt F B SE B 13 t P
1 Empowerment .632 .399 .357 .399 1,14 9.314 .58% .295 .486 3.05 .009
Empowverment
2 .585 .295 .486 1.98 .069
Transactional

Style .671 .450 .365 .051 1,13 5.320 .197 .181 .268 1.09 .295

Mediation was not evident on the relationship between
transactional style and public accountability. No effect
was found between the IV (transactional style) and the DV
(public accountability) failing to meet Condition 2 of
Baron and Kenny’'s (1986) procedure. Therefore, no further
analysis was performed with the OE subscale of public
accountability.

Baron and Kenny’'s (1986) procedure was followed to test
the mediating models on an organizational level of
analysis. First the relationship between the predictor
(transactional style) and the mediator (empowerment) was
exanmined by regressing the mediator on the predictor. The
multiple correlation coefficient indicated a significant

positive correlation R = .54, p < .05. The first
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requirement was met. Second, the relationship between the
predictor (transactional style) and the criterion (HP) was
examined. The multiple correlation coefficient indicated a
significant positive correlation R= .55, p < .05 (B =
.346) meeting the second requirement. Third, the
relationship between the mediator (empowerment) and the
criterion (HP) was examined. The multiple correlation
coefficient indicated a significant positive correlation R
= .52, p < .05 meeting the third requirement.

A hierarchical multiple regression was conducted to
further test the mediating model. Empowerment was entered
into the equation followed by leadership style. Table 11
illustrates the results showing that empowerment did
mediate the relationship between transactional style and
high performance. Hypothesis 4 was supported because after
empowerment was partialled out of the equation the
relationship between transactional style and HP was no
longer significant.

Baron and Kenny’'s (1986) procedure was followed to test
the mediating model with service quality. First the
relationship between the predictor (transactional style)
and the mediator (empowerment) was examined. The multiple
correlation coefficient indicated a significant positive
correlation R = .54, p < .05. The first requirement was
met. Second, the relationship between the predictor

(transactional style) and the criterion (SQ) was examined.
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Table 11

Summary of Hierarchical Regression Analysis for Empowerment

as a Mediator of Transactional Style and High Performance

Block Statistics Variable Statistics
. ADJ R?
Block Variable R R R: CHG Df F B SE B i t p
1 Empowerment .526 .276 .228 .276 1. 14 5.349 .533 .230 .526 2.31 .036
raent
2 Expowe 320 .260 .316 1.21  .246
Transactional

Style .617 .381 .286 .104 1,13 2.193 239 161 .385 1.48 .163

The multiple correlation coefficient indicated a
significant positive correlation R = .52, p< .05 (B =
.346) meeting the second requirement. Third, the
relationship between the mediator (empowerment) and the
criterion (SQ) was examined. The multiple correlation
coefficient indicated a significant positive correlation R
= .60, p < .05 meeting the third requirement.

A hierarchical multiple regression was conducted to
further test the mediating model. Empowerment was entered
into the equation followed by leadership style. Table 12
illustrates the results showing that empowerment is a
mediator of transactional style and SQ. Hypothesis 4 was
supported because after empowerment was partialled out of
the equation the relationship between transactional style

and SQ was no longer significant.
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Bypothesis 4 (affect). The contribution of leadership
style as a driving force of affect leading to OE was also
studied on an organizational level of analysis. Mediation
was not established due to the fact that all of Baron and
Kenny’'s (1986) conditions for testing were not met. Because

affect failed to meet Conditions 1 and 3 it was concluded

Table 12

Summary of Hierarchical Regression Analysis for Empowerment

as a Mediator of Transactional Style and Service Quality

Block Statistics Variable Statistics
. ADJ R®
Block Variable R R R: CHG o} 4 F B SE B i t p
1 Empovermsent .602 .362 .317 .362 1,14 7.952 .881 .312 .602 2.82 .041
Empovernent
. 659 .369 .450 1.78 .098

Transactional
Style .646 .417 .327 055 1,13 4.647 .250 .226 .279 1.10 .290

that no mediation was evident on the relationship between
leadership style and OE. H4 is only partially supported
because affect was not found to mediate the relationship
between transactional style and OE.

The mediator model was also tested replacing affect
with positive affect and negative affect following the same
procedure. Results also showed that all of Baron and

Kenny’'s (1986) conditions for testing were not met to
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establish mediation. Positive affect failed to meet
Condition 3 when using HP and SQ as criterion. Therefore it
was concluded that no mediation is evident on the
relationship between transactional leadership and high
performance and service quality. There is a direct link
between transactional style and HP and SQ.

No mediation was evident between transactional style
and public accountability because positive affect failed to
meet Conditions 2 and 3 when using public accountability as
the criterion.

Negative affect failed to meet Conditions 1 and 3 with
all of the OE subscales (HP, PA, and SQ). Therefore it was
concluded that no mediation is evident on the relationship
between transactional leadership and any of the OE
subscales.

Results show that neither positive affect nor negative
affect was found to mediate transactional style and OE.
Furthermore, neither positive affect nor negative affect
was found to mediate the relationship between transactional

style and any of the OE subscales.

Supplemental Analysis

Examination of the individual components of OE:
Hypothesis 2 (organizational). The current study tested the
relationship of empowerment and OE with two leadership

styles. To further test this model, interactions were used
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to further assess the moderating effects of leadership
style on empowerment and the individual OE subscales (high
performance, public accountability and service quality) at
the organizational (aggregate) level of analysis.

Transformational Leadership Style. Hierarchical
regressions were performed using empowerment and the
leadership styles as predictors and each OE subscale (HP,
PA, SQ) as the criterion variable. Results showed that
transformational style is only significantly related to the
subscale of service quality organizationally.

The hierarchical regression using empowerment and
transformational style as predictors and SQ as the
criterion variable showed that Step 1 (empowerment with
transformational style) was significant, R? = .36, adjusted
R? = .26, F (2,13) = 3.69, p = .054. The regression
equation for Step 2 (the interaction term of empowerment
and transformational style) was also significant, R? change
= .193, F (1,12) = 5.21, p > .04. Transformational style
was established as a moderator of the constructs of
empowerment and service quality in addition to the overall
OE scale as evidenced by the significant findings in Step

2.
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Transactional Leadership Style. The hierarchical
regressions performed using empowerment and transactional
style as predictors and each individual subscale of OE as
the criterion variable indicate that transactional style is
not a moderator of the individual OE subscales. The
pattern used for transformational style with each subscale
was repeated replacing transformational style with
transactional style.

Examination of the individual components of OE:
Hypothesis 2 (individual). Interactions were used to
further assess the moderating effects of leadership style
on empowerment and the individual OE subscales at the
individual level of analysis. The Pearson product-moment
correlation coefficient relationships for the leadership
styles and the individual OE subscales are illustrated in
Table 13. Significant correlations were found between the
individual OE subscales and both leadership styles.

Transformational Leadership Style. A hierarchical
regression at the individual level of analysis was
performed using empowerment and transformational style as
predictors and high performance as the criterion variable.
In Step 1, the division/region variance was partialled from

HP by dummy coding the variable. 1In Step 2, empowerment
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Table 13

Correlation Matrix of Hypothesis 2 (N = 225)

Variables Entered 1 2 3 4 5

1. Transformational

2. Transactional .82+
3. High .33e¢ .31
Performance
4. Public .32 .35 Tl
Accountability
S. Service .33 .34 YA LTl
Quality
6. OFE .37er .38+ .88 .90 .89%¢
**p < .01.

and transformational style were entered. 1In Step 3, the
interaction term of empowerment and transformational style
was entered. This pattern was repeated for all OE subscales
(EP, PA, SQ).

Individual analysis results indicate that the
interaction term of empowerment and transformational style
was not significantly related to any of the individual OE
subscales. Transformational style does not appear to be a
moderator of the subscales of high performance, public

accountability or service quality.
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Transactional Leadership Style. A hierarchical
regression at the individual level of analysis was
performed using empowerment and transactional style as
predictors and each OE subscale as the criterion variable.
The pattern used for transformational style with each
subscale was repeated replacing transformational style with
transactional style. Individual results indicate that
transactional style is a moderator of the OE subscale of
public accountability in addition to the overall OE scale.

The hierarchical regression at the individual level of
analysis using empowerment and transactional style as
predictors and public accountability as the criterion
variable shows that Step 1 (division/region) was
significant, R? = .18, adjusted R’ = .12, F (15,205) =
3.17, p < .01. The regression equation for Step 2
(empowerment and transactional style) was significant, R? =
.35, adjusted R’ = .30, F (2,203) = 26.87, p < .01. The
regression equation for Step 3 (the interaction term of
transactional style and empowerment) did predict
significantly over and above the empowerment and
transactional style variables, R’ change = .014, F (1,202)
= 4.52, p < .04. In individual analysis transactional style

was established as a moderator of the two constructs
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because of the significant finding in Step 3.

OE Contributors (organizational). A stepwise
regression was performed to further test the variables
contributing to OE using empowerment, transformational
style, transactional style and positive affect as predictor
variables and OE as the criterion variable. Results
indicate that the two leadership styles are highly
correlated (transactional and transformational), r (15) =
.91, p < .01. If a leader is perceived as transformational
he/she is also a perceived as a contingent reward leader
because the two styles are highly correlated. The
relationship between the predictor variables and the
criterion was significant, R? = .62, adjusted R? = .48, F
(4,11) = 4.52, p > .02. The standardized regression
weights for empowerment, transformational style, and
transactional style were significant, Beta = .74, p < .01,
Beta = -1.14, p < .04, Beta = 1.26, p < .03. Positive
affect is the only predictor variable that did not have a
significant weight in the equation.

