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CHAPTER I 
INTRODUCTION

Statement of the Prob 1mm
During the latter part of the 20th 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 6 Avolio, 1994; Conger & Kanungo, 1988). 
Empowerment shifts 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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organizational effectiveness (OE) in settings such as 
religious coonaunities, insurance companies and private 
corporations (Ranter, 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-1).

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 teass 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 military settings, 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 privatised or not, 
government agencies are also looking to remain competitive 
in the hope of maintaining their existence and funding 
(Ranter, 2001). For instance, many government agencies 
have taken to training their senior executives on titles 
such as The Eapowmring Leader (Development Dimensions 
International, 1991) to promote empowering behaviors within 
their staff.

The debate on leadership focuses on the distinction 
between the skills of sianagement 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, cos^etitive 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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and autocratic versus democratic style (Eagly & Johnson, 
1990). Livingstone (1988) found that the most important 
feature of sost effective managers was not their skills but 
their attitudes towards staff. Leaders are now being seen 
as people developers and have the responsibility of 
developing leadership throughout the organization (Aliao- 
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 
SituMtional 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 4 Rosen, 1996). Until recently, 
empowerment has been primarily conceptualized in terms of 
power (Mainiero, 1986), with research on the topic being 
concentrated on cosBsunity settings rather than 
organizational settings (Maton 4 Salem, 1995).

Recently researchers such as Tymon (1988) and 
Spreitzer (1995a) have attempted to measure empowerment in 
organizational settings. Spreitzer conceptualized 
empowerment as an overall construct with four components 
comprising one measure of empowemnent (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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argued that a transformational-type of leader may bring 
about more empowerment in workers although that M y  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, 6 
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. In 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

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



www.manaraa.com

Empowerment, Effectiveness 6 Leedership 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 presu.se 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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of agrssesnt 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.

Ranter (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 Rouses 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 Rouzes and Posner (1987) in order to better 
utilize and understand the interplay between all three 
factors in working organizations.

Objectives and Gosls
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. Ranter 
(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 Renter'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 people'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).

Figure 1. Model 1: The relationship between Empowerment and 
OE moderated by leadership style.

Organizational Effectiveness!

Empowerment -High Performance 
-Greater Public Acc 
-Service Quality
-Greater Public Accountability 
-Service Quality

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 6 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-Oavid, 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 outcomes, 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 - K 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). In keeping with Schneider's presiise, 
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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orgenizstional goals. Effectiveness will be evaluated 
using the productivity gainsharing model developed toy 
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.

High 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 As»rica's Labor Harket Information 
System (AIMIS) outcomes.

2. Effectively support state workforce agencies in meeting 
Unemployment Insurance (UI) program performance 
standards.

3. Having a workable system of performance measurement that 
provides valid data.

4. Processing applications in a timely and accurate manner.
5. Enforcing conforziity/compliance of state law with 

federal UI law.
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6. Achieving 95% or more of ell 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 
(AIMIS) policy/program initiatives at all constituency 
levels.

2. Effective communication of UI 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.

5. Developing UI legislative proposals.
6. Information sharing.
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7. Reporting accomplishments of resources expended to the 
next level of management.

8. 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. Monitoring performance by collecting appropriate, tiswly 

and accurate data to support system improvenient.
2. Overseeing and monitoring performance through program 

reviews and data collection to support continuous UI 
program improvement.

3. Ensuring proper collection and assessment of facts 
concerning issues for eligibility for UI benefits.

4. Providing good customer service.
5. Preparing documents/analysis accurately and timely.
6. Providing a customer friendly-user system.
7. Responding to customer needs timely with accurate, well 

presented and understandable information.
8. 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) 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.

b) 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, 1994).

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 4 Avolio, 1994).

Management-By-Exception (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 4 Avolio, 1994).

Laissez-faire - The avoidance or absence of leadership. 
This style represents nontransaction (Bass 4 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. What 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. Is 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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5. 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 (Ranter, 
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 eopowerment 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 6 
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:

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



www.manaraa.com

Empowerment, Effectiveness £ Leadership 23

Hypothesis 3a: A relationship between eopowerment 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 sraiagers (Bass and Avolio, 1994) . However, 
Kanter points out that participative management 
(eopowerment 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 asqpowereent in assessing eoderation, 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 npowersent 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 eopowerment and managesMnt 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 involvesient. 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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organi cations and communities gained mastery ovar thair 
livas. Conger and Kanungo (1988) dafinad empowerment as 
motivational procassas in workers, thus allowing 
rasaarchars tha ability to study tha empowering affacts of 
various intarvantions. Thomas and Valthousa (1990) 
dascribad empowerment in tarms of a cognitiva modal daf inad 
as incraasad intrinsic task motivation. Howavar, 
daspita tha rola of ampowarmant in managamant thaory tha 
undar s tan ding of tha construct has tandad to ba lima, tad and 
confusing (Congar 6 Kanungo, 1988). For instanca, in many 
casas ampowarmant had baan aquatad to powar with no furthar 
analysis. In discussing tha construct of ampowarmant, 
Congar and Kanungo (1988) dascriba two approachas in which 
ampowarmant can ba viawad.

*"«powarmant as a Ralational Construct - Powar is saan 
as a ralational concapt that dascribas tha parcaivad 
control that an individual or organizational unit has ovar 
anothar. Hara parformanca is not only contingant on tha 
individual but on what othars do and/or in how othars 
raspond. This construct is basad on social axchanga 
thaory. In this context, powar is saan as a sharing of 
authority (Burka, 1986) . As a rasult, most of tha 
managamant litaratura on ampowarmant daals with sharing 
powar or dalagating authority such as through participative 
management (Congar & 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. 
Here 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 eopowerment process is 
described as five stages encompassing the psychological 
state of eopowerment, 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 eopowerment, 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). In addition to Conger and 
Kanungo's self-efficacy, termed "competence" in Thomas and

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



www.manaraa.com

Empowerment, Effectiveness 6 Leadership 28

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.1

* 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 1990 by ACAD OF 

MGMT. Reproduced with permission of ACAD OF MGMT.
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of the interdisciplinary — y omiaant literature and 
individual interviews of parsonal experiences of 
aapoweraent in tha workplace, idantifiad a similar sat of 
diaansions. Tha cosson sat of diaansions dafining tha
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Figure 3. Thomas and Velthouse's Cognitive Model of Empowerment.2

2 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 eopowerment 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, eopowerment 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 6 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 departs»nt 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 ampowarmant are linked with individual 
interpretations of the work environment instead of 
"objective" characteristics of the work environment. 
Zismerman (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 eopowerment and OE.

Zimmerman (2000) points out that on an organizational 
level of analysis empowerment may include organizational 
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 end organisational effectiveness.
7 immamien (2000) states that empowered organizations 
successfully thrive in coapetition, 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 
environaMnts (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 £ Pannings, 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 organisational 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: Soom of the earliest models of
organisational effectiveness focused on goals (Steers,
1977). Early researchers based this approach on the 
assumption that an organisation's goals are identifiable 
and unambiguous. Effectiveness was measured by how well an 
organisation succeeded in SMeting its goals. It used 
objective measures corresponding to organisational 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 organisational 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 
organisation's ability to exploit resources for its own
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purposes. It also used quantifiable archival data (Forbes, 
1998) . Systasts 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 i Cameron, 1983). The CVF 
was based on past attempts to formalize organizational 
effectiveness criteria (Quinn 6 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-besed 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 claisMd 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) :

• 1920's-1950's focus on "traits" of effective leaders
• 1950's-1960's focus on "behaviors" of effective leaders
• I960's-1970's "situational leadership"
• 1970's-1980's "symbolic role of leaders"
• 1980's-1990's return focus to "traits" and "behaviors"
• 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 utter 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 coordinations 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, socioeconomic 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 Mbuton 
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 laadar's spacific actions. Fiadlar assartad that group 
affactivanass was a rasult of laadarship styla and 
situational favorablanass.

Tha path-goal thaory, darivad from tha axpactancy 
framawork of motivation thaory, attaapts to axplain tha 
impact that laadar bahavior has on a subordinata's 
motivation, satisfaction and parformanca. Housa's (1971) 
path-goal thaory includad tha intaraction of laadarship 
bahaviors with situations to datarmina laadar 
affactivanass. Tha laadarship bahaviors includad 
diractiva, achiavamant-oriantad, support!va and 
participativa bahaviors. Housa found that tha situational 
variablas that most strongly contributad to laadars 
affactivanass wara subordinata parsonal charactaristics and 
anvironmantal damands such as organizational rulas and 
procaduras. Evan though tha contingancy modals contributad 
to a battar undarstanding of laadarship thay did not 
cooplataly clarify which combinations of laadar bahaviors 
and situational variablas ara most affactiva.

Naw Laadarship: Tha 1970's and 1980's laadarship
litaratura focusad again on "traits" as datarminants of 
laadar ability. Tha studias during this pariod introducad 
tha naw laadarship charactaristic of vision and axplorad 
its importanca (Luthans, 1989). Naw thaoratical 
formulations such as charismatic and transformational 
laadarship avolvad.
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Max Weber' s concaption of charisma includad thosa 
laadars who "...reveal a transcandant mission or coursa of 
action which may ba in itsalf appaaling to tha potantial 
followers, but which is actad on bacausa tha followars 
baliava thair laadar is axtraordinarily giftad" (Housa £ 
Baetz, 1990, p.59). Housa (1979) idantifiad charismatic 
laadars as thosa that by thair parsonality ara capabla of 
having a profound affact on followars. Congar and Kanungo 
(1987) davalopad a framawork to achiava charismatic 
laadarship through davaloping a vision, communicating tha 
vision, building trust and demonstrating ways to achiava 
tha vision.

Burns (1978) idantifiad two types of political 
laadarship widely known as transactional and 
transformational laadarship. Ha defined transformational 
laadarship as one that:

...recognizes and exploits an existing need or demand of 
a potantial follower. But, beyond that, tha 
transforming laadar looks for potantial motives in 
followars, seeks to satisfy higher needs, and engages 
tha full parson of tha follower, (p. 4)

Burns believed that transformational laadarship resulted in 
mutual stimulation and elevation converting followars into 
laadars and laadars into moral agents. Bums classified 
transactional laadars as bureaucrats exchanging one thing 
for another. Bass (1990) states that tha distinction of
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transformational and transactional leadership has became 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 
Bums' (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 (II)- 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 
rewards (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
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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 teasM 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. Is role 
orientation an effect of initial leader behavior or is xt 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 outcomes 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 Goorgo (1996) rosoorch has idontifiod PA 
and NA as two soparato porsonality dimensions. Positivo 
affect boing tho disposition to oxporionco positivo 
amotions and moods whilo nogativo affoct is tho disposition 
to oxporionco nogativo amotions and moods. As indopondont 
dimensions both affoctivo states can range from high to low 
and bo derived from both emotions and moods. Emotions are 
affoctivo states directed to someone or something whilo 
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 mount.