To further study the contributing variables to OE, a
stepwise regression was performed without positive affect.
The relationship between the remaining predictor variables

and the criterion was highly significant, R? = .61,
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adjusted R> = .51, F (3,12) = 6.29, p < .01. These
predictors are also significantly related to the individual
OE subscales: high performance, R’ = .44, adjusted R’ =
.30, F (3,12) = 3.29, p = .06; public accountability, R? =
.48, adjusted R? = .35, F (3,12) = 3.69, p = .04; service
quality, R’ = .61, adjusted R? = .51, F (3,12) = 6.38, p <
.01.

A hierarchical regression was performed using
empowerment, transformational style, transactional style
and positive affect as predictors and each individual OE
subscale as the criterion. Results indicate that
empowerment is the only variable that is significantly
related to each subscale and the main contributor of the
variance. In Step 1, empowerment was entered. 1In Step 2,
positive affect was entered. In Step 3, transformational
style was entered. In Step 4, transactional style was
entered. In the overall model, empowerment was the only
variable that accounted for a significant amount of
variance. The results for high performance were, R’ = .27,

adjusted R? = .22, F (1,14) = 5.34, p = .03; public

accountability, R? = .34, adjusted R? = .29, F (1,14)
7.23, p = .01; service quality, R’ = .36, adjusted R? =

.31, F (1,14) = 7.95, p = .01. Empowerment seems to be a
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key contributor to OE and its subscales over and above
leadership style.

Anova and post hoc tests of study variables. A one-way
analysis of variance was conducted to evaluate the
relationship between leaders (both division and region) and
each study variable (empowerment, OE, transformational
leadership style, transactional leadership style, PA, NA,
affect). The independent variable of leader included 15
levels representing the leader of each division and region.
The dependent variables were the study variables

identified. The analysis of variance was only significant

for the study variables of OE, F (15, 207) = 2.32, p £ .01;
transformational style, F (15, 208) = 2.05, p =2 .01; and

transactional style, F (15, 206)= 2.44, p < .01. The
leader factor accounted for approximately 13% of the

variance for the variables of OE (n?=.14), transformational

style (n?*=.12) and transactional style (n?=.15). ANOVA

descriptive statistics for all study variables are shown in
Appendix J.

Follow-up tests were conducted to evaluate pairwise
differences among the means of each of the significant
study variables (CE, transformational style, and
transactional style). Comparisons among means were made
using the Tukey procedure, which assumes homogeneity of

variances for the groups compared. For all comparisons
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made the Levene test for homogeneity of variances revealed
that the assumption was satisfied.

For OE, there were significant differences in the
means of the Leader 4 group and the Leader 14 group. The
mean difference between Leader 4 and Leader 14 was -1.07, p

= .02. The Leader 4 group showed less OE in comparison to
the Leader 14 group.

For comparisons of transactional style, there were
significant differences in the means of the Leader 10 group
and the Leader 16 group. The mean difference between
Leader 10 and Leader 16 was 1.55, p = .03. The Leader 16
group showed less OE in comparison to the Leader 10 group.
The Tukey test failed to reveal differences between
individual leaders for the transformational style
comparisons.

Sobel test in mediation analysis: Testing H4 results.
The results of H4 showed that empowerment was a mediator of
transactional style and OE, high performance (HP) and
service quality (SQ). To conclusively establish mediation
a significance test for the direct effect of the IV on the
DV via the mediator was conducted using Baron and Kenny’'s
(1986) modified version of the test originally proposed by
Sobel (1982) . The test “requires the standard error of a or

S, (vhich equals a/t, where t, is the t test of coefficient
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a) and the standard error of b or S,. The standard error
of ab can be shown to equal approximately the square root
of (S.?Sp? + b?S,? + a?5,?) and so under the null hypothesis

that ab equals zero, the following

‘b/\ s.zsbz + bzs'z + .2sz

is approximately distributed as Z” (Kenny, Kashy & Bolger,
1998, p. 260). The path from the independent variable to
the mediator is denoted as a and the path from the mediator
to the dependent variable is denoted as b. Using Baron and
Kenny’'s modification of the Sobel test for the DV of OE,
the reduction due to empowerment is statistically
significant (Z = 1.92, p = .03). The test for the DV of HP
also showed that the reduction due to empowerment is
statistically significant (2 =1.70, p= .04). The
reduction due to empowerment, using SQ as the DV, was also
statistically significant (2 = 1.84, p = .04).

Shared method/source variance: Testing H1 results. To
validate the results found for hypothesis 1 that there is a
significant correlation between empowerment and OE, r (15)
= .63, p< .01, a split file analysis of the data was

conducted. The individual data set (N=225) was divided
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into two files. The first file was created by randoamly
selecting 112 cases out of 225 through SPSS. The second
file consisted of the remaining unselected cases. Each
data file was aggregated at the organizational level
(division, region) by averaging the individual scores of
empowerment and OE within each division/region. Each
variable was centered by subtracting the mean before
multiplying. The correlation coefficient was calculated
for empowerment and OE at each division/region as the unit
of analysis (N=16). The OE cases of the second file were
deleted and replaced with the OE cases from the first file
so that the empowerment data corresponded to one set of
participants and the OE data corresponded to a different
set of participants. Results showed that there was a
significant positive correlation on an aggregate level of
analysis between empowerment and OE using split file
analysis, r (15)= .52, p < .05. The significant
correlation, while lower, shows a good degree of
confirmation that the results of the study are not due to

shared method/source variance.
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CHAPTER V

DISCUSSION

This study addressed five major issues: (a) the effect
of empowerment on organizational effectiveness, (b) the
moderating effects of leadership style on the empowerment-
OE relationship, (c) the impact of affect on performance-
relevant organizational behavior, (d) the differences in
results between aggregate and individual level analysis,
and (e) the driving force of leadership style. The
following sections provide a summary of the findings of

this study.

The Effect of Empowerment on Organizational Effectiveness
As stated in Chapter I, the primary goal of the study
was to provide additional understanding of what the
practice of empowerment brings to a governmental
organization in terms of effectiveness. Past researchers
have found a positive relationship between empowerment and
OE in a variety of settings from insurance companies to
non-profit organizations (Kanter, 1983, 1984; Kouzes &
Posner, 1987; McCelland, 1975; Vandenberg, 1996). This
study tested the relationship in a federal government

setting with equivalent results. There was a significant
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positive correlation between empowerment perceived by
employees and perceived organizational effectiveness as
reported by the government agency under study. Hypothesis
I was confirmed. The perception of empowerment was found
to be significantly related to OE. The more empowered
employees perceived themselves to be the greater the level
of effectiveness reported by the organization. The result
was shown at both aggregate (organizational) and individual
(employee) level analysis.

Empowerment had a significant positive relationship
with each key result area of OE (high performance, public
accountability, and service quality), as defined by the
government organization. This result supports Kanter's
(1984) premise that participation is deeply connected to
all aspects of an organization’s capacities for effective
performance. The greater the empowerment the higher the
level of performance, public accountability and service

quality.

Leadership Style as a Moderator

It was hypothesized that the relationship between
empowerment and OE would vary as a function of leadership
style. It was proposed that both leadership styles would
show as moderators and specifically that a stronger
relationship between empowerment and OE would result from

transformational leadership rather than transactional
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leadership. Past research has indicated that organizations
led by transformational leaders have been significantly
more effective than those led by transactional leaders
(Bass & Avolio, 1994). While this finding suggests that
transformational leadership would itself be related to
effectiveness; the current study found that leadership
style is a moderator of the relationship between
empowernent and OE at different levels of analysis.

Organizational level results indicate that
transformational style does moderate the empowerment-OE
relationship and that transactional style does not. The
transformational interaction term accounted for over 50% of
the variance in OE suggesting that the combination of the
transformational leader and empowerment are important
factors in organizational effectiveness. This finding is
consistent with past research. However, individual analysis
of Hypothesis 2 found transactional style to be the
moderator of the empowerment-OE relationship. Hypothesis 2
was not fully supported because both leadership styles were
not consistent significant moderators, at each level of
analysis, as proposed in this study.

It appears that some variables have effects at the
organizational level and some have effects at the
individual level. The findings lend support to
Klein et al.’s (1994), account that:

When data do not conform to the level of the theory,
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analysis and interpretation of the data in accordance

with the level of theory invites erroneous conclusions

(Robinson, 1950). If the results are significant, a

researcher may conclude that his or her theory is

supported, when in fact the data, in their entirety, do

not support the predicted level of theory. (p. 12)

The results of this study indicate that transformational
leadership affects organizations and transactional
leadership affects individuals. The results of this study
show that both leadership styles interacted with
empowerment to affect OE but that the interaction was
dependent on the level of analysis used. Each style seems
to have an impact at one level of analysis and not another.
This finding suggests that on an individual level the
transactional contingent reward interplay between leader
and employee may be more significant in obtaining results.
But the cumulative striving of such results is seen as a
collective response to leaders inspiring a shared vision
and direction. In other words, transaction is transformed
organizationally.

In assessing if there was a stronger relationship
between empowerment and OE as a result of transformational
rather than transactional leadership it was found that
transformational style was a moderator at the
organizational level. But that transactional style made

the relationship stronger on an individual level. Also,
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results did not show a significant correlation between
transformational style and OE organizationally. This
finding suggests that at an organizational level of
analysis, the reason transformational style does not
correlate with OF is that it is interacting with
empowerment. It does not mean that the correlation between
transformational style and OE does not exist it just does
not show up because it is masked by the interaction with
empowerment. Therefore, organizationally even though there
is a significant correlation between transactional style
and OE it does not mean that transactional style is more
important than transformational style. Transformational
style is important because it interacts with empowerment to
increase OCE.

However, when analyzed on an individual level both
leadership styles had an equally positive significant
correlation with OE but only transactional style was shown
to be a moderator of the empowerment-OE relationship. One
style, over another, does not result in higher levels of
effectiveness. Individually, higher levels of OE can be
attributed to both high levels of transformational and
transactional style. Moreover, transactional style is
important individually because it is the style that
interacts with empowerment to increase OE. The second part
of Hypothesis 2 that a stronger relationship between

empowerment and OE would result from transformational style
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was not supported. Results indicate that higher levels of
OE are not just the result of higher levels of
transformational style as proposed. This finding further
illustrates the organizational finding discussed above that
one style alcne does not ensure results.

The finding also follows in that both styles were
highly correlated in the current study at both an
individual and organizational level of analyses. The
results add support to Bass’ statement that
transformational leaders can be both directive and
participative depending on the requirements of followers
and context (Bass, 1990). It also adds support to studies
that suggest that managers that integrate both a
transformational and transactional style have more
effective staff (Alimo-Metcalf, 1996). Reality is that
leaders must interact with employees on a one-on-one level
in order to communicate work assignments and achieve the
products that must be produced on a day to day basis in
order to meet organizational goals. The findings suggest
that the impact on how people are influenced is an
important consideration (Hersey, 1992) when promoting or
integrating styles of leadership within an organization.

Conceptually, there seemed to be a foundation of both
leadership styles within the organization under study. But
the individual building blocks (per se) of OE lay in

transactional leadership; meaning employees engaged in
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everyday task accomplishment to meet goals. However, at an
organizational level these individual efforts, or building
blocks, present themselves more as transformational rather

than transactional (see Figure 6) .

Transtormationa

Lask accomplishment

Figure 6: Graphic Representation of H2 Results.

The explanation for this could lie in previous research
(Dockstader, 1997; Miller, 1991; Miller & Droge, 1986) that
suggests that the key role of leadership is in making
decisions that create an alignment across an organization.
The results add support to Ostroff’'s (1993) premise that
the individual differences found at individual levels of
analysis are brought into such close relationship in
aggregate as to obscure individual differences. Average

scores may more reliably represent an organization'’s
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characteristics across individuals rather than through
single individual scores. The performance of employees at
lower levels of an organization come together to ensure
behavior and effectiveness at higher levels of the
organization. The results of this study add support for
the method of study proposed by Schneider (1996) in which
the study of the behavior of the organization is a
correlate of the people in the organization. The
indication here is that organizations should be cognizant
of the value of different leadership styles and not promote
or stifle one over the other in pursuing organizational
effectiveness.

In both levels of analysis, results showed empowerment
to be the most consistent predictor of OE. These results
reaffirm the importance of empowerment in organizational
effectiveness found in Hl. The results support past
findings that assert empowerment as a principal component
of OE (Kanter, 1983; McClelland, 1975). The findings also
suggest that there is a rationale for government agencies
to advocate the use of empowerment as a method to help
accomplish results.

Supplemental organizational analysis of the primary
model using the individual subscales of OE as the criterion
showed that transformational style was the moderator of the
relationship between empowerment and service quality. The

results indicate that transformational style effects
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service quality. Transformational style seems to contribute
to OE by making employees more service oriented due to the
possible influence of the leader’s Four "“I” qualities.
Organizationally, the Four “I's” perceived by employees
work to inspire a commitment to goals and a shared vision.
The organizational results follow in that as any government
entity the organization exists to serve the public.
Transactional style did not moderate the relationship using
the individual OE subscales reiterating the results found
with the primary empowerment-OE model.

Individual level analysis with the division/region
variance partialled out also mirrored the primary model
results. Transformational style was not found to moderate
the relationship with any of the OE subscales but
transactional style did. The moderating influence of
transactional style is primarily due to the contribution of
the public accountability subscale. The results suggest
that certain components of OE are more relevant compared to
others when interacting with empowerment and leadership
style. Individually, transactional style seems to impact
the organization in terms of reinforcing each employee’'s
role or contribution within the organization as
accountable. This finding also demonstrates the importance
of identifying all the components of organizational
effectiveness within an organization. Identifying all

components may facilitate organizations in making better
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decisions in manipulating factors within the workforce.
For instance, if the organization under study chose to try
and increase their level of performance, leadership style
would not be a means to achieve this goal since the
individual results indicate that leadership style does not

moderate the empowerment-HP relationship.

The Impact of Affect on Performance-relevant Organizational
Behavior

Results showed that positive affect and negative affect
were inversely related. However, they were also tested as
a single dimension to assess any differences that may have
contributed to the research in this area.

It was hypothesized that a relationship between
empowerment and OE would exist even after affect was
partialled out. If affect had been found to be a mediator
then empowerment could have been said to be more of a
feeling associated with empowerment and not other aspects
of empowerment like meaning, choice, impact and competence.
Stated another way, empowerment would change feeling and
feelings would change effectiveness. However, affect was
not found to be a mediator of empowerment and OE.
Therefore, empowerment does not just hinge on the feeling
behind it; empowerment has to do with aspects other than
affect. Furthermore, results showed that the empowerment-

OE relationship was not a product of shared variance.
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Because even after the variance of affect is partialled out
a significant relationship between empowerment and OE still
exists. The results suggest that there is more to
empowerment and OE than just how people feel.

In this study affect was used to control for the
response bias that people with a positive outlook give
positive results and negative people respond negatively.
This study adds to the research on how affective
disposition impacts performance-relevant organizational
behavior. Prior research has found that affective states
can influence a variety of performance-related outcomes
such as judgements, attitudinal responses and risk taking
(Brief & Weiss, 2002). However, this study establishes
that affective states do not influence organizational
effectiveness outcomes. Affective disposition (affect, PA,
NA) does not mediate the relationship between empowerment
and OE. This could mean that all the years and money spent
on keeping employees happy really may have had no bearing
on the bottom line of effectiveness.

Additionally, Hypothesis 3b was not confirmed because
affect was not found to moderate the relationship between
empowerment and OE. The interaction of empowerment and
affect was not significant for OE. Affective states may
impact performance-relevant organizational behavior but not
as a moderator of the empowerment-OE relationship. This

finding adds to the premise that empowerment is more about
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what leaders do and not just how they make people feel.

Differences in Results Between Aggregate and Individual
Level Analysis

Past research (Bowen & Lawler, 1992) has found it
difficult to assess the results of effectiveness because of
the analytical differences in thinking between managers and
researchers. Managers have tended to focus on
organizational behavior while researchers have focused on
individual-level criteria (Schneider, 1996). To better
understand and predict organizational effectiveness, the
results were analyzed both in aggregate (organizationally)
and individually.

The results show some similarities and differences
between analyses:

1. The results of Hl demonstrate that the significant
relationship between empowerment and OE is applicable in
both aggregate and individual level analysis.

2. The results of H2 show contrasting results between
the two analyses. Aggregate analysis showed
transformational style as a moderator while individual
analysis showed transactional style as the moderator of the
OE-empowerment relationship.

3. Also, significant correlation coefficients were
found between OE and each style. Higher levels of OE

resulted from higher levels of a particular style dependent
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on the level of analysis used.

4. Supplemental analysis of H2 using the individual OE
subscales mirrored the results found in paragraph 3 above.
Organizationally, the interaction term of empowerment and
transformational style was significant with service
quality. While individually, transactional style was found
to moderate public accountability.

The disparity of results between analyses found in this
study is supportive of the argument proposed by Schneider
(1996) that the lack of clarity in the link between
individual differences and OE may be a consequence of the
disparity between the individual and the organizational
focus. The results also provide support for Schneider'’s
(1996) statement that organizations adopting practices,
such as empowerment, find it difficult to assess results
concerning effectiveness due to the differences in thinking
by managers and researchers with respect to analysis.

The difference in results does not mean that one set
of results is wrong and the other right. What the
difference in results suggests is that it is important to
collect and analyze data at the same level as the theory or
the outcome of interest as proposed by Klein, Dansereau,
and Hall (1994) since, as illustrated in the findings
differences do exist between levels of analysis. According
to Ostroff (1993) “Studies using aggregated data to

represent organizational characteristics have often shown
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stronger correlations at the organizational level compared
with the individual level” (p. 1). Hypothesis 1 seems to
generate results consistent with homology since the
relationship between the two variables is the same at both
levels of analysis indicating similar processes operating

in the relationship (Ostroff, 1993).

The Driving Force of Leadership Style

Hypothesis 4 stated that the relationship between
leadership style and OE would be mediated by empowerment
and affect. While a direct link between leadership style
and OE was found with affect indirect effects were found in
the case of empowerment. To study the role of leadership
style as a driving force within an organization,
statistical tests were performed using leadership style as
the predictor and OE and as the criterion. The variables
of empowerment, affect, positive affect and negative affect
were tested to assess their roles as mediators of the
leadership style-OE relationship.

Results indicate that empowerment was found to mediate
the relationship between leadership style and OE. Results
also showed that empowerment was also a mediator of
transactional leadership and the OE subscales of high
performance and service quality. The results indicate that
the presence of empowerment is necessary for a relationship

to exist between transactional style and OE, and
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transactional style and the subscales of high performance
and service quality. This finding provides support for
previous research asserting that empowerment is only a part
of the puzzle in relation to OE (Zimmerman, in press).

These results were analyzed on an organizational level
only and show that transactional style is a driving force
in OE when paired with empowerment. Results reinforce the
significance of the contingent reward interplay between
employees, at least organizationally, in achieving results.
The finding contradicts the widespread movement of
primarily using transformational leadership to achieve
results. There is still something to be said for plain old
task accomplishment and contingent rewards within today’s
organizations.