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 6 Weiss, 2002). Brief, Butcher, and Roberson (1995)
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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 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 6 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 III 
METHOD AMD PROCEDURES

Parti cipan ta

Participants warm recruited from aight divisions and 
aight ragions that maka up tha fadaral agancy undar study. 
Tha agancy implements a national workforce system that 
provides workers with tha information, advice, job search 
assistance and income support to gat and keep good jobs and 
provide employers with skilled workers. As such tha agancy 
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 ragional offica. Staff amployaas wara chosan 
bacausa thay ara undar diract suparvision by a managar on a 
ragular basis. Each laadar's laadarship styla was assassad 
in tha study, howavar to avoid a possibla confound in 
rasults laadars wara not includad in tha study.

Variablas and Controls

Indapandant Variablas: Tha rasaarch dasign of this 
study includas two indapandant variablas, ampowarmant and 
laadarship styla. Both of thasa variablas ara continuous- 
typa variablas. Each variabla was first cantarad by 
subtracting it's maan bafora multiplying to craata an 
intaraction tarm.

Dapandant Variablas: Tha rasaarch dasign of this study 
includas ona primary dapandant variabla, organizational 
affactivanass, and it's thraa componants (HP, PA, SQ). All 
DV's ara continuous variablas.

Additional Variablas: Affact was studiad in addition to 
tha indapandant variablas in tha study.

Haasuras for TV's and DV's

Empowarmant Maasura: Empowarmant was studiad as a 
singla construct using Spraitzar's (1995a) maasura of 
psychological ampowarmant (saa Appandix B). Tha dafinition 
of ampowarmant by Thomas and Valthousa (1990) was usad.
Tha dafinition statas that ampowarmant is intrinsic
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motivation manifested in four cognitions: meaning, 
competence, impact and choice. Spreitzer's (1992) measure 
is cos^rised 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 construct.

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
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(LBDQ), the Leadership Effectiveness and Adaptability 
Description (LEAD) and the Least Preferred Co-worker (LPC) 
measure. For purposes of this study the MLQ 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 I's": 
idealized influence (II), inspirational motivation (IM) , 
intellectual stimulation (IS) and individualized 
consideration (IC). The instrument (Avolio 6 Bass, 1991) is 
comprised of nine factor scores; six had been used 
previously in MLQ Form 5R and three were newly created.
The leadership constructs included in the MLQ Form 5x 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. Susnsing the ites^ and 
dividing by the number of itesM 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, 1995) .
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Organisational 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 
objectives 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, graatar public accountability and 
sarvica quality as thay par tain to tha fadaral 
agancy as a whola and to aach division/ragion. 
Idantify performance indicators that dascriba 
how aach kay rasult is accompli shad within aach 
division and ragions.

2. Rank aach kay rasult and parformanca indicator 
partaining to tha agancy as a whola and within 
aach division. Highast rankad indicators will 
ba salactad for survay inclusion.

Tha information providad was usad to craata tha maasura 
to assass organisational affactivanass. Follow-up 
intarviaws with aach Division Chiaf and Ragional Director 
wara hald to clarify questionable data. Three to four 
performance indicators wara salactad (based on ranking) to 
dascriba aach kay rasult. In order to make tha kay rasult 
areas comparable throughout tha fadaral agancy, an overall 
operational dafinition for aach kay indicator was developed 
with tha assistance of tha agancy Administrator.

Each criterion was rankad by aach division laadar (sea 
item 2) using tha questionnaire (sea Appendix E) and 
assessed by tha researcher to determine tha contribution of 
aach element in relation to tha construct of organisational

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



www.manaraa.com

Empowerment, Effectiveness & Leadership 54

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 at 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 itsms) 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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5-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 itesu 
and the 10 negative items are suaaed 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 cosfeining 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 out 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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■actings 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 It Hypothesis 1 posed the question, "Is 

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 quality. 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 aach division/region 
as tha unit of analysis (N«16). Each variabla was cantered
by subtracting tha saan before aultiplying. Tha hypothesis
was also tasted at tha individual level (N»225) after 
partialling out tha 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 Ksnny's procedure.
As dsscribsd by Baron and Kenny (1986), a mediating 

effect can be assessed in the following manners
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 sMdiation, the following conditions 
oust hold: First, the independent variables oust 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 equation. 
Consistent with HI, 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 t 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 IV 
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 (6S-12 level) or higher (63%).

The participants were equally distributed in gender 
(105 each) . Host 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 (Spreitser, 1992) , and the MLQ 
Multifactor Leadership Questionnaire (Bass t Avolio, 1995) 
are presented in Table 1.

Table 1
Descriptive Statistics of Measures and Subscales (N=225)

Maasura # 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

Leadership

Transformational 20 2.36 .89 .71/2.80 .94

Transactional 4 2.44 1.03 2.13/2.73 .83

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
*S*van point seal*

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, effect was also tested as a single 
dimension. To test affect as a single dimension the 
negative ites» 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'"J 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-sxception (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 
analysed individually to reflect the unique itesM 
pertaining to each divisions/region's concept of 
effectiveness. However, the same subscale questions were 
used to assess all eight regions, as such the term 
"Regions" was used to identify all of the regions together.

Table 2
Descriptive Statistics of the High Performance Subscales

Subscale # of Iteas Mean Std. Dev Mir./Max Alpha

High Performance 

Division 1 4 1.90 .77 1.70/2.20 .89

Division 2 4 2.03 .68 1.78/2.35 .81

Division 3 4 2.55 .86 2.50/2.60 .80

Division 4 4 2.50 1.01 2.20/2.73 .81

Division 5 4 2.39 1.00 1.91/3.00 .84

Division 6 4 1.84 .90 1.54/2.00 .91

Division 7 4 2.69 .89 2.50/2.83 .85

Division 8 4 2.28 1.06 2.16/2.50 .90

Regions 4 2.33 .81 2.04/2.86 .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 Iferns Mean Std. Dev Min/Max Alpha
Public
Accountability

Division 1 4 2.13 .96 1.90/2.40 .87

Division 2 4 2.02 .52 1.85/2.21 .80

Division 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 . 77 1.55/2.00 . 90

Division 7 4 2.71 .70 2.50/2.83 .78

Division 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 11("How effective is your 
division on maintaining an accurate website"J 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
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comprised of three items and not four. Although .53 is not 
an ideal reliability coefficient the item was not deleted 
to maintain the maxi atm 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 

Division 1 4 2.03 .76 1.60/2.30 .72

Division 2 4 1.98 .48 1.85/2.07 .53

Division 3 4 1.90 . 95 1.70/2.00 . 94

Division 4 4 2. 60 1.00 2.40/2.80 .88

Division 5 4 2.85 .98 2.53/3.15 .82

Division 6 4 2.03 .97 2.00/2.09 .95

Division 7 4 2.83 1.21 2.75/3.00 . 91

Division 8 4 2.14 .74 1.76/2.41 .70

Regions 4 2.00 .88 1.89/2.15 .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. Tha resulting values are shown on Table 5.

Table 5
Distributional Statistics of Measures and Subscales (N*225)

Affect Empower OE Transac Transform
N valid 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 (M«16)

Affect Empower OE Transac Transform
N valid 16 16 16 16 16

sussing 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 siatrix 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 (iadividusl) . The results of Hypothesis 1 
also show significant results at the individual level of 
analysis (11*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 Organisational 
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 1 at the Individual 
Level of Analysis

OE PA HP SQ
Empower .43* .41* .41* .34*
*p < .01.

Bypothmsis 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 
esipowerment and transformational style as predictors and OE 
as the criterion variable. In Step 1, empowerment and 
transformational style were entered. In Step 2, the 
interaction term of esipowerment 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)

Variables
2 3 ! 4 5

1 Transformational i
2 Transactional

i

91** Ia « ,

I

3 High performance « 55'

T
I j

4 Public account
39 7 . -  I !

5 Service quality 36 52*
I

6 8 "  j 78"
l

I

o> O m 39 53* 86”  93 "

I
I

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, R1 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 
when transformational leadership is high (one standard 
deviation above the mean). However, there is a negative 
relationship between empowexment and OE when leadership is 
low (one standard deviation below the mean).

Gwpom m entfTrarafomwtional Style Interaction (*K16)

0.86

04

111o LowEmp
-02

-04

-06

-08

■ Low Leader 

- High Leader

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, R2 * .45, 

adjusted R3 = .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, R2 = .14, adjusted R2 * .08, F (15,207) =

2.32, p < . 01. The regression equation for Step 2 
(empowerment with transformational style) was significant, 

R2 = .33, adjusted R2 * .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, R2 change * .005, 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. In 
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 3 = .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, R2 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 empowexment leads to OE except when there are low 
transformational leaders.
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Dnpowinei</T rwsictionsl Styte Interaction (fte22S)
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Figure 5. The relationship between Empowerment (low -vs- 
high) and OE moderated by Transactional leadership (low - 
vs- high).

Hypothesis 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 exasu.ned 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 OV was B = .64 (p > .05) and B = 
.78 (p < .01). These results indicate that neither affect, 
nor PA nor NA is responsible for the relationship between
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aapowaraant and OE.
Bypothmszs 3b (orgzniz*tionzl). Hypothasis 3b statad 

that affact would modarata tha a^omraant ralationship 
with OE. A hiararchical ragrassion was parformad using 
aapowaraant and affact as pradictors and OE as tha 
critarion variabla. In Stap 1, aapowaraant and affact wara 
an tar ad. In Stap 2, tha intaraction tarm of aapowaraant 
and affact was antarad. Tha ragrassion aquation for Stap 1 
(aapowaraant with affact) was significant, R3 * .40, 
adjustad R* * .30, F (2,13) * 4.36, p < .03. Tha ragrassion 
aquation for Stap 2 (tha intaraction tara of aapowaraant 
and affact) did not pradict significantly ovar and abova 
tha aapowaraant and affact variablas, R2 changa = .00, F
(1.12) * .00, p = .95. Dua to this lack of significanca in 
Stap 2, affact was not astablishad as a modarator of tha 
two constructs. Tha rasults indicata that tha affact is not 
dua to affact. Affact is not modarating tha ralationship 
batwaan aapowaraant and OE.