Further analysis of each of the contributors of OE
(empowerment, leadership style, and positive affect) used
in this study showed that all but positive affect were
significantly related to OE and its subscales. Both
leadership styles were highly correlated indicating an
overlap in the outcome perception of both styles. However,
overall, empowerment was found to be the most consistent
factor in OE and its subscales suggesting that empowerment

may be a stronger driving force than leadership style in

CE.
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Summary

The current study does establish the relationship
between empowerment and OE within a government setting.
The moderating role of leadership style seems to vary
depending on the level of analysis performed thus
emphasizing a need to go beyond an individual unit of
analysis when predicting OE. The current study also
provided no support for the impact of affect as a mediator
within the empowerment-OE and leadership style-OE
relationships. Organizational effectiveness seems to be
attributed to more than the way people feel. The benefit
of empowerment was demonstrated in relation to
transactional style and OE. Empowerment bridges the gap
between transactional leadership and OE. Empowerment was
also shown to be a more consistent driving force to OE than

leadership style.

Limitations of the Study

This study was designed to assess the performance of
the government organization under study but as with any
applied research, there are limitations that merit mention.
First of all, because only one organization was studied
generalizability is limited. It is difficult to state
whether the results hold true across other organizational
settings and time without additional research using a

variety of sites and a longer period of time. In addition,
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the study assessed employee’s perceptions and objective
organizational performance factors were not measured.

Another limitation is the lack of a consistent
ocbjective measure of organizational effectiveness.
Although conceptually OE is the degree to which
organizations achieve their goals there is a lack of
agreement amongst researchers as to what constitutes a
valid measure of OE (Ostroff, 1992). Because of this the
measure of OE used in this study is another product of an
arbitrary orgarizational model judging effectiveness in its
own way.

Social desirability may have also been a limitation.
Even though confidentiality was assured, there is a
possibility of response bias based on the expectations of
effectiveness rather than actual levels since in some
instances managers, managers rather than the author,
collected the data at locations outside of the District of

Columbia.

Suggestions for Future Research

Following from the limitations of this study, future
research should improve on the study by having multiple
test administrations, using consistent objective
effectiveness measures and taking into account the social
desirability factor in test administration. It would also

be beneficial to further examine the components of each
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leadership style with OE.

Future research should also include personality
variables. Some employees may be more receptive to certain
leadership styles thus contributing to OE. Personality
variables may serve as moderators in the empowerment-OE
relationship. As noted previously, for the purposes of
generalizability the findings should be replicated across
various governmental settings and across different

populations.

Conclusions and Implications for Practice

The results found in this study have important
implications for all types of organizations, including
governmental settings. Since significant relationships
were found between empowerment and effectiveness many
businesses have tried to promote empowerment in their
workforce, including government agencies, in the hopes of
reaping the rewards of increased productivity and
effectiveness. This study establishes the practice of
empowerment to be a valid technique to promote perceived
organizational effectiveness within a government setting.
This finding suggests that even bureaucratic organizations
may benefit from the process.

The study contributes to the understanding of
leadership style as an important part of empowerment and

effectiveness. The findings provide additional
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understanding of the link between empowerment and
leadership styles. The study indicates that both styles of
leadership, depending on the method of analysis, co-exist
at one point in time with empowerment resulting in
organizational effectiveness.

The study’s implication is that organizations and
researchers alike need to be cognizant of the level of
analyses used to support their objectives. Aggregate and
individual level analyses were found to result in disparate
findings. Therefore, if organizations were interested in
looking at the overall functioning of an organization,
aggregate level analysis would probably be the best
approach to capture organizational results. Individual
level differences exist among employees but overall
organizational results tend to be more important in helping
organizations make widespread decisions affecting the
entire workforce.

It appears that both leadership styles studied can co-
exist with and possibly facilitate the empowerment-OE
relationship. However, there is no direct evidence that
either style directly results in empowerment, despite the
general contention that transformational leaders tend to
empower their subordinates as a part of their leadership
style.

According to Bass (1990) transformational leaders can

be both directive and participate depending on the
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requirements of the followers and context. This may
explain the high correlation between the two styles found
in this study. The findings also add support to the
conclusions drawn by Hersey (1992) that “In evaluating
leadership attempts, consideration needs to be given to the
impact on the people being influenced” (p. 18). Here
Hersey refers to what followers need from their leaders and
their ability to perform without a lot of structure and
guidance. Therefore, a follower’s ability to perform may
be related to whether they feel empowered by the leadership
style of their leader. A combination of styles may be more
prudent to satisfy both individual and organizational
outcomes.

Notwithstanding the contributions of leadership,
perceived empowerment remained a consistent contributor to
OE suggesting that organizations should focus on promoting
empowerment in as many ways possible. Empowerment is not
static but a complicated process with many components and
should be tailored to an organization’s particular
structure. This may be why organizations do not always
obtain the results promised from off-the-shelf
applications.

Another key finding of this study, with a significant
implication for organizations is the impact, or lack of
impact, of affect. Little research has been done on how

dispositional affect influences various outcomes. In
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adding to the research, this study suggests that on an
organizational level, affect is not a source of shared
variance or a significant factor in organizational
effectiveness.

Affect (including PA) was neither a mediator nor
moderator of the empowerment-OE relationship. Whether
employees perceive, or approach situations positively or
negatively does not seem to hinder the overall
effectiveness of an organization. This finding does not
add support to Hersey’'s (1992) premise that effectiveness
has to do with people’s attitudes about performing the
work. This is an important concept when through the years
organizations have invested many resources to keeping
employees happy in the hopes of better results. This study
implies that, at least in the empowerment-OE framework,
organizational efforts could be focused in other areas
instead of promoting positive affective disposition. This
finding also reinforces the premise that empowerment is
more of what managers do and not just how people feel.

This study also found that transactional leadership is
a driving force to organizational effectiveness when paired
with empowerment. This finding implies that leadership,
other than transformational, when paired with empowerment
can have a great impact in the level of effectiveness
experienced by an organization. Leadership is an important

driving force within an organization but not the only one.

Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.



Empowerment, Effectiveness & Leadership ll?

Organizationally, the driving force of transactional
leadership was found to be the significant contributor to
OE in the government setting under study. This finding
maintains the importance of empowerment and tailoring
efforts to the type of organizational setting that exists

to achieve desired results.
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Appendix A

CONSENT AGREEMENT

The Effect of Empowerment on Organizational Effectiveness Moderated by
Leadership Style: An Applied Assessment

You are being asked to participate in a research study. To fully
understand your involvement, please read the following and ask any
questions necessary.

INVESTIGATOR
Isabel Perez, M.A., (202) 693-3160
Richard Sorenson, Ph.D., Dissertation Chair, (858) 623-2777

PURPOSE OF THE RESEARCH

Isabel Perez 1s conducting a research project investigating the
different factors and effects contributing to organizational
effectiveness. Existing research has shown that several factors
independently impact the effectiveness of an organization. The current
project atteapts to assess the contribution of several factors together
to determine how they interact in a working environment.

PARTICIPATION: PROCEDURE, DURATION & NUMBER OF PARTICIPANTS

Should you agree to participate in this study, you will be asked to
£ill out four surveys. Your participation in the project will last
about 25 minutes. Approximately 340 participants will be involved in
this study.

BENEFITS AND RISKS

The risk of harm anticipated in answering the survey questions are not
greater than that encountered during the performance of routine
psychological examinations or tests. No personal benefits will be
gained from participating in the research study other than contributing
to further research in the area of organizational effectiveness.

CONFIDENTIALITY

The study 1s anonymous and confidential. Any information that
could identify you will be kept confidential. If you would like a copy
of the results please check the appropriate box and enter the contact
information requested on the demographic survey page.

indicate my willingness for my responses to these questions to
be used in this organizational effectiveness research project by
checking this box

I indicate that I do not wish to participate in this research
project by checking this box
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SUBJECTS BILL OF RIGHTS

As a participant in a research study, you have certain
rights and responsibilities. It is important that you fully
understand the nature and purpose of the research and that your
consent be offered willingly and with complete understanding.
To aid in your understanding, you have the following specific
rights:

1. To be informed of the nature and purpose of the research in

which you are participating.
2. To be given an explanation of all procedures to be followed.

3. To be given an opportunity and encouraged to ask any questions
concerning the study or the procedures involved in this

research.

4. To be made aware that consent to participate in the research
may be withdrawn and that participation may be discontinues at

any time without adverse affect.

S. To be given a copy of the signed and dated written consent
form if requested.

To not be subjected to any element of force, fraud, deceit,
duress, coercion, or any influence in reaching your decision to

consent or to not consent to participate in the research.

If you have any questions or concerns please contact Isabel
Perez at (202) 693-3160 or Dr. Richard Sorenson at (858) 623-
2777.
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Appendix B
Work Orientation

Listed beiow are a number of onentations pecple can have with respec: to their work
roles Using the following scale piease indicate the extent 5 which you beileve each s
true with respect 10 your work role

1. Very Strongly Disagree 5. Agree

2. Strongly Disagree 4. Neither Agree nor 6. Strongly Agree
Disagree

3. Disagree 7. Very Strongly Agree

The work | aC s very :mportant 1o me

. have significant autonomy in determining how | € My ;08

‘ am confident about my ability to do my 100

My Job activities are personaily meaningful 1o me

My impoact on what happens ir my departmen: I1s .arge

. nave mastered the skills necessay for my 100

. carn Qecige or my own how 12 GG about doing My wark

. have a grea: deai of contro. over wnat nappens n my gdepartment:
The worx . 3¢ s meaningiu!

: am seif-assurec abou: my capabiity to perform my work

' nave significan? infiuence over what napoens (- my depanment

! nave consicerable opportunity for independence anc freedom in how | do
My 0D

Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.



Empowerment, Effectiveness & Leadership 138

APPENDIX C

LEADERSHIP SURVEY

Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.



Empowerment, Effectiveness & Leadership 139

Appendix C

_ m'nd garden

MLQ Multifactor Leadership Questionnaire
Rater Form (5x-Short)

Name of Leader Date

Organzation 1D # Leader ID &

This quest.onnarre Is to descnbe the ieadersnip style of the above-mentioned mndividuai as you
perceive it Please answer all tems on this answer sheet If an item is irrelevant, or if you are
unsure or do not know the answer, leave the answer blank. Piease answer this questionnaire
anonymously

INMPZRTANT (necessary ‘or processing) Which best describes you®

I am at a igher organizationa: level than the persor | am rating

The person ! am rating 's at my organizationai :evei

t am at a lower orgamzational level than the person | am rating .
| 0o not wish my organizational level to de known '

Forty-five aescnptive statements are isted or the foliowing pages Juage now freguenty each
statement fits the person you are gescrnbing
Use the following rating scale

Not at alt Once in awhile  Sometimes Fairly often Frequently, ‘
if not always :
o 1 2 3 4

THE PERSON | AM RATING

Prov:des me w!h assistance ~ exchange fo- my efzrg O
z Re-exa™ nes Criusal assumplions 10 quesicn wretne! they gre apgrce-.ate o4

i Faus i .ntefe-e LU DTOC!e™S DeCcome sencus N

H = 22USes aTentIr 0N rrejuianies Mmistakes excerions anc deviarsns from
s:ancaras < 2 3 4
< AL0idS Z@IT NG NVOive when (TpSTant ISsues arise o SR 4
6 Talxs about ther most impartant values anc peiefs G + 2 3 4
- is apsent when needed S 1 2 3 4
8 Seeks diffening perspectives when solving propiems ¢c *+ 2 3 4
v Talxs opamisucally about the future g ° 2 3 ¢4
) instlls prige in me for deing associated with rimvher c *+ 2 3 4
Diszusses 1~ specific terms whe :s respensidle ‘Cr achiev.ng per‘ormance targets " 2 3 4
12 Nats for thimgs tc GO wreng before aking acton 2 5 4
i Taks erthusiastically about wnat needs 0 De 3cTemoisnec <ot 2 3 4
it Spectes ne mporiance ¢f having a sircng sense of ourpose 23 4
.3 Spends ume teaching and coaching. . St 2 3 4
5T 95T 3y Sernart At Bass arc Bruce . Ao A GRS reserved Cortnues <>

e bomc by M Gagen ot 1660 \Woadsize Roac Sule 262 Recwood €y Satma 3408° 352 26+ 3803
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Not at af! Once in a while Sometimes Fairly often Frequently,
if not atways
0 1 2 3 4
l6.  Makes ciear what cne can expect 1o receive when performance geais are acheved 2 3 4
1T Snows that hessne 1s a firm benever i ¥ taintbroke dont o 3 0+ T 3 &
I8 Goes beyaond setf-interest ‘or the good of the grouc 2 23 2
‘B Treals me as ar ndivicudl rather than just as a3 memzer ¢! 3 groud ¢ v 4
2 Demonsirates :hat prodlems must decome cnronic befcre taking achcr L
21 AZts im ways that Juiucs Ty respect e
21 Corcentraes ~s/mer R attenton or deanrg wit™ Tisiaxes CITIans ants ‘auures O
o' Cens:iders ine Tora and #thica sorsecuences Z° @S 6:C s o i
23 Keeds racr 0* ar mista<es 4
2% Duspiays a sense cf scwe- ans corficerce P
26 Aruculates a compeiling vision of the future > 2
27 D.rects my attenton toward failures to meet stanaarss I
28 Avoids making decisions A
29 Consders me as havirg different neeas abibes anc asowatiors ToT ctners o
0. Gets me to lock at problems from many aitterent angies o
31 Hewss me 'z cevelop Ty strengths <2 s s
12 Suggests new ways 0f 00R.rg &! NOw (€ SCrDiete assigrments PR
33 Delays espencing i Lrgent suesuons . e L4
3+ Emphaszes tne o07ance Gf Naving 2 Sonectve sense 3¢ missiar ol
P30 Exoressas sats‘action wnet  Tee! exoeclalcns ool e
36 Expresses cenficence that goals wui be achevec St 2 s
17 Is effectve in meetirg my |Cb-related needs z 2 3 s
¥ Uses methocs of .eade-smp that a“e sausfyng o
39 Gets me to cc more thar | expected 1 ¢C 20T 2 3 4
10, s effechve ir representing me C higher autronity ¢ o234
<1 'Norks with me 1 3 satsfasicry way o2 4
<2, Regriens my gesre i succeec o2 s
43 s effecuve :n meelng OrganZaonal reGL remen's e s
44 Increases my wilirgress to try narcer oA
43 Leacs a group that s e‘fective P
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Appendix D
Demographic Information
1. Gender: (Please circle one)
a. Female

b. Male

t9

In which of these groups is your age?
_ Under 30

3004

o 6d

____6>orolder

What is the highest level or vears of school vou have completed?

o2

Highest level rcheck oner: high school _ college graduate school
Number of school vears_

4. Pay grade level
(GS):

Years ot service with the OW'S and its predecessor organizations’?

th

6.  What is vour race”
___ Black
__ White
_____Asian (or Pacific Islander)
___Native American Indian

Other (please specify)

O 1 would like a copy of the results.  Please send them to me at the tollowing (e)

mail address:

O [ do not want a copy of the results.
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Appendix E

Office of Workforce Securnity (OWS)-Specific Petformance Mcasures:
Development Process

O Res

rorreater aceoentab e tos Lt onie e meas e e Fompa t

In eosmonse = rae regqurement outhoed he Cronermmiens Portommuanog

£ 1003 Ll

Vderumestranon ot Departmens oo abor creared proetamm speditic hev peztormance med-ures tor me

e etfecir eness oo O

worktorce deveiopmwent sovcen However, i ordes o sales asse

LOPeUL L the gt

pertommance winm b DY porunonal WS spectic measures wili o det e

Questonnatre, that metiec he dutics and voals ot o Do wrrhan 00
Steps for compleuon:
Step 1: Identifs kev result areas.

CRer et ire s L] YOVE NI I AT PRI SV LSOt Y RTANNEY PY SN USRI o SUE N P B2 I B

Hl i ORICCI s of Bre o A G5O GG T e St b

Hurk: posto

P we resut dteas et i rnc OV S Tl e e it ST Cca B srder T Jnar
2 tareate: nublle wocomteen e

SCTULOL L

- Pusnomier T e
Spnce candt IS am et O S e iy nder 0 [t m tssken Loom el v e et et
I S T R e LT AN TN T SR E PO S LN TS YR SPY PO [ AT SU AN VORIt AR POLT RIS SR A DSV (AR

815 5 § W

Step 2: Define each hey result as it i understood or pertains to OWS and vour
division.

ROF CXGMIC o Lad dogs BIor s Rarmia oo IO e 10 s s an s i

e I

T i 0 VLT Y N e v NI

Step X ldentify performance indicators.

n . . .
C20rtormGr e NS CQEiis Qe 200y (e mgl TuNie GRS 0 AN

W hen adentiyving pertormuanes indwcators that Jescrse bosw caeh Koy resal te sccomnianed

swithin vour disision dse e cniteia nedow s gundeine s odentn sond measure

The acronym SCORN descrines desirable coarucionisiies tat sieasures shoald possess however
cach measure will not necessanly possess ail ot the characterisiios listed berow
Accomplishment  measures <hould retlect accomplashments of te drvotons Do ne,
sactude behaviors that mdy or may a0t promote 1ae act 7osiat
Contror measures should be under the control of the division and 15 staty
Orerall measures sheuld portray the meportan: ciements of tie division as 3 whole and
cover ol aspects o divsten pertormance
Reconcited-—mensures shed be consisient with: thie optimai periormuanee ol tae
division. and ultinatedy the OW S s wwhole Sefect measures that reflect divistong!
contributions o the OWN Misson as & whole
Numernc—measures should retlect 4 aumena valie 2al can be MONTOTCY SCToss LI

NG AQTNIRUOA e fod By sed e o tie Tt that tho cPecs e i 20 Beapphied 0N S w e
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NOTE e addition o 1he abov e conienia o choese measures cdutios responsimiliiess that arg
consistent ~tabie trom veds eovear Measures shoud retiect the roie OW S pracs o working o
the stetes e accompiinn s goals They shodld setiee duties pertormed by the division o asast
of sappert e work condudted By othird parties ostatesy or oulsoureing agencies The measures
sheutd netiesiect the werk actualhy pertommed ~ thurd partics themesehves

Sources of Measurement
Lor purpeses of this oxoranse, perteniance measures mas be bases onaither of meth of tiese

soeurces
Ohieetnng cuantiziable nerfornance data ~epi by coar division on et interTi
perfoennanee relating to the measure
SuRiectine fara netobrective:s obaned ttor examnle qualiny ot worky

Ty pes of Performance Mceasures

Pertorrarce measures show the selationship netween resources such as inputs and resulis
couteomess As such. there are o vanets of pertormanice ©reasure fypes. which may be used e
desenibe saur diviaon s key resuits The torow:sz may o tsed o heip sonmdentrans vouar
Jivsien s pertomuanee measures