A hiararchical ragrassion was also parforaad using 
aapowaraant and PA as pradictors and OE as tha critarion 
variabla. Rasults showad that tha intaraction tara of 
aapowaraant and PA did not pradict significantly ovar and 
abova tha aapowaraant and PA variablas, R* changa = . 04, F
(1.12) = 1.05, p * .32. Dua to this lack of significanca in 
Stap 2, PA was not astablishad as a modarator of tha two 
constructs.
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When negative affect was used in the equation as a 
predictor with empowerment and OE as the criterion sisiilar 
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, R3 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 (mapowwzmmnt). 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 saaller when 
enpoweraent is partialled out suggesting an indirect 
effect. The multiple correlation coefficient indicated a 
significant positive correlation between the predictor 
(transactional style) and the nediator (enpoweraent) , R =
. 54, p < . 05. The relationship between the nediator and the 
criterion (OE) was also examined with significant results,
R * .63, p < .01. The aeeting of all three requireaents 
allowed for further exaaination of enpoweraent as a 
nediator of the relationship between transactional style 
and OE.

A hierarchical nultiple regression was conducted to 
further test the nediating aodel. Enpoweraent was entered 
into the equation followed by transactional style. Table 10 
provides the results showing that enpoweraent is a nediator 
of transactional style and OE. Hypothesis 4 was supported 
because after enpoweraent was partialled out of the 
equation there was not a significant relationship between 
transactional style and OE.
Mediation of saqpowement with OE subscales. Further 
analysis of the model replacing OE with the individual OE 
subscales as the criterion was perforated. 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
Sineary of Hierarchical Regression Analysis for Empowerment 
as a Mediator of Transactional Style and OE

Block Statistic* Variable Statistics

Block Variabla R RJ ADJ
R-

R-'
CHG Df F B SE B 11 t P

1 Eapowaraant .632 .399 .357 .399 1.14 9.314 .585 295 .406 3.05 .009

2 Eapowarrant 
Transactional

.505 295 .406 1.90 .069

Sty la .671 .450 .365 .051 1.13 5.320 .197 .101 .260 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 OV 
(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 
examined by regressing the mediator on the predictor. The 
multiple correlation coefficient indicated a significant 
positive correlation R = .54, p < .05. The first

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



www.manaraa.com

Empowerment, Effectiveness £ Leadership 82

requiresient was met. Second, the relationship between the 
predictor (transactional style) and the criterion (HP) was 
exaau.ned. 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 empowennent 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 Empowarmant 
as a Mediator of Transactional Sty la and High Performance

Block Statistics Variable Statistics

Block Variabla R R-' ADJ
RJ

R1
CBG Df F B SC B 1' t P

1 Eapowaraant .526 .276 .225 .276 1.14 5.349 .533 .230 .526 2 .31 .036

2 Eapowarmant

Transactional
.320 .260 .316 1.21 .246

Sty la .617 .381 .286 .104 1.13 2 .193 239 . 161 .385 1.48 .163

Tha multipla corralation coafficiant indicated a 
significant positiva corralation R = . 52, p < .05 (B * 
.346) maating tha sacond raquiramant. Third, tha 
ralationship batwaan tha madiator (aapowaraant) and tha 
critarion (SQ) was exasiined. Tha aultipla corralation 
coafficiant indicatad a significant positiva corralation R 
= . 60, p < .05 maating tha third raquiramant.

A hiararchical multipla ragrassion was conductad to 
furthar tast tha madiating modal. Empowarmant was antarad 
into tha aquation followad by laadarship sty la. Tabla 12 
illustratas tha rasults showing that ampowarmant is a 
madiator of transactional sty la and SQ. Hypothasis 4 was 
supported bacausa aftar empowerment was partialled out of 
tha aquation tha ralationship batwaan transactional style 
and SQ was no longer significant.
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Bypothmala 4 (affmct). The contribution of leadership 
style ss a driving force of affect leading to OE was also 
studied on an organisational 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 Variabla Statistics

Block Variabla R RJ ADJ
R;

R-
CHG Dt F B SE B It t P

1 Eapowaraant .602 .362 .317 .362 1.14 7 . 952 081 .312 .602 2.82 .041

2 Eapowaraant

Transactional
.659 .369 .450 1.70 .098

Styla .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

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



www.manaraa.com

Empowerment, Effectiveness 6 Leadership 85

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 nset 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.

Svpplaumntal Analysis

Examination of the individual components of OE: 
Bypothasis 2 (organisational) . 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 L»mdmrship Stylm. 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, R3 - .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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TrsnsMctioasl Leadership Style. The hierarchical 
regressions performed using esipowerment 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 transfonational style with each subscale 
was repeated replacing transformational style with 
transactional style.

Examination of the individual coe&onents 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. In 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

Performance
.33** .31**

4. Public .32** .35** .71**
Accountability 

5. Service .33** .34** .67** .71**
Quality 

6. OE .37** .38** .88** .90** .89**

**p < .01.

and transformational style were entered. In Step 3, the
interaction term of empowerment and transformational style 
was entered. This pattern was repeated for all OE subscales 
(HP, 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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Tr*nsmctlon*l Lm*dmrship Stylm. A hierarchical 
ragrassion at tha individual level of analysis was 
performed using aapowaraant and transactional style S3 
pradictors and each OE subscale as tha critarion variabla. 
Tha 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, R2 = .18, adjusted R2 * .12, F (15,205) =

3.17, p < .01. The regression equation for Step 2 
(empowerment and transactional style) was significant, R3 - 

.35, adjusted JV  = .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, R2 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, R2 * .62, adjusted R2 = .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, R2 = .61,
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adjusted R2 = .51, F (3,12) * 6.29, p < .01. These 
predictors are also significantly related to the individual 
OE subscales: high performance, R2 * .44, adjusted R2 =
.30, F (3,12) = 3.29, p * .06; public accountability, R2 = 
.48, adjusted R2 = .35, F (3,12) * 3.69, p = .04; service 

quality, R2 = .61, adjusted R2 = .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. In 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, R2 = .27, 
adjusted R2 * .22, F (1,14) * 5.34, p = .03; public 
accountability, R2 = .34, adjusted R2 = .29, F (1,14) =
7.23, p * .01; service quality, R2 = .36, adjusted R2 =
.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 vsriublms. 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 > .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 (r|2 = . 14 ) , transformational 

style (r|2 = . 12 ) and transactional style (r|J=.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 (OE, 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 sty la, thara wara 
significant diffarancas in tha maans of tha Laadar 10 group 
and tha Laadar 16 group. Tha aaan diffaranca batwaan 
Laadar 10 and Laadar 16 was 1.55, p = .03. Tha Laadar 16 
group showad lass OE in comparison to tha Laadar 10 group. 
Tha Tukay tast failad to ravaal diffarancas batwaan 
individual laadars for tha transformational styla 
comparisons.

Sobol tost in mediation analysis: Testing H4 results. 

Tha rasults of H4 showad that ampowarmant was a madiator of 
transactional styla and OE, high parforsanca (HP) and 
sarvica quality (SQ) . To conclusivaly astablish madiation 
a significanca tast for tha diract affact of tha IV on tha 
DV via tha madiator was conductad using Baron and Kanny' s 
(1986) modifiad varsion of the tast originally proposad by 
Sobal (1982) . Tha tast "raquiras tha standard arror of a or 
SM (which aquals a/ta whara t* is tha t tast of coafficiant
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a) and the standard error of b or Sb. The standard error 
of ab can be shown to equal approximately the square root 
of (S*2Sb2 + b2Sa2 + a2St,2) and so under the null hypothesis 
that ab equals zero, the following

ab/\ S,2St,2 ♦ b2S,2 + a2 Sb2

is approxis^tely 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 OV of HP 
also showed that the reduction due to empowerment is 
statistically significant (Z = 1.70, p * .04) . The 
reduction due to empowerment, using SQ as the DV, was also 
statistically significant (Z = 1.84, p * .04).

Shared method/source variance: Tmsting HI 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 randomly 
selecting 112 cases out of 225 through SPSS. The second 
file consisted of the regaining 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 M a n  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 fi^owerment on Orgsnizstionml 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 (Ranter, 1983, 1984; Kouzes 6 
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 Ranter'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 
empowerment and OE at different levels of analysis.

Organizational level results indicate that 
transformational style does moderate the •mpowerment-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 OE 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 OE.

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 alone 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' statesient 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 esployees 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 €).

Transformational

Figure 6: Graphic Representation of H2 Results.

The explanation for this could lie in previous research 
(Dockstader, 1997; Miller, 1991; Miller & Oroge, 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 rathar 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 HI. 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 styla seamw to contributa 
to OE by making amployaas aora sarvica oriantad dua to tha 
possibla influanca of tha laadar's Four "I" qualitias. 
Organizationally, tha Four "I's" parcaivad by aaployaas 
work to inspira a commitaant to goals and a sharad vision. 
Tha organizational rasults follow in that as any govarnaant 
antity tha organization axists to sarva tha public. 
Transactional styla did not modarata tha ralationship using 
tha individual OE subscalas raitarating tha rasults found 
with tha primary ampowarmant-OE modal.

Individual laval analysis with tha division/ragion 
varianca partiallad out also mirrorad tha primary modal 
rasults. Transformational styla was not found to modarata 
tha ralationship with any of tha OE subscalas but 
transactional styla did. Tha modarating inf luanca of 
transactional styla is primarily dua to tha contribution of 
tha public accountability subscala. Tha rasults suggast 
that cartain consonants of OE ara mora ralavant comparad to 
othars whan intaracting with ampowarmant and laadarship 
styla. Individually, transactional styla saams to impact 
tha organization in tarms of rainforcing aach amployaa's 
rola or contribution within tha organization as 
accountabla. This finding also damonstratas tha importanca 
of idantifying all tha consonants of organizational 
affactivanass within an organization. Idantifying all 
componants stay facilitate organizations in making battar
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decisions in manipulating factors within tha workforca.
For instanca, if tha organization undar study chosa to try 
and incraasa thair laval of performance, laadarship styla 
would not ba a maans to achiava this goal sinca tha 
individual rasults indicata that laadarship styla doas not 
modarata tha ampowarmant-HP ralationship.

Tha Iopact of Affact on Performance-relevant Organizational 
Bahavior

Rasults showad that positiva affact and nagativa affact 
wara invarsaly ralatad. Howavar, thay wara also tastad as 
a singla dimansion to assass any diffarancas that may hava 
contributad to tha rasaarch in this araa.