Eceney Messures measares that ihustrate teowhat degree sour division s Ssaing at's
sesegrees wiselv o This measure 15 ssually seen as “domg thines erght™an terms otinpu®s
ume ghor coste o outputs rene resalt ot an mtesnal operateon ter example. Zrants
comnleted opiens sent audits completed)

[ ectnveress Meusures measures that udze boew ozl sour dovision s meeting the zoals
of quenusy . guabioy and or tmehnesss s measure 1~ usdaliv seen as s eonng the nuhe
thitng ™ m erms o s owtput doealss These mieasares e be obizeinne of sabjective (lor
SNUAMPLC. CUstOILIT sglistaciiond

Process Measures measures tat mdicate contio, ot intemia. operatiens  Lhese measires
wWdenty the process tsee i cemploting a task cfoe oxampac, provossitg o gtante

Orateome Messares measares that retled: ow ool the division s duorny o meetzg OWS
STl 210 gadts 07 MISI0G of et e or sampe traremg Sestates persearon FT A
proceduresy

Siep 4: Assign importance to cach hey result performance measure.
TRGIR cach Re v rostdd IRCr cacn s taretasics ircasare idonieied et of
(RPOETAnCC W un ite it ad OIS

Koy results should be ranked using the todowa:

corder P Tmost imporant. 2 medium

mportance and 3 east importans Rank numbrers i be used more than once 1t key resalts are
cauathv imporant

Porformance indicaters under cach ey resalt should be manaed using | as mostimponant
aid continiung using numers ax high gs the tumber of measures identified with the highest
number as least important Rank aumbers may ne used more than once if performanee measures
are equasiy important
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OW S-Specific Pcrformance Measures Questionnaire

OWS Purpose: Thic ¢ Mtice of Workzoree Secunir mplements o natony acmkforce sostem that provicdes aorkers weh
s niormanon, advice. ob sarch assisancc and meome monseiance oot and heep soed b and peovide emoe er-
izh sadled workers

Mission Objective Munage strateyicails n order to ensure high pertormance. greater pubiic acceuntabthiny . serice
qualitv. ané customer <atistaction

Nev Results

High Performance

T Deimtion Rank
OWS ST
" Divaon | o e
S T L AT T e e 17 ) o i
“Greater Public Accountability o 0 T
T Detinttion " Rank
OWS
Diision:
Service Qualiny T T
T T Detintion ) o CRamkh
- Ows T
Division ) o B - S
Customer Natisfaction « r.c i
; Detiniion ' Ranx
: P
] ) OWS:
D1 ision _
LR TN L B A2 =g - "
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Performance Indicators

High Performance 7
Performance indicator Metiind of measurement Division Rank

A, e e e,

—— —_— . -

Greater Public Accountability )
Pertormance indicator \ethod of measuremernt Diviston Rani
e - - - -— : 1
_Senn ke Quality ) R
Performance indicator VMothod of measurement Division Ra
R L I R AL

Customer Satisfaction . prionai: )
[ Pertormance :ndicator ' Method of measurement IMvision Rana

Tt R MmN

L , : . —
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fW Security (OWS ifi ¢ nce Meas :
Development Process

in response to the requirements outlned 1in the Government Performance and Results Act ‘GPRA,
of 1993 calling for greater accountabiie and results-onented measures. the Emplovment & Teunung
\dmunstranon of Department of Labor created program specific hev performance measures tor the
worhforce development ststem However, m order to solel assess the effectveness of WX
performunce within E '\, operanonal OW > specific measures will be developed. using the atrached
questonnaire. that retlect the duties and goals ot the regions within OWS

Steps for completion:

Step 1: Identifs key result areas.
tRev result areas are areas within the oreanization that are evsennial 1o meeting
the prssion objectives of the oreamzation and sirategic godls

I'ne ke result areas denntied in the OW S Mission are to manage serategically in order to ensure

I High performance

2 Greater pubbc accnuntabiin

3 senace quabin

4 Customer satstacnon
since cach division within OW S aperates under s commen mesion, | propose to use the tiese three
of the tour common Misston objectiy e as measures of effectivencss with customer safisfacnon as
optional

Step 2: Define each key result as it is understood or pertains to OWS and your
region.
(For example wiat does high pertormance mean to the programs and tunctions
tor wituch vour region is responsible )

Step 3: identify performance indicators.
(Pertormance mdicators are flow tie key result areas are meastired)

W hen idenutying performance indicators that describe how cach Key result 1s accomplished
within sour region use the cniterta below as gurdehnes o dentty pood measures.

The acronsm ACORN describes desirable charactensties that measures should possess however.
each measure will not necessanly possess all of the characteristics listed below:
Accomplishment—measures should retlect accomplishments of the region regions Do
not include behaviors that may or may not promote the kev result
Conuoi—measures should be under the control of the regron and 1ts statY.
Ovenail—measures should portray the important ¢lements of the region as a whole and
cover all aspects of regtonal performance
Reconciled—measures should be consistent with the opumal performance of the region.
and ultimately the OWS. as a whole Select measures that retlect regional contributions to
the OWS Mission as a whole.

Numeric—measures should reflect a numeric value that can be monttored across time.

“Customer satistaction” may not be used due to the tact that this objective may not be applied OW S-wide
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NOTE  [n addition o the above cntena try W choose measures tduties. responsibiliess that are
consistent stable trom vear to sear. Measures should reflect the role OW S plays in working with
the states 1o accomplish its goals. They should reflect duties pertormed by the region to assist or
support the work conducted by third parties fstates) or outsourcing agencies  The measures
should not retlect the work actually pertormed by third parties themselves

Sources of Measurement
tor purposes of this exercise. performance measures may be based on either or both ot these
sources

Objective quantitiable pertormance data hept by vour region on its internal
performance refating to the measure

Subjective:  data not objectivehs obtained tor example. gualits of work)

Types of Performance Mcasures

Pertormance measures show the relationship between resources such as inputs and results
routcomes). As such. there are a v anety of pertormance measure tvpes. Which may be used to
deseribe yvour region’s ey results  The tolloming may be used o help you indenttying your
TCLION ~ pertformanee measures

Etticiency Measures. measures that dlustrate to what degree vour region is using 10 s
resources wisely  This measure 1> usually seen as “domg things right™ in terms ot inputs
tiime. lubor, cost) 1o vutputs tend result of an internal operation tor example grants
completed. optmons sent. audits completed)

Etectin eness Measures: measures that judge how well vour regron s meeting the goals
of quanurty. guaiits and or umeliness  This measure is usually seen as “deing the nght
thing™ in terms of its output goals  These measures mas be ohjective or subjective lor
c\.nmnlc customer satistacton)

Process Measures measures that indicate control of internal operations These measures
identity the process used in completing a tash (tor examiple. processing 2 grant)

Quicome Measures measures that retiect how well the region is doing ip meeung OWS
strategic goals or mussion objectives (for example traming 30 states per searon 1A
procedures)

Step 4: Assign impertance to cach key result performance measure.
tRunk cuch kev resuft then cach pertormance measure wdentified o terms of
importance within the regions and OIS,

Key results should be ranked using the ollowmng order. | =most important. 2=medium
importance and 3=least important  Rank numbers may be used more than onee it hey results are
cquatly important

Pertormance indicators under each hey result stiould be ranked using | as most important
and conuinuing using numbers as high as the number of measures identitied with the highest
number as least important - Rank numbers may be used more than once 1t performance measures
are equally important.
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OW'S-Specific Performance Measures Questionnaire

OWS Purpose [he Orfice 0f W oikforce Secunn mplements 4 nanonal Workforee s stem that provides wothers aith
the informanion. advice. j0b search assistance. and income manrenance to wet and keep meod jobs aad presade emplos ers
with kdled workers

Mission Objective. Manage stratepically in order to ensure high performance. greater public accountability . senvice
quality. and customer satistaction.

Key Results

High Performance

Defimtion Rank
B OWN. T
o Region T
AT, Ya e WAt - i - -
Greater Public Accountabiliry i ’ ’
T - Detintion Rank
] oW __7 - ) ’ -
Region. ) B o . _: L o
Service Qualify - o
T T [)cﬁnllmn ) o T R.xr;i: ’
T o ows T )
; Region: T T ;
L I ARV gl P R Wt o
Customer Satisfaction roptionati T ) T
Detimtion : Rank
! OWS.
! ‘ .
’ e e
- U |
Region:

R L TR R VTR ST
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Performance Indicators

High Perfcrmance
Pertormance indicator Method of measurenent Regtona Rank
e R N e ]
e
— — . e e - —
{ Greater Public Accountability e
Pertormance mdicator Method of measurement Reyional Rank
P L R
Service Quality o
Performance indicator Method of measurement Reyronal Rank
R LmYT e
— -
. i

i Customer Satisfaction pionui
! Performance indicator Method ol measurement + Regional Rank

oS e SR L0 S A

1

.
!
L
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APPENDIX F

ORGANIZATIONAL EFFECTIVENESS SURVEY
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Appendix F

I omde |
ORGANIZATIONAL EFFECTIVENESS SURVEY
The purpose of this suney 15 1o assess the eftectineness ot sour Division using three areas o)
orzanizatonal pertormance. Y our responses should retlect sour opinion as to how well sour Division has

pertormed the tash s mentioned withan the past year Y our answers should not retlect future progress or
accomplishments of other Divisions or vutside partners

Please respond to the tellowing stems by 2ircling the number on the scale that best captures your opinion

Very Effective Eflective Neither Effective Not effective  Very Ineffective
Nor lncflective
1 2 3 4 3

HIGH PERFORMANCE

i How ettective 15 sour Diviston in promptly resobvung contorminy and compiiance tssues

~ T ' 3
N 3 s

2 How effeciive s vour Diviston in gwing proactineg resources to be up-to-date on ali U lexisfation”
s H 3 s

How effective is vour Division in properly interpreting state o federal U proposals on tirst submission

for review ’
! z 3 4 N

4. How ettective s your Division m trutning states on tederal requirements

- . ' <
' 1 3 <

GREATER PUBLIC ACCOUNTABILITY

n

How ettectine s your Diviston in making sure that statt possesses the proper know ledue o do the ob
: : : 4 s

6 How eftectine s your Division m portrasing tarrness i ats dedisions”

1 2 3 4 $

How eftective 15 vour Division i using plain language inats documents to promote understanding”

! 2 3 < §

8 How effectine s your Division i informany statt of priorities”

i 2 3 ] N

SERVICE QUALITY

9. How effective 15 your Division in meeuny deadhines on conurolled cormespondence™

1 2 3 4 3

10. How effective 1> your Division in submitting documents without re-do’s”
1 2 3 4 3

I1. How effective ts your Division on relay ing tme relesant intformation to statt

I 2 3 4 3
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Loaver 2

ORGANIZATIONAL EFFECTIVENESS SURVEY

Lhe purpose of this sunes s 1o 2ssess the eftectineniess of vour Division using three areas ot
organizational pertormance Y our respoenses sheuld reflect vour spinion as to pow wetl your Division has
pertfomied the tashs mentbioned within the past vear  Your answers should not retlect tuture progress or
accomplishments o1 other Divisiens or outside partners.

Please respond to the tollow my tems by circhng the number on the swale that best captures your opinion

Vers Effective Effective Neither Effcctive Not cffective  Vers lmeffective
Nor ineflective
1 2 2 4 s

HIGH PERFORMANCLE

I How ettectise s your Division in preparmg tunding metnodology 1o resotve speial protect problems !

. <

How eftectne s sour Dinvsion in geselopims budeet justiticanions !
N < 3 3

How eftectne 1s sour Dinvision i consistenths prepaning forecdsts within acceptable leveis ot errar?

- - N

4 How ettective s vour Divsionan sssuine directives te states and regions nimeiy

GREATER PUBLIC ACCOUNTABILITY

‘O

How effective s syour Division in meeting proset deadhines

- N . <
- N -

6 How cftectne is sour Dnvsion at prepaning progections of revenue tlow

N - i '
i . -

How ¢ttective 1s vour Dinvsien at regulariy summarizing state actinaty tor publication”

0 ~ B 3

8. How eftective 1s your Division i accuratehs raching accounts o geeount for resourees

1 2 R 4 <

SERVICE QUALITY

Y. How etfectine s your Division in meeting pubficauen deadlines’
1 N 3 4 3

10, How etfective s vour Division m accurately responding o correspondence m a umely manner”
1 2 3 4 3

L1, How eftective 1~ your Division on mamtaining an aceurate website”’

1 z 3 - b
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ORGANIZATIONAL EFFECTIVENESS SURVEY

The purmpose of this surves s (o assess e ctlectiveness b vour Divsien using three areas of
areanizational pertormance. Y our responises should retlect your opimon as to how well sour Division has
pertormed the tashs mentioned within the past sear Y our answers shouid not retlect tuture progress or
accomplishments ot ciher Divisions or outside panners

Please respond o the tollowmg tems by aircling the number oo the scale that best captures »our opinion

Very Effective F.flectine Neither Effectne Not effective Ver Ineffective
Nor Ineffectine
1 2 3 4 &

HIGH PERFORMANCE

Fiow etfective 1s vour Division i meeting prorect plan duc dates”

- R ' <
- N N A

2 How ettectve s vour Divven i dedinveriny problem-tree prodocts

' 1y . -
H - . -~

o How ettective s vour Division an toblowang e CMME] process®

! 2 s -

4 How ettective s vour Divisionn heepme up waith the latest technologey 1o meet pro2ram needs

i -~ ) N <

GREATER PUBLIC ACCOUNTABILITY

“h

How ettective is vour Division o working with work croups tn the process ot completing sk

> N - <

0 Hhew effective s vour Division e saecesstully mecting overall audit requirements cex. O1G GO

N - <

How etfectine is vour Dinvsion i tollow ing standards e reports rex Secunts plansy”

> 1 N S

N Hoew effective s vour Division i shanmg information e g umie-relesant fashion?

2 : 4 N

SERVICE QUALITY

Y How eftective s your Division i respondiny timeds to helpdesk calls?

N R 4 N

1.

How ettective 1s vour Dnosion m mamtanung an sccurate website”
i 2 3 ) 3
[, How eftective 1s vour Division mintegrating custoner teedback tor product unprovement™

1 : : : 3
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Lescer

ORGANIZATIONAL EFFECTIVENESS SURVEY

The purmese of this survey s to assass the ettectineness of vour Division using three areas of
orzamizatienal pertormance Y our responses should retiect your oprinren as to how welt yvour Division has
pertormed the ashs mentioned within the past sear Y our answers should not retlect tuture progress ot
accomplisaments of other Divisions or cutside partners

Please respond to the fofiow me items By irenng the number on the scale that best captures Lour opmion

Ve Effective Effective Neither Effective Noteffectne Ve Ineffective
Nor {neflective
1 2 3 4 )

HIGH PERFORMANCE

How eftective s vour Diasion mstreamimins the application provess o mprose etiicienay

N : : <

2 How ettectne s vour Divasion n gsm ness technologs tamprove appheation processing

. N

Hoew etiectine s vour Divisios s, distnbating data mtonmation «e partners

How eftective ivvour Division i allovanng resources B obtun optimal resudes

P

- N

GREATER PUBLIC ACCOUNTABILITY

S How ettetive s sour Divsion o tramim stat! oo new laws and rezulations

- N - -

6 How effective s vour EHvision in auaeantin s susiness cules of entorced faws i automated torm

~ N . 2
N <

How etlecune i sour Division m deveioping tools to befter rrculate intormation o staft”

~ . . :
N H - S

3 How ettecune 1s vour Division m desetoping products (o better circulate information to start™

B i : s

SERVICE QUALITY

Y How eftectine is your Division m providing prompt responises o customer guestions

- + . N
3 - N

10 How effective s vour Division i using customer feedback to make improsements

- < ' -
b - N

T How effecnive s your Division in promptls correcting vahd customer complamts”

~ ~ ) .
3 -+ N
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Lomder €

ORGANIZATIONAL EFFECTIVENESS SURVEY

I he pumpose of this survey 1s to assess the etfectiveness of your Division using three areas of
orzanzational perturmance. Y our responses shiould retlect your opimon as to how wel! your Division has
pertormed the tashs mennioned within the past year Your answers should not r2*lect tuture progress or
accomphshments of other Divisions or outside partners

Please respond to the totlowng items by cirching the number on the scale that best captures your opinion

Vers Effective Effective Neither Effective Not effective  Very Ineffective
Sor Incffective
1 2 3 4 K

HIGH PERFORMANCE

How eftective 15 your Drasion in wnting mtomiational materials that meet program changes and OMB
reguiretents”’

How eftective 1> yvour Division an regular's trammy statt an the use of Jata collection astrument s’

> N 4 3

VoHow etfectine s vour Division i destening appropriate medsures of parment tumeliness that prosvide
vabid Jdata”

> N H S

4. How eftectine 15 vour Dinviston i setting appropriate cnteria tor pertormance

N B 4 N

GREATER PUBLIC ACCOUNTABILITY

”

How eftectine s vour Division i mamtatning handbeoks o retlect up-to-date imtormaton”™
i 2 s 4 <
o How eftectne is vour Disision i publishing Q& A's to state guestions m a umely manner

- N 3 g

How effective i~ vour Division in partiaipaiing in audits to review regonal work™

-

3 4 <

8 How effectne is vour Disision i pros idmng traming on the Benetit Accuricy Measure to ensure proper
ctic ) & 5 & ) prope
use tor vahd resufts”

! N 3 4 3

SERVICE QUALITY

9 How effective is vour Diviston in using plain language m s products”

! D ) <

:
EY

10, How ettective 15 vour Division in using customer feedback to make improvements”

3 4 ]

T1. How effectnve 15 vour Diviston on researching tssues 10 make improvements”

i 2 3 - <
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it

ORGANIZATIONAL EFFECTIVENESS SURVEY

The purpose of thes sursey 1> 10 assess the eftectiveness of sour Divisien usine three areas of
organizationai pertormance Y our responses should retlect sour opmion as te how well sour Division has
pertormed the Wshs mentioped wibm the past vear  Your answers shoudd not retlect future progress or
accomplishments o1 other Divisions or outside partners

Please respond to the tolloswane items by cirching the nuniber on the scale that pest captures your opunion

Very Fffective Effectine Neither Eflective Not effectine . Very loeffective
Nor Ineffective
1 2 2 4 s

HIGH PERFORMANCE

How effective 1~ vour Division i developmg nesw minatin os through tederad partnership relations™

s N

2 How effective 1s vour DPrivsionan anals zing policy tssues toracausady inapphication

- . . B

T How effectine tsorour Division i ssainy directives teensare comphance with bw s and reculations

3 <

4 How eftecnve 1s vour Dnosion in addressimg congemis issues 100 sy stem ynpros ements

~ N . -
- v . >

GREATER PUBLIC ACCOUNTARILITY

S0 How etfective 1s your Eavision an issaing prompt responses Lo vontrolicd correspondence

3 - ~

6 How eftective is vour Division in aot accumudating a backiog of fotters”

N : i :

T How eftzctive s vour Division m promptiy responding to GAO reports”