It was hypothasizad that a ralationship batwaan 
ampowaxmant and OE would axist avan aftar affact was 
partiallad out. If affact had baan found to ba a madiator 
than aapowarmant could hava baan said to ba mora of a 
faaling associatad with aapowarmant and not othar aspacts 
of ampowaraant lika maaning, choica, impact and cospetence. 
Statad anothar way, aapowarmant would changa faaling and 
faalings would changa affactivanass. Howavar, affact was 
not found to ba a madiator of aapowarmant and OE.
Tharafora, aapowarmant doas not just hinga on tha faaling 
bahind it; aapowarmant has to do with aspacts othar than 
affact. Furthermore, rasults showad that tha enpowerment- 
OE ralationship 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 judgesmnts, attitudinal responses and risk taking 
(Brief 6 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 Rasults 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. Hanagers 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 HI demonstrate that tha significant 
relationship between empowerment and OE is applicable in 
both aggregate and individual level analysis.

2. The results of H2 show contrasting rasults 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 outcoaw 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 coopered 
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 sisu.lar 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

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



www.manaraa.com

Empowerment, Effectiveness & Leadership 110

transactional style end 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 
(esipowerment, 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 
OE.
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Summary
The current study does establish the relationship 

between es^owezment 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 
objective 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 organizational 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 Rmsmarch
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. Sane enployees M y  be more receptive to certain 
leadership styles thus contributing to OE. Personality 
variables nay 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 Iaplicstions for Prmctic*
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 empowenaent 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 esapo we rmen t - 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 end context. This aey 
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, consxderation 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 espowerment-OE framework, 
organizational efforts could be focused in other areas 
instead of promoting positive affective disposition. This 
finding also reinforces the preaiise 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.
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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
Th« Effect of E a pomrunt on Organizational Ef fectiveness Mo da r a tad by 

Laadarship Styla: An Appliad Aasassaant
You ara baing askad 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 is 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 attempts to assess the contribution of several factors together 
to determine how they interact in a working environment.
PARTICIPATION: PROCEDURE, DURATION t NUMBER OF PARTICIPANTS
Should you agree to participate m  this study, you will be asked to 
fill 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 m  the research study other than contributing 
to further research m  the area of organizational effectiveness.

CONFIDENTIALITY
The study is 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 rasaarch study, you hava car tain 
rights and rasponsibilitias. It is iaportant that you fully 
undarstand tha natura and purposa of tha rasaarch and that your 
consant ba of farad willingly and with complata undar standing.
To aid in your undar standing, you hava tha following spacific 
rights:

1. To ba inforaad of tha natura and purposa of tha rasaarch in 
which you ara participating.

2. To ba givan an axplanation of all procaduras to ba followad.

3. To ba givan an opportunity and ancouragad to ask any quastions 
concarning tha study or tha procaduras involvad in this 
rasaarch.

4. To ba mada awara that consant to participata in tha rasaarch 
may ba withdrawn and that participation may ba discontinuas at 
any tiaa without advarsa affact.

5. To ba givan a copy of tha signad and datad writtan consant 
fora if raquastad.

To not ba subjactad to any alaaant of forca, fraud, dacait, 
durass, coarcion, or any influanca in raaching your dacision to 
consant or to not consant to participata in tha rasaarch.

If you hava any quastions or concarns plaasa contact Isabal 
Paraz at (202) 693-3160 or Dr. Richard Soranson at (858) 623- 
2777.
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Appendix B 
Work Orientation

Listed b e lo w  a re  a  num ber of orientations oeople can nave with respect to their work  
roles U sing  the following sca le  p lease indicate the extent to wnich you believe each  is 
true with resp ect to your w ork role

1. Very Strongly Disagree 5. Agree

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

3. Disagree 7. Very Strongly Agree

T h e  w ork I oc is very im portant to m e

I h ave  significant autonom y in determ ining hov; I dc m y job

I am  confident about my ability to do my joo

M y  job  activities are personally m eaningful to me

M y im pact on w hat happens m m y departm ent is large

I n ave  m astered the skills necessa"y for my 100

: c a r  o ec ia e  on my own now to go about doing m y worx

. h av e  a great deai o f control over w nat happens m my departm ent

The  w orx . dc is m eaningful

I am  self-assured  about my capability to perform my work

' n a v e  significant influence over w hat happens r  my d ep artm en t

! n a v e  considerable  opportunity for independence and freedom  in how I do  
my job
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Appendix C

________________________  m 'n d  garden

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

Nam e of L e a d e r _____________________________________  Date_______________

Organization ID #  _______________________________ Leader ID #  ____________________________________

’"his questionnaire is to describe the leadersnip style of the above-mentioned individual as you 
perceive it Please answer all items on this answer sheet If an item is irrelevant, or if you are 
unsure or do not know the answer, leave the answer blank. Please answer this questionnaire 
anonymously

ir„‘ =cPTAN T (n e c e s s a ry  fo r  p ro ce ss in g ) W h ich  b e s t cescnbes y o u 0

___ 1 am  a t a h ig h e r o rg a n iza tio n a l leve l th a n  the  person 1 am  ra tin g
___ The  p e rs o n  1 am  ra ting  is  a t m y  o rgan iza tiona l ievei
___ 1 am  a t a lo w e r o rg a n iza tio n a l leve l th a n  th e  person 1 am  ra ting
___ 1 oo  n o t w ish  m y o rg a n iza tio n a l leve l to  b e  Known

!

F o rty -f ive  ae se n p trve  s ta te m e n ts  a re  lis ted  o r  th e  follow ing pa ges  Ju d g e  n o w  fre q u e n tly  each 
s ta te m e n t fits  th e  p e rso n  you a re  de sc rib in g  
U se th e  fo llo w in g  ra tin g  sca le

Not at all Once in a while Sometimes Fairly often

0 1 2  3

Frequently, 
if not always

4

1

Th e  PERSOH 1 A M  Ra ting

P rovd es  me with assistance -r exchange *c ' n y  ehcrts - 2 4

I  Re-exam re s  critical assum ption* to ouest on w retner they are apprcp-.ate - - 3 -

'  '  a.;s to n ie 'fe 'e  un> cropiems oecorre sencus

■i -  reuses a tte rt or o r  r-eguiant.es mistaxes exceptions ana d e v ta rc rs  frcm

stancarcs L U 3 4

' A.oiOs je t t  ng '.nvaivec w he- impcrtan: issues arise c 2 3 4

fi T a ks  about tneir most important values anc Beliefs 0 * 'Z 3 4

Is aosent when needed u t 2 3 4

S Seeks differing perspectives when solving prooiems c t 2 3 4

v Talks optim istically about the future 0 '  2 3 4

in  Instills priae in me for pemg associated with him/her c * 2 3 4

D iscusses r  spec ifc  te -n s  wha s  respcnsioie *cr acnev.ng pe r'om a nce  targets ■- • 2 3 4

| ;  /Vaits 'o’ tnmgs tc go wrong before taxing acton * 2 3 4

i t Ta 'ks enthusiastically about wnat neess to oe acccm orjrea - '  U 3 4

; : Specifies tne moortance o f having a s tr in g  sense o‘  ourpose g : 3 4

'. i Spends tim e teaching and coacning. u « 3 4

Aass a ra  8ruoe -  A v»< A. tg r:s  
r  s - 'p jfH : t>-, M M G a -ce ti rv. :69C Wcoasce «aa<2 Scute rC2 ReCwood C ry Caifarrta J406* 5 * :.  W  3*02

C ^tnw ec ->

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



www.manaraa.com

Empowerment, Effectiveness & Leadership 140

Not at all Once in a while Sometimes Fairly often Frequently, 
if not always

4

I b M akes ciear what one can expect to receive when performance goals are ac.neveo 

Snows that he/she is a firm  benever in tf t  am t broke don t fix it 

! X Goes beyond setf-interest to r the good of the grout:

' '> Treats m e as a r  nd-vdua i ra ther than jus; as a m em oe' o f a group

2b Dem onstrates that problem s must oecorre enrome before taking action 

- ’ A c s  m ways that ouncs r .y  respect

22 C c-cen tra tes  "s y n e ' fur attention o r  deanrc w it" m isaxes ccm pa in ts  a~d ‘ auures

2 ; Considers tne -r.ora. and eth ica censeauences s ' cec s-c-s

2-t Keeos tracx o‘ at m istakes

25 D isplays a sense c f ocwe* anc c c if ic e rc e

2h Articulates a compelling vis ion of the future

2 '  D.rects my attention tow ard failures to meet stanaaras

2X Avoids making decisions

24 C on sd e rs  me as having d iffe ren t needs abuties ano a s m ra 'c rs  mom ethers

'it.  Gets m e to look at problem s from many different angles

5: h e c s  me to develop mv strengths

: 2 S jg g e s ts  new ways o ' oo» r g  at now tc ccmp,ete assignments 

v ' D e lays 'esocno ing  to urgent suestions

5-. Emphasizes t ie  im oodance o f having a conectve sense o‘ mission

: 5 Expresses satisfaction wnen meet expecta’ icns

,; ti Expresses confioehce tha t goals wu, De acnievec

2'  is effective m meeting my icb-re iated needs

tx  Uses methods of ea de rsn ip  that a 'e  satisfying

34 Gets m e to dc more than I expected to cc

40 is effective r  representing m e tc higher authority

4 : W orks w itr  me n a satisfactory way

42. he ightens my aes1'® tc succeec

4 ’• Is effective in meeting organizational 'ecu  rements

44 Increases my willingness to try career

45 Leacs a group that s e*fect;ve

1 4
2 4

2 4
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DEMOGRAPHIC FORM
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Appendix D
Demographic Information

1. Gender: ( Please circle one)

a. Female

b. Male

2. In which o f  these groups is your age?

 L'nder 30

 30 to 44

 45 to 64

 65 or older

3. What is the highest level or years o f school you ha\e completed?

Highest lev el <che ck  n n e> : high school college graduate school____

Number o f  school years_____

4. Pay grade level 

(G S ):______________

5. Years o f  sen ice w ith the O W S and its predecessor organizations?________

6. What is your race?

 Black

 W hite

 Asian (or Pacific Islander)_____

 Native American Indian

 Other (please specify)___________________________

n  I would like a copy o f  the results. Please send them to me at the following (e)

mail address: __________________________________________________________

^  I do not w ant a copy o f  the results.
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APPENDIX E

ORGANIZATIONAL EFFECTIVENESS QUESTIONNAIRE
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Appendix E

O ffic e  o f W orkforce Security lO VTSi-Spccific  Perform ance M e a s u res: 
D evelopm ent P n x e s *

In r i-> » n 'w  * v.c :c»j.:uvm err- ►u'.lircJ :t» ' f n t r n n u ' : :  K:*- .If- V*.' ' »I'K '
>r 1<,M '  :• *r ^ r r j f r r  .i u i  > n m ji' 1:"' u u  r e * - i t '  »nc-*."t i* r r .r  »-* ;rc - r: a r mp,< * : ; x n - *v ■ - . t . tv iv

\ i l r r i ’. 'n 'r ra ru  »n •>: I J c p .ir t t r c r ' 1 *̂h< »r v:n. irt-ti p -  . .; : jr r .  kw- pvrr *rr..:»n-c- -nca-urc-- t " r  rru

w «»rkt T i t '  4 ir \  t*k >p^*u*ru -•c tr. f i * '»\w ever, m • Tv!i -»<.«.« *lc; j*" C  - - tr.c et:ec::* cm  "  •* < VW " 

p e r t ' ’m i- ir .e e  w ith in  I 1 \ ’p i rmii .r.a! < lW s 'pc -iiU c  w ill  o t i k '  c.-::H ' 'l ie  4P.u no-.:

o u o t :  . th a t : h t  v lu r .o  a n d  •.*« »al* t i a  v -n ’a trh i: :  t '•>

Steps fo r  c o m p le t io n :

Mcp 1: Identify kr> result areas.
( A c t  iui *;rt u '  J ' \  j r e j s  .« ' i.n < r ; ' w ' ; : : j / , c r  -We/. m »y' \ m  !•* ’>u «

'■ii. fr.1 "<#»/: i»p\’t ;/• -f .<.Vv‘e vfru/ v »

i ‘ :i n  a:c.M- .ele r : ; t ju !  t:w 1 ' \ \  " -n .-i :• v . jrv i.- i ' f :  >rv v u .j ’• i -r^er :• • >.n -ur\! Huh perftn:..::̂
2 ' >fe itc: r*-.f 'll-- ...' ■ »• .nr r ■ i.r
: "t :\ u v i 'i.i.iT
-» • u - .rriw r -.irt • -n

' ‘ •r.'Ji t . i i h  s. l'vi"i  r  v . ' t r r -  < v • v r r . . , t x m J c r  . m  "« -  " i " i -  I •• *>c c. .i  : : vi

• * *fie *•■..: TT'tn. >i' '• i 'I- .r' • »f ' e>- ’r i - i - Va ' ■ I r: *11 ’ i* etK - •. •*« - a • -V! - :.i. n-
•PI! .11*4.

Slip  2: Define each k i\ result it h understood or pertains i<> ( ) \ \  s anti sour
tin ision.
'tiif 4 v . / ’j r p / i  i -ijf iit ' i  » h.’̂ r  V ‘ r- \  w .!!’ /•> > fc ’ ,r*: . " i v n . '  ‘ . ' f v  P< •;;•

fr»r u r: i<ti t

S lip  t: Itienlifx performance intiitalorv

W  hen idonii:>inc tvrtorniatic-.- ind.cjti>r' tlut JcMif.'c h«‘\v cut.n k.-> rc>..l: t • jiv-ftr.mur.cJ 
>t itliin \>>ur dr. i>ii>n U'i iiic c-.tci ;u .t> ̂ u:.ic!.:iv; ■ t>' idjn::r\ .•iMd r-cjMirc- ■

I he .uriincni A C O K N  de'CritV' dcMruhle >.r.;iraci*rî t;cir'.at .-.;ea-.utes p»>N'C" ln>tvc\cr
ucii nica^urc \m 1: not ncxc->'.iril> posso-. a i l ol the charactcris-.io It'tcJ hc ou

\ccoinpltshnu-n: measure, should redout .u.o.)iiirl'sluticru- ol ti:c jntsiou. Do no.
include hchuc tors that t;u> or mac no: promote- :nc in ' t '.-.it
Contro, mcMMirus should he under the control ot the division and t. sta!-
Overall measures should portrav tiie ur.ponaiu element' ol t!ie division as a whole and
covet ..1! aspects o: division performance
Reconciled— measures shc-Jd be cor.st'tent with the opunui perlotniaiice o:':ae 
div iston. and allimateiv the (ill S. as a vs hole select measures that ictlecl dtv tsuitul 
eontribution.s to the • )MS Mission as a whole
Numeric— measures should retleet a numeric value tnnt can he monitored across tune

V . 'lo n .e : .a lo M c iio n  m .r. n*-. he .oe.i lee («• tiie *aci tha: t K .  .-h icc.-vc :iu ;. .10 re  e p r lic c  1 >'A s -.. , j c
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N< >TF Ir. addition to ihe above enter.a tr\ ii> chtv>c measures - Julio respor.s-irohties! that arc 
consistent 'table Irnm >eai sear Measures -i.oe.J refect the rme < x pta-. ' tt -verkine •< it:- 
the 'laic' t«- accompli'ii .1* coats The) should ref ec duties performed bv the Ji\ ink-ii to assist 
or Mirp-’n î e work cenjected bv liurit parties - states i nr outsoiircini: a-teneie- ' tie measure' 
should n-1 .ified the rk actuall' pcrtonued -■ -turd parties them'elve'

Sou rice of Vliaeurcmcn'
I i’t purposes ot till' exercise pcrlomunci measure' ma;- he h.i'CC ->:i either rvth itiese 
source'

1 >b'ce::\e ouaritiriable tvrdritiancc Jala sept bv --.a div:m >o  ori -t- interraii 
perlo-tiiauee relaime In ihe meuMire

Vihiccnve iata *101 oh-octiv e.v nbta ned 1 tor example »iualit> ->t work I 

T ip n  of Performance Measures
Pertnrraree measure- 'linn tiie relationship r-elueen resource' ' U - . i l  input' anJ results 
-outcomes- \s 'ueh. tliere are a xariet;. -■ t pcri.-riiutiee ■‘tensure ’>pes. which ma> he ii'ed n 
dc«er;be -our dtvi-ior. ' kev result- The toilow.nc nun ne used to help .-n in identt”.me vour 
Jn si.-r, ' performance measure'

! Ili'-ene- Measure- meu-urvs that illu'lrate !-■ niu: decree vour division > -sine if- 
resource- vviselv I his mea-ure is usuallv seen a- 'dome thuie' rinlit in terms --I ir.pu'- 
itinie IjKir e->'t1 t-> outputs lena result of on -menial operation t.-r example, .rant' 
completed npaunn'sen' ju-lil' corr-pleled I

I Itectiv ei.C" Measure' niej'iue' that :ndee ho— well vour J. vision i' iiiectitie the c’o.il- 
>-i quantit). uuul-tv uuJ or timeline.". I his measure t- usualiv seer, js euir.e :tie rich: 
thine' ill terms s-t its output eoaK. I lie-e meas ires nun he nhiecme nr '.lhieetne i l--r
.‘Xarr.p.w e.i'touicr -ali'Iadioni

I ’ - o c C "  Measures measure' that indicate contio. o f  interna, operattnns ! lie'C meas..re- 
idciuifv the pi.vess i:-ee in coiuplctulc a task - tut eX-mp-c. pr.sies.'lt.e a ci-un-

l >ute --me Measure' mc-i'-re' tliat retlee; tin- -.» ell 'he -Ji vision n Come meetuia (l\V s 
strategic coat- o' inis'inn or--cctives i tnr examp.e tiuimne - states pe-r vear -n FT \ 
pr-icedur*-1

Step 4: Assign importance to each kev result performance measure.
»Rtifth -'-I- A- Xc \ r- - / i/I-/- ljui :kifij'ii|-;i(-i ii.'-a'iir- u L ' i U \ i J  l-'"n -t 
W ' f r r u ’tii' » tf>m ■'/it Jn :j »<> u »J t til'-'

Ke> results should he rankeJ usme the tniUiwme nrJc: I “in->st important. 2 medium 
importance and ' least important Rank nuiiihers max he used more th.tn once it'kev results are 
e-iualU important

Pertonnanee mdicati-r' utiJer each kev result should he ratiised usitii. I a' must important 
and cnntiivauu ii'iiie nuttiners a< hteh as the number nt measures identified with the Inchest 
number js least important Rank numbers niav ne used more than once if performance measures 
are equa-lv important
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OVt S-Spccific Performance Measure!) Q uestionnaire

OWS Purpose: The < Hiilc «»: \\ i »rk:- *rrr ''cn iirir tmplrm.cnrs .« r..ir< *tu; a. i-ktorcr 'Vsrr-n rh.tr pr- -vide' w- «rkcr' w ,fh 
*.k ir.Tomution, advice. i»>b 'Circh isû raiKt. and minnt m»mrciu'uc "tr and Keep j.m.J r'h» and p'- vidt. cam:' cz with 'tJird worker*
Mivtioa Ohjcctbc Manure sirategicai!) m  order to ensure high pertomunce. greater public jcceumabih:\. >emec 
uuaiitv. and customer sitistaciion
________________________________________ Ke> Results______________________________________
High Performance

[ )c'inilion Rank

(IWS

Division ^

-------  .. _ ----------
--------

fircaler Public Accountability

Definition Rank

(IWS

D u  ision

Serv ice Quality

Detinilior. Rjnk

(i\\s '

D u  uior......... . . .V

Customer Satisfaction - /*., «..v

| Dctinmon Raiu

O W S :

____________D u  :m om
.t' ijff-t
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Performance Indicators
High P erfw a n ce

Performance indicator Methivi nt measurement Division Rank

Greater Public Accnuutabilitv
Performance indicator Method or measurement Division Rjnk

i
Mcthinl of measurement Division Rank

Customer Satisfaction ■ .
1 Pert'ormance indicator Method ol measurement Division Rank

I., ' -.rh • ̂
1

f
I

Sen  Ke Q ualit;__________
Performance indicator
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Office o f Workforce Security fOVt'Sk-Spccific Performance Measures: 
Development Process

in  response to  th e  re q u ire m e n ts  o u tlin e d  in  th e  C lo i e m in e n t  Pcrtt>rrruncc an il Results \ c t  ( i l ’ R A ,  

o t  1O ') '  ca lling  to r  g rea te r acc o u n rab iiir . a n il re s u lt ' o r ie n te d  m e a 'u re ' .  the 1 m p lo v rn c n t <3c 1 ra in in g  

\ i lm m i 't ra n i> n  o f  D e p a r tm e n t  o t  [ .a b o r c re a re il p r itg ra m  specific  kev p e rfo rm a n c e  m easures t< ir the  

w o rk fo rc e  d e v e lo p m e n t 'V 'te m  H o a c v c r .  tn o rd e r  to  -1 del\ a s 'C "  the effectiven ess o f  (  > \\ S 

p e rfo rm a n c e  w ith in  I- 1 o p e ra n o n a l ( >\X > 'p c c if ic  m easures w ill b e  d ev e lo p ed . using th e  a tta ch ed  

q u e s tio n n a ire . th a t re f le c t th e  duties and goals o f  the reg ions  w ith in  I AV S