' z 3 1 3

8. How eftectone 1~ your Division in accurately mamtanung the usworkforce ore website”

I 2 3 1 N

SERVICE QUALITY

Y How etfective i~ your Diveston sy plain isngzuazse s documents and the websie!
! 2 3 4 s
10, How effectne 1s your Division m using customer teedback to make improvements™

1 2 3 4 N

LT How effective i vour Division on researching One-Stop issues to make impros ements”

1 2 2 B 3
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ORGANIZATIONAL EFFECTIVENESS SURVEY

The pumpose of thiss survey s to assess the eftectivensss o vour Dis ision using three areas ot
orgamizational performance Y our responses should retlect your opaion as to how well sour Division has
pertormed the tashs mentioned v ithin the past sear. Your answers shouid not retlect future progress or
accomplishments of other Divisions or outsade partners

Please respond to the tolloswing items by airching the number om the scale that best captures yvour opimion

Venrs Effective Effective Neither Effective Not effective Vers ineffective
Nor Ineffective
1 2 R 4 s

HIGH PERFORMANCE

I How ettective 15 vour Divsion i coordiating the oversieiit of directives o the One-Stop system !
Z 3 4 <

2. How gftective s vour Diviston i pertormuing suppoert functions tocused on capacits buidding within the
svatem '

3 : :

P How etfective s vour Division i deveioping products that support state s sy steni-building ettons’

~ . . <
) - <

4. How ertective 1s vour Division i developing strategies 1o bener integrate statt-assisted and efectrone
labor exchange services 1 the One-Stop systemy

~ v f <
i - A -

GREATER PUBLIC ACCOUNTABILITY

T How etfective 1s vour Disvision i using plain larguage in the preparation ot pehoy concept papers

2 } - N

6 How etfechve ts vour Division in working waithm pantnerships o achiev e program suceess”

~ N '

- A - ~

How eftectine 15 vour Dinvision i promptiy distnbuting approsed pobicy coneept papers”

- N

- > -+ h

X, How ettective s vour Division in nmely distnibuting tact sheets to OW S Senior Salt and others

: 2 3 1 5

SERVICE QUALITY

9. How ettectine 1s tour Dinasion m using up-to-date data in analy 21ng £S program performance”

- . .
2 : < 3

10, How etfecnive 1s yvour Divsion m managing program accountabilitn process?!

! 2 ; 4 N
[l How effectve is your Division i abigning division des eloped program pertormance measures with

other program management sy stems within the WA trumework”?
| z 3 4 3
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{eade N

ORGANIZATIONAL EFFECTIVENESS SURVEY

The purpose of this sunvey 1~ 1o assess the effectiveness of your Dinvision using three areas of
organizational performance Y our respoases should retlect sour opinion as to how well your Division has
pertormed the tash> mentioaed withn the past vear  Your answers should not retlect future progress or
accomplishments of other Divisions or cutside panners

Please respond to the tollow g items by cirching the number on the scale thar best captures your opinion

Very Effective Effective Neither Eflective Not effective  Vem Ineflective
Nor Ineflective
1 2 3 4 3

HIGH PERFORMANCE

How etfective 1v your Diviston in devetopinz or coordinating the preparanion of rezutations and or
operating instructions for adnustration of state and tederal UL prozrams?

| : : K <

2 How eftective s vour DIvison i monitoring correctine actions in respense to audits revien s’

! N : 4

P How effective s your Divisionan responding to requests tor national and or state specitic tramming”

' - - 1 <

i -
4 How eftective s your Divisionan prompty providing Adv sortes Directives o state suencies’

: N : 4 2

GREATER PUBLIC ACCOUNTABILITY

“n

How effective 1~ your Division in coordinating waith state tederal otfices to assure provran integniey

- .
! 4 N

s How eftective 1 sour Division in communicatng coordinating with the Division ot Pertormance
Management and athers to develop clear date detimnons tor required seports
. . . \ <

2 R -

How effectine 15 your Division in communicating procedures o ensure tar treatment tor all chizible
<laimants”
: 3 1 N

8 How ettective is vour Diviston at parnicipating ar conferences to communicate program pohicies™

. .
! 2 : - N

SERVICE QUALITY

9 How etfective 15 your Division at supporting strategies 1o IMProve SUStomer ser 16e s 2n. remoty vism:
i

| 2 3 <4 3
T How ettective s your Division i dissemunating aintormation on “best practices™
1 2 2 4 2

11 How eftective i~ vour Division in developing s stems to assess etticiency of program adminsstration”

1 2 i 4 3
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Loader Wein
ORGANIZATIONAL EFFECTIVENESS SURVEY
T'he purpose of this surves 15 10 assess the effectineness of sour Region using three areas of orgamizational
performance. Your responses should retlect vour opmion as 1o how weidl vour Region has pertormed the

wshs mentioned wittun the past sear. Y our answers should not setect tuture progress of accempitshments
ol other Regions. Divosions or outside pantners

Pleaw respond to the tollowanyg stems by circling the number on the seale that best captures your vpinon

Very Effective Effectine Neither Effective Not effective Very Ineffective
Nor Ineflective
1 2 2 4 )

HIGH PERFORMANCE

How etfective 15 vour Reion in monitoring grant fianagenient tor correct application’

i 2 2 . N

20 How ettective i your Region in providing technical assistance o states with dithiculties *

| z : : N
Vo How eftectinve s vour Rewon an providimg ap efficient system for certification processing '’
' -~ H : <

' s -

4 How ettectne is vour Region in developing indss idual pertonmance smprovement plans

1 ~ N 2 <

GREATER PUBLIC ACCOUNTABILITY

3 How ettective i your Region in participating i intomiation snarng meetings o improve svoslem
response '

- - N 2

o How effective 1 vour Region in distributing up-to-dite mtomation to sttt

b - N

T How etfectnve s your Region in communicating clear program expectations to states’

: 3 3

8. How effective s vour Region in mcreasing communication across teams '’

N -~ < ' -
: 3 - s

SERVICE QUALITY

Y. How eftectine is vour Region in promptly respondme to cormespondence”

; : : 4 :

101, How effectine is your Region in providing 3i-day teedback to grantees’

\ < h

11, How etfecuse is yvour Region in pros iding accurale responses o inquiries”

! 2 K 4 N
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APPENDIX G

AFFECT SURVEY
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Appendix G

The PANAS

This scale consists of a number of words that describe ditterent teelings and emotions.
Read each item and then mark the appropriate answer in the space next to that word.
Indicate to what extent vou generally teel this way. that is. how vou feei on the average.
Use the tollowing scale to record vour answers.

1 2 3 4 5
very slightly a httle moderately  quite a bit extremely
or not at all

____interested _____imritable
_distressed ___alen
____excited _____ashamed
____upset _____inspired
____strong ___ nervous
_guily ____determined
____scared _____attentive
____hostile ___jitery
___enthusiastic ____active
proud ___ atraid
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APPENDIX H

CORRELATION MATRIX (N=225)
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Appendix H
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APPENDIX I

CORRELATION MATRIX (N=16)
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Table

Correlation Matrix of Study Variables and Instrument Variables (N = 16)

Variables 1 d 3 4 5 6 7 8 9

I. Empower

2. Paftect .56+

3. Nattect -13 04

4. Transform 63 Si* 24

5. Transac 54+ 62> 21 O1**

6. HP 3= 31 09 36 55+

7. PA 58= 49 -.02 .29 .39 U S

8. SQ .60* 43 11 37 32 68** 78*=

9. OE 63** 47 06 40 R 86** Q3= 9l*=

10. Atfect 64** Bl -.50* 32 42 24 .39 .33 .36
o< .r. o <
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APPENDIX J

DESCRIPTIVE STATISTICS TABLE FOR ANOVA
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Appendix J
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ABSTRACT

The topic of empowerment has been of interest in both
organizations and the popular press. Research has found a
positive relationship between empowerment and
organizational effectiveness in a variety of settings.
Research has also found that organizations and teams led by
transformational leaders were significantly more effective
than those led by their transactional counterparts.
However, few empirical studies have addressed the
relationship between empowerment and organizational
effectiveness. Organizations adopting practices, such as
empowerment, have found it difficult to obtain results
linking their efforts with effectiveness. This gap in
results may be due to differences in thinking by managers
and researchers with respect to level of analysis. A more
direct link between empowerment practices and leadership
style is needed due to the large number of leadership
practices that are identified as empowering. Research
indicates that dispositional affect has an influence on
various performance-related outcomes, however the role it
plays is still an area of needed research. To demonstrate
that the relationships investigated actually existed affect
was statistically controlled in the study. The purpose of
this study was to provide further understanding of how

empowerment affects organizational effectiveness and how
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the relationship is moderated by leadership style. Two
hundred and twenty-five employees of a federal government
agency participated in the research.

This study established a positive relationship between
empowerment and organizational effectiveness within a
federal government setting. The more empowered employees
perceived themselves to be the greater the level of
perceived effectiveness. The study also investigated how
the empowerment and organizational effectiveness
relationship would vary as a function of leadership style.
While findings confirmed the moderating role of leadership
style, the style found to moderate varied depending on the
level of analysis performed. This finding emphasizes the
need to go beyond an individual unit of analysis when
evaluating organizational practices. In addition, the
current study provided no support for affect as a mediator
of the relationships of empowerment and organizational
effectiveness, and leadership style and organizational
effectiveness. Organizational effectiveness is not
attributed to affect - the way people feel. Lastly,
empowerment was found to mediate the relationship between
transactional leadership style and organizational
effectiveness. Empowerment must be present for a
relationship to exist between transactional style and
organizational effectiveness. Implications of the findings

are discussed.
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