Steps for completion:

Step I : Identifv k t i  remit areas.
I k e \  resu lt areas are  areas it u h in  the u rb an iza tio n  that a re  essential to  m eeting  

the m ission oh /eelnes  ot the u rb a n iza tio n  a n d  s ira te  bn boa is ;

I n e  k e 1 r e s u l t  a re a >  id e n t i f i e d  in  rh e  r A \  s  M is s io n  a re  t o  m a n a g e  s t r a te g u a lh  in  o r d e r  i n  e n s u re

1 H ig h  p e r fo r m a n c e

2  C t r e a r e r  p u b l ic  aec i > u n ta l) i i i t '.

' sen lee qualm
4 ( u ' t i  im e r  s u r is t 'a c ro  >n

s in c e  e a c h  d iv is io n  w i t h i n  < * \ \  s  o p e ra te s  u n d e r  a c o m m o n  m i " i o n .  I p r o p o s e  t o  u se  th e  f i r s t  th r e e  

o t  r l ie  t o u r  c o m m o n  M i " i o n  o b je c t n  es as n ie a s u re -s  o t  e t t e c t iv e n e s s  w i t l i  c u s to m e t  s a t is fa c t io n  as 

• >p tn  m a l

Step 2: Define each ke> result as it is understood or pertains to OW S and sour
region.
ih o r  example what aoes hi ah perform ance m ean to the program s a n d  functions  

lo r  w h ich sour reg ion is responsib le ’ >

Step J: Identifv performance indtcators.
i P erfo rm ance  indicators a re how the ke\ result areas are  m easured I

A  hen idenufving performance indicators that describe how each kev result is accomplished 
within four region use the criteria below as guidelines to idcnlitv good measures

I he aeronsm ACORN describes desirable characteristics that measures should possess howev er, 
each measure will not necessanlv possess all of the characteristics listed below:

Accomplishment— measures should reflect accomplishments of the region regions Do 
not include behav lors that ma> or mav not promote the kev result 

Control— measures should be under the control of the region and its staff.
O  verall— measures should portrav the important elements of the region as a whole and 
cover all aspects of regional performance
Reconciled— measures should be consistent with the optimal performance of the region, 
and uliimateiv the O W S .  as a whole Select measures that reflect regional contributions to 
the () W S  Mission as a whole.
Numeric— measures should retied a numeric value that can be monitored across lime

“l  usiomer satisfaction" mas not he used due to the fact that this obiectne mas not be applied l)W  S-wide
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\OTfc In addition to the above criteria try to choose measures tduties. responsibilities! that are 
ennsistenL stable from year to year Measures should reflect the role <)\k S plays irt working with 
the states to accomplish its goals. The> should reflect duties performed by the region to assist or 
support the work conducted by third parties i statesi or outsourcing agencies The measures 
should not reflect the work actually performed by third parties themselves

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

Obtective quantifiable performance data kept by your region on its internal 
performance relating to the measure

Subiective data not obtectively obtained i for example quality of work i 

Types of Performance Measures
Performance measures show the relationship between resources such as inputs and results 
i outcomes) As such, there are a variety of performance measure types, which may be used to 
describe your region's key results I he following may he used to help you in identifying your 
region s performance measures

I tliciencv Measures measures that illustrate to what degree your region is using it s 
resources wisely This measure is usually wen as doing things right" in terms ot inputs 
(time, labor, cost i to outputs lend result ot an internal operation for example grants 
completed, opinions sent, judits completed I

I ffcctivcncss Measures: measures that |udge how well your region is meeting the goals 
of quantity, quality and or timeliness This measure is usually seen as "doing the right 
thing ” in terms of its output goals these measures may be oh|eeuve or subiective i lor 
example customer satisfaction i

Process Measures measures that indicate control ol internal operations Ihese measures 
identify the process used in completing a task itor example, processing a grant)

Outcome Measures measures that reflect how well the region is doing m  meeting < >Vv S 
strategic goals or mission objectives t tor example training -t) states per year on I I A 
procedures i

Sirp 4: Assign importance to each key result performance measure.
iR ank  e a c h kei revii/i then each pertnrm anee m easure iJ e n n r ie J  in  terms at 
im po rtance w itltin  the regions a n j  OH Si

key results should be ranked using the following order I -most important. 2~medium 
importance and ? = least important Rank numbers may be used more than once if key results arc 
equally important

Pert’ormance indicators under each key result should be ranked using I as most important 
and continuing using numbers as high as the number of measures identified with the highest 
number as least important Rank numbers may be used more than once if performance measures 
are equally important.
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OVkS-Specific Performance Measures Questionnaire

O W S P a rp o ve  I he O tt ic c  " t  \ \  K ik to rc c  Secunn im p lem ents a national w o rk fo rc e  a  M em  dia l p p .w d c -  w orkers a : [ r. 

rhc m tt ira u n iin .  aducc. i<>lj search i " i ' r j r . n /  and incom e m aintenance n > irer a n d  keep ,><«! |ob- m d  p ro w d e  e m p lo 'e r -  

w ith  -k ille d  w orker*

Mivvion Objective Manage strategical I > m  order to ensure high performance. greater puhhc accountahilit>. service 
uualitv. and customer satisfaction
_______________________________ Kc\ Results_______________________________
High Performance

ows.

Definition Rank

Rcttion

Greater Public Accountability

Delinition Rank

OWS: ------------- -- - ------- ---- ------------

Region.

Serv ice Quaiitv

Definition Rank

OWS. -----

Reuion:
.* *.;«»► .n a • vfftc

Customer Satisfaction r,yn,./ieo

Definition . Rank

OWS.

____________ Region:
' 'istw j •». 'I'-.. wttt«
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 Pert'ormance Indicators________________________
High Performauct  ____ _________________________________________________ ____________ _

Pert'ormance indicator Method o f measurement Regional Rank
          -:»tV- e, l

-r

U r t i l t r  Public AccouuUbilits
Performance indicator Method o f measurement Regional Rank

Nervier (Jualits__________
Performance indicator Method ol measurement Regional Rank

•‘ •: :•* "V ‘ «•.

| Customer Satnfactioa
! Performance indicator Method o f measurement Regional Rank

1
I
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APPENDIX F

ORGANIZATIONAL EFFECTIVENESS SURVEY

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



www.manaraa.com

Enpoweraont, Effectiveness £ Leadership 153

Appendix F

I .-jJc- I

O R G A N IZ A T IO N A L  E F F E C T IV E N E S S  S I  R V E V

T h e  purpose o f  th is  survev is to  assess ihc e ffe c tiven ess  o f  v o u r D iv is io n  using th ree  area-. o f  

o rg a n iz a tio n a l p e rfo rm a n c e  f  o u r responses should re f le c t vo u r o p in io n  a> to how  w e ll  v o u r ! ) iv  i- io n  h a -  
p e rfo rm e d  th e  task -  m e n tio n e d  w ith in  the past v e a r  > o u r  answ ers should  iH't re lle e t  fu tu re  progress o r  
a c c o m p lis h m e n t-  o I  o th er D iv is io n s  or outside partners

P leasc re s p o n d  to  th e  fo llo w in g  item s bv c irc lin g  the n u m b e r on the scale that best cap tures v o u r o p in io n

V e rv  E f fe c t iv e  

1

E ffe c t iv e

v

N e ith e r  E ffe c t iv e  N o t e ffe c tiv e  V e rv  lo c fT e c tiv e  
N o r  lo c fT e c tiv  e

-V 4 5

H IG H  P E R F O R M A N C E

1 H o w  e f fe c t iv e  is v o u r D iv is io n  in prom ptlv reso lv in g  c o n to rm itv  and c o m p lia n c e  i - s u e - '

-  : 4 -

2 H o w  e f fe c t iv e  is vo u r D iv is io n  in using p ro ac tive  re s o u rc e - to be up-l<--date on a ll I I le g is la tio n  '

; 4 s
5 H o w  e f fe c t iv e  i -  vou r D o  is io n  in properlv in te rp re tin g  state o r tcd era l t I p ropo sals  on t ir - t  subm ission  

lo r  rev lew
! 2 '> 4 5

4  H o w  e f fe c t iv e  i -  vou r D iv is io n  in tra in ing  stales op fed era l re q u ire m e n t- ’

G R E A T E R  P I  B L IC  A C C O l  N T  A B IL IT Y

5 ( lo w  e f fe c t iv e  is v o u r D iv is io n  in m aking  sure that sta ff possesses the pro p e r k n o w le d g e  to J o  the rob '

! 2 ’• 4 5

t> H o w  e f fe c t iv e  i -  v o u r D iv is io n  in portraving  ta irn e s - in i t -  dec is ions ’

I 2 - 4 s

"V H o w  e ffe c tiv  e is v o u r D iv  ision in using p la in  languag e in its d o c u m e n t- to  p ro m o te  un d ersta n d in g  '

I 2 ' > 4 ?

8  H o w  e f fe c t iv e  is v o u r D iv is io n  in in fo rm in g  s ta f f  o l  p r io r it ie s  '

i 2 5 4 5

S E R V IC E  Q I A L I T Y

*4 H o w  e f fe c t iv e  is vo u r D iv  is io n  in m eeting d e a d lin e - on  c o n tro lle d  c o rre s p o n d e n c e '

1 2  5 4 5

10 . H o w  e f fe c t iv e  is > o u r D iv is io n  in sub m itting  d o c u m e n ts  w ith o u t re -d o 's '’

1 2  5 4 5

I 1. H o w  e f fe c t iv e  is v o u r D iv  is io n  on re lav in g  tim e  re le v a n t in fo rm a tio n  to staff

I 2 5 4 5
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i r
O R G A N IZ A T IO N A L  E F F E C T IV E N E S S  S I  RV E Y

I he purpose o f this surve) is to assess the effectiveness of vour D iv is ion usine three areas of 
o rg an iza tio n a l perform ance 'i our response* should reflect vour 'p in io n  as to how w e!! vou r D iv is io n  has 
perfo rm ed  the task* m entioned w ith in  the pas: \e a r  \  our answ er* should not reflec t fu ture progress or 

a cc o m p lish m en t* o i other Div isions or outside partners.

Please respond to  the fo llow  ing items bv circling the num ber m the s^alc that best captures vo u r opinion

V e rs  E ffe c tiv e  

1

E f le c th e

j

N e ith e r E fT cc in e  N o te f fe c th e  V e rs  l«e fTecfM e 
N o r ia r f lc c t is c

5 4 5

H IG H  P E R F O R M A N C E

1 H o w  e ffe c tiv e  i> vour D iv is io n  m preparing funding m etnodologv to resolve special protect p ro b le m s 1

I  How  e ffe c tiv e  ts vour Div is ion  in d e v e lo p in g  budget lu s tifL a tio n s  '

H o w  e ffe c tiv e  i> vour D iv is io n  in %on>istcnth preparing forecasts w ith in  acceptable levels o t e r ro r '

4  H o w  e ffe c tiv e  is vour Div ision in issutnc directives t.- s tjtes and regions rim eiv

G R E A T E R  P I  B L IC  A C C O l A T  A B IL IT Y

5 H ow  e ffe c tiv e  is vour D iv is io n  in m eeting preset deadlines

'  c s

6  H o w  e ffe c tiv e  is vtw r D iv is io n  ai preparing protections of leven u e flow

M ow e ffe c tiv e  is vour D»v i>ion at reguiariv sum m arizing state activitv to r pub lication  ' 

i : ■ - ?
S. How  e ffe c tiv e  is vour D iv is ion  in accurate!) tracking a m o u n t* to account for restn irees '

1 :  '  a s

S E R V IC E  Q I  A L IT Y

H o w  e ffe c tiv e  is vour Div ision in m eeting publication d ea d lin e* * 

i ; ; 4 5
10  H o w  e ffe c tiv e  is vour Div im o ii m accurate!) responding to correspondence in a t im e h  m anner ‘

i ; ' 4 5
l 1. H o w  e ffe c tiv e  is vour D iv is io n  on m ainta ining an accurate w ebsite  ’
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O R G A N IZ A T IO N A L  E FF E C T IV E N E S S  S U R V E Y

The purpose ol this >ur\e» t> to assess the effectiveness • t vour D iv is io n  usiuv! th ree  areas of 
organizational pertorm anee. N «>ur response^ should reflect vour opinion as to how  w e ll vour D iv is io n  ha> 
perform ed the fasK» menti«»ncd w ith in  the past vear N our answ er* should not re flec t fu tu re progress or 
accom plishm ents o t other Div tsions or outsule partners

Please respond to the fo llo w  mu items bv wircime the num ber on the scale that best captures vou r op in ion

' t n  l l d r c l i t r  

1

P f f r c t n  i'

2

S r i th c r  E fT cc tn c  N ot e ffe c tive  \e r >  lu e f f r c tn e  
S o r  la e fT e ilh e

3 4  5

HU.H PEKFOR.MA.NO:

lli>W CttlVlIM’iv \oiir I)n I-.UHIm nicvtmi: prpic*t plan due Ja!e> '

How effective  is vou r l ) i \  ision in delivering p roh lem -iree  poKJuct* '

H o w  e f f e c t i v e  i*  v o u r  D o  i s i o n  in  f o l l o w  m e  tae  t  M M !  I pr tH .ess  '

4  I l o w  e f f e c t i v e  is v o u r  D i v  i s i o n  m  k e e p m e  u p  w u h  t i i e  la test  t e c h n o l o e v  t o  m e e t  p i o e r a m  n e e d s

( ; r c a t k k  p i b l i c  a c c o c n t  a b i l i t y

5 I low effective  is vo u r Div ision in w orking w ith w ork croups in the process o t co m p letin g  tasks"

n H o w  e f f e c t i v e  «'  v o u r  [ ) t v i s i o n  m  s u c c e s s t u l l v  n i e e t i n u  o v e r a l l  a u d i t  r e q u i r e m e n t s  i e \  ( > k i .  ( j \< > i '

flow  effective  is vou r D iv is io n  in to ilo w in c  standards tor reports i e \  Securitv plans) ‘

S. how  e ffective  is vo u r D iv is io n  in s lu rine  inform ation n: a tim e-re levant fashion 1

S E R V IC E  Q I  A L IT Y

w How effe c tive  i '  vo u r D iv is io n  m responding t im c h  to helpdesk c a l ls '

:  '  4 5

l»h How e ffe c tiv e  is v o iir  D iv is io n  in m a in tjiu in c  an accurate website '

I i . How etlcctiv e is vo u r D iv ision in m ieeratm u custom er feedback tor product im p ro v e m e n t'
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I cjJt-r 4
O R G A N IZ A T IO N A L  E FFE C TIVE N ES S  S I R V E V

The purpose >'t this siirvcv t> to asv.‘'>  the eftechvenes'. c t vour [>in ision usinn three area^ ot 
organizational performance \  our responses should reflect vour .'pinion j-» to how w e ll vou r D ivision has 
performed the ta.sk> mentioned w ith in the past >ear 't our answ er* should not re fleet fu tu re  progress or 
acwOinpIiNnmcnt* ot ,nher D u  iston> or outside partners

I’ leaw  respond to the lo iio u in i: item * n> c irc ling  the num ber on the scale that best captures vour opinion

\ e n  L fTecthc  E ffec tive  N e ith e r E ffec tive  N ot effective V e rv  In e ffe c tiv e
N o r  In e ffe c tivei_______ :________ y_________4_______ 5

H 1 G II P E R F O R M A N C E

How effective i> vour l)«v i-io n  m stream im ine the appiieatton prvs.ess to im prove efV ieieiuv

T How  effective i> vour D iv is io n  in using new reJm ologv to im prove application pr.*we*smc

: H* w elfective i* »our D iv is io n  n. d istributing data inform ation to partner-. 1

-* Hv>w effective vour Div ision u; a ll'V -a iinc resources to obtain optimal re>ub* ‘

G R E A T E R  P I B L IC  AC‘C W > T A B IL IT Y

How effective i* vour D iv is io n  in tra in ing s u it  on new law> and regulations ‘

o How eflective o  vour D iv is io n  m m atnram ine *u*irtess ru le - or enforced laws m autom ated form

How  effective is vour D iv is io n  tn develop ing t .v U t . '  better circulate inform ation to s ta ff'1

b How cilec tive is vour Div ision in develop ing product* to better em ulate  in form ation  to > u r f '

S E R M C E  Q U A L IT Y

w How effective is vour Div ision in prov id inc prom pt responses to customer questions ‘ 

1‘ 1 How effective is vour Div ision in using custom er feedback to make improvem ents ‘

1 1 How effective is vour Div ision in prom ptiv correcting va lid  customer com plaints'’
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O R G A N IZ A T IO N A L  E F F E C T IV E N E S S  S U R V E Y

I he purpose o f th is s u n e v  is to assess the e ffectiven ess  of vo u r D iv ision usine three areas or 
o ry a m /a tio n a l p erfo rm ance N our responses should reflect vo u r o p in io n  as to ho\v w e i1 v o u r D iv is io n  has 
p erlo rm ed  the tasks m entio ned  w ith in  the past vear 'l our answers should not re 'leet fu tu re  progress or 
*h.com phshm enfs o t o ther D iv  isions or ou ts ide  partners

Please respond to the fo llo w in g  item s bv c irc im e  the num ber on the scale that best captures v o u r o p in ion

\  t n  E ( I « m  t- 

1

E fT cc th c N e t tk e r  E (Tee the  S o le fT c c th r  
N o r  la c fT c c th e

3  4

\e r >  In e f fc c th e

5

H IG H  P E R F O R M A N C E .

H ow  e ffe c tiv e  t> vo u r D iv is io n  in vvn tin c  in lo m ta tio n a l m aierta is  that meet program  change** and < >M B  

requirem ent'* ’

Z H ow  e ffe c tiv e  is vou r D iv is io n  in reu u la r 'v  tr.n n m e staff’ on the use of data co llection  j iis tru in e n t' ’

2 ' 4 ;
I low e ffe c tive  ?> vo u r D iv  ision in d e s ie m n e  appropriate  m easures of’ pavnient t im elin e ss  that pros itje 

valid  data ’ : 2 » : s
4 How  e ffe c tive  i> vou r D iv is io n  in scttine  app ro priate  c n te n a  lo r  pert’ormance

: ; 4 5
G R E A T E R  P I  B L IC  A C C O l  N T .A B IU T V

'  How  e ffe c tiv e  is vou r D iv is io n  in m a in ta in in g  handbooks to re llev t up-to-date itilo rrn a tio n ”

; : ' 4
g H o w  efteefiv e is vou r Div ision in p u b lish in g  A s to stale questions in a n m o l' m a n n e r '

: * j '
How  e ffe c tiv e  is vo u r D iv is io n  in p a rtic ip a tin g  tn audits to review  regional w ork”

S I low e ffe c tiv e  is vour D iv ision in prov id m c  tra in  m e on the B enefit \ccuracv M easure  to  ensure proper 

use for va lid  results ’ i : > 4 5
S E R V IC E  Q I  A L IT Y

^  H ow  e ffe c tiv e  is vt>ur D iv is io n  in usinji plain lanuuaee in its p ro d u cts '

i 2 } 4 5

10. H ow  effe c tive  is vo u r D iv is io n  in u s in e  custom er feedback to m ake im p ro vem ents ’

1 I . H ow  e ffe c tiv e  is vou r D iv is io n  on research ing issues to m ake im provem ents”

i : * a 5
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O R G A N IZ A T IO N A L  E F F E C T IV E N E S S  S l'R V E V

The purpon: o f'th i»  >urvev is to j s ' C "  the effectiveness of vour D iv is io n  usinc three a re a *  ot 
o rc a n i/a tio n a i p e rfo rm an ce  'i o u r responses should reflec t vour o p in io n  as to turn w e ll  >our Din t>i>*n has 
perfo rm ed  Uie tasks m e n tio n e d  w nhm  ilie  past >ear N our answers should not re flec t fu tu re progress or 
accom plishm ent* « t o th e r I )iv im ou* or outside p artner'

Please respond U' the fo llo w  in e  item s b> c irc lm e  the num ber on the scale that nest cap tures \o u r  op in ion

N c n  F .flective  F . f l r c t h r  N e ith e r  F fT c c th r  N o t e ffe c tive  S e p  In e ffe c tiv e
N o r  In e ffe c tiv e

 1_______________ 2_______________ 3________________ 4_____________ ?

H I G H  PERFORMANCE

Mow effective i* v o u r D iv is io n  in deve lop ing  new in itia tiv e * tnrouuh federal p artnersh ip  re la t io n '”

T Mow cf’teetiN e i '  n o u i O n  ision m analv / in e  po I ic> issue* lor ; iw \t i r jo  m a p p lica tio n

; How  e ffective  i* v o u r D iv is io n  in i*s u in e  d irective* v- ensure com pliance w ith  la w *  and re g u la tio n ' '

4 How  e ffe ctive  i*  v o u r O n h io n  in jd d re s s in c  concern* issues tot - w e m  u up ro ve iiien t>  ’

G RE ATE R PI  BLK AC COl 'NTAHI I . ITV

5 Mow e ftc e tn c  is s o u r D iv is io n  in issuine prom pt response* to vontro lied  correspondence '

f* Mi*w cttcctiNc is v o u r D iv  tsion in not accum ulating a baskioi: of letters”

I ; 4 :
~ How  elteetiv e i*  v o u r D iv  ision tn prom ptlv responding to u  A< > report*”

: : 4 5
K Mow effective i*  v o u r  D iv is io n  m accurate !) rnainta in ine the u sw orktorcc ore w eb s ite  ’

i ; ; 4 *
S E R V IC E  Q I  A L IT Y

^  Mow effective  i* v o u r D iv is io n  in tisiiii: p la in  ianeuaee in irs document* and the w ebsite  ’

i : ' 4 5
H> Mow etTeciive i* v o u r D iv is io n  tn usine custom er feedback to m ake im p ro vem en ts ’*

i : ' 4 5
11 Mow effective  i> > o u r D iv  ision on researching O n e -s to p  issues to m ake improv e m c m * ”
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O R G A N IZ A T IO N A L  E F F E C T IV E N E S S  S t 'R V E Y

The purpose o f  th*s sur\e>  is to assess the  effectiveness ot vou r D iv  ision u s in g  three areas ot 
o rg a n iza tio n a l p e rfo rm a n c e  't o u r responses should reflect vou r o p in io n  as to  Ivnv w e ll v o u r D iv  ision has 
p erfo rm ed  the tasks m en tio n ed  v »thin the past >ear Y o u r answers should no t re fle c t fu tu re  progress or 

acc o m p lish m en ts  o f  other D iv  isions o r ou ts ide partners

Please respond to the  fo llo w in g  item s h \  c irc lin g  the n um N fr on the scale th at best captures vo u r op in ion

S e n  E IT c c tn c  

1

F f fe c ln e

2

N e ith e r  E fT i-c li ir  N o l e ffe c t iv e  
Nor lae ffe c tiM -

f  4

\ e r \  In e f fc c m e  

5

H I G H  PERFORMANCE

1 H o w  e fle c tiv e  is vour D iv  ision in co o rd in a tin g  the oversight o t d ire c tiv e s  r«* the < h ie -M o p  sv stem '

; ; 4 *
2 H o w  e ffe c tiv e  is vour D iv is io n  tn p e rfo rm in g  support functions h>cu>ed o n  capacitv b u ild in g  w ith in  the 

sv stem  ’

H o w  e ffe c tiv e  is vour D iv ision m d e v e lo p in g  products that support s t a t e ' s  %v s te m -b u ild in g  e ffo rts  ’

4 H o w  e ffe c tiv e  is vour D iv  tsion in d e v e lo p in g  strategies to better in te g ra te  s ia ft- js s is te d  and e lectronic  
lcihH>r exchange serv ices m the < >ne*M op sv stem

GREATER PIBUC ACC'Ol*NT ABI LIT Y

f  H o w  e ffe c tiv e  is vour D iv ision in using  p la in  language in the p rep a ra tio n  o l  pohc> con cept papers

f> I low  e ffe c tiv  e is vou r D iv ision in w o rk in g  w uhtn partnerships to a c h ie v e  program  siiwcess"

H o w  e ffe c tiv e  is vou r D iv is io n  in p rom ptlv  d istributing  app ro ved  polic>  con cept papers"

2 ' 4 '
X. H o w  e ffe c tiv e  is vour D iv  ision in lin te l)  d istributing  fact sheets to < >W S S e n io r M a lt  and others ’

2 '  4 5

S E R V IC E  Q I  A L IT Y

^  H o w  e ffe c tiv e  is \  our D iv  ision in using up-u>-datc data in a n a lv zm g  I S p ro g ra m  p e rfo rm a n c e "

2 4 s

10 . H o w  e ffe c tiv e  is vo u r D iv ision in m an ag in g  program  accountab ilitv  p rocess ’

! 2 '' 4 s

I I H o w  e ffe c tiv e  is vou r D iv is io n  m a lig n in g  d iv is ion  developed p rogram  p e rfo rm a n c e  m easures w ith  
o th er p ro g ram  m an ag em en t sv stem s w ith in  d ie  W »A fra m e w o rk .'

I 2 .' 4 5
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O R G A N IZ A T IO N A L  E F F E C T IV E N E S S  S I RV E Y

The purpose o f  tht'N surv e> is to assess the effectiven ess «»r \ o i i r  D n  im o o  using three areas ot 
o rg an izatio n a l p ert'o rm ance Y o u r  resptmses should re flec t v o u r o p in io n  as u» how w e ll vou r l ) * \  is u m i ha> 
perform ed  the tasks m e n tio n e d  w ith in  the past >ear Y o u r  a n s w e r*  should not re tlec t fu tu re  progress or 
accom plishm ents  o f  o th er D i \  is io n * o r vu ts ide partner*

IMease respond to th e  fo llo w in g  item s bv c irc lin g  the n u m b e r on the scale that best cap tures vo u r o p in io n

Ver> E flc c litr  

1

Effect r»e 

•>

Neither f  ffecm  e 
N or Ineffective

.f

Sot e f fm n e  \e r v  ineffective

4 5

H IG H  P E R F O R M A N C E

H o w  e ffe c tiv e  is v o u r D iv is io n  in d e v e lo p in g  or e«»ordmaTing the preparation ot regu la tion s  and  or  
opera ting  in stru ctio n s  fo r a d m in is tra tio n  ot state and I cJ c m I I I p ro g ra m *11 : ; a -

Z Mow e ffe c tiv e  ts vo u r D iv is io n  m n io n ito rm u  co rrective  actions in response t.> aud its  rev iew s  ’

i : • 4
M ow e ffe c tiv e  in vo u r D iv is io n  in respondin'.: to requests lor nationa l and or state s p e c ify  t ra in in g "

I 2 '  4

-I H o w  e ffe c tiv e  t" v o u r D iv is io n  m prnm prtv prov iding V d viso n ev D irectives  to state ju c n c ie *  *

; : * 4 '
g r e a t e r  p i u l ic  a c c o t s t a b i l i t y

5 H ow  e ffe c tiv e  is vou r D iv is io n  in co o rd in atin g  w ith  state fed era l o ffices to assure program  itn e g n tv ̂ ' c s

n Mow e f ic c tiv e  is vo u r D iv ision in co m m u n ica tin g  co o rd in a tin g  w ith  the Div w o n  ot P erfo rm ance
M a n a g e m e n t and  others to d e v e lo p  c lear data d e fin itio n s  tor requ ired  reports ’

-  4 5
M ow  e ffe c tiv e  is vo u r D iv  ision in co m m u n ica tin g  p r iv e d u re s  to ensure fa ir treatm en t lo r  a il e l ig ib le  

c la im a n ts 1
: ; ; 4 '

N Movv e ffe c tiv e  is vo u r D iv is io n  at p artic ip a tin g  at conference's to com m unicate p ro g ram  p o lic ie s "

SERVICE Q C A LITY

g M ow  e ffe c tiv e  is v o u r D iv is io n  at supporting strategies to  im p ro v e  custom er service rcniMtc oam i-
iii tr.ii*' ’

I ;  ; 4  >

H i H o w  e ffe c tiv e  is v o u r D iv is io n  in d issem inating  m lv>rm ation on ’best p ractices"*

i : ? 4 5
11 H o w  e ffe c tiv e  is v o u r D iv  ision in d ev e lo p in g  sv stems to  assess e ffic ienev  of p ro g ram  a d m in is tra tio n  1

1 2  5 - 1 5
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O R G A N IZ A T IO N A L  E F F E C T IV  ENESS S I RV EV

The purpose o f  th is >urve> is to assess the effectiveness ot vour R egion using three areas ot o rgan izatio na l 
p erfo rm an ce  Y o u r  responses should reflect vour (’p in io n  as to how w e ll vour Region has perU»rmcd the  
tasks m entio ned  w ith in  the past vear  ̂ our answers should  not reflect future progress or accom plishm ents  
o l o th er Regions. D iv i*ion> or outside partners

P lc a w  respond to  the fo llo w in g  item s bv c irc lin g  the n u m b e r on the scale that best captures vou r o p in ion

V e rv  E ffe c t iv e  E ffe c tive  N e ith e r E ffe c t iv e  N o t e ffec tive  Y e n  In e ffe c tiv e
N o r  la e ffe c tiv e

1 2  3 4 5

H IG H PERFO RM AN CE

H ow  e ffe c tiv e  is vour Reeion in m onito ring eranr m an ag em en t tor worrect ap p lic a tio n -*

2. H ow  e ffe c tiv e  is vou r Region in provid ing technical assistance to states with d ifficu lties  ’

’ H ow  e ffe c tiv e  o  vour Region in provid ing  an e ffic ie n t s w e m  tor certification processing *

4 How  e ffe c tiv e  is sour Region in develop ing u id r  iduai p erfo rm ance im provem ent plans

! " ' -i '

G REATER P IB L IC  A C C O U N T A B IL ITY

5 H o w  e tte c tiv e  is vour K eeion in partic ipatm c m in fo rm a tio n  sharing meetings to im prove s \> tcm
response '

«» H o w  e ffe c tiv e  is vour Region in d istributing up -to -d a te  in fo rm atio n  to staff

7 H ow  e ffe c tiv e  is vour Region in  com m unicating  c le a r program  expectations to states ’

8 H o w  e ffe c tiv e  is vour Rcuion in increasing co m m u n ica tio n  across teams '

SERV IC E QL A L IT Y

*4. H o w  e ffe c tiv e  U vou r Region m prom ptlv responding to  correspondence ‘

! : ' 4 5
10 . H o w  e ffe c tiv e  is vour Region m provid ing d i-d av  feed b ack  to  grantees '

; " ' a s

11 . H o w  e ffe c tiv e  is v our Region ui prov iding accurate responses to inquiries

! :  '  4 5
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APPENDIX 6

AFFECT SURVEY
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Appendix G 

The PANAS

This scale consists o f  a number o f  words that describe different feelings and emotions. 
Read each item and then mark the appropriate answer in the space next to that word. 
Indicate to what extent you generally feel this way. that is. how you t'eei on the average. 
Use the follow ing scale to record your answers.

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

interested irritable
distressed alert
excited ashamed
upset inspired
strong nervous
guilty determined
scared attentive
hostile jittery
enthusiastic active
j)roud afraid
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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)

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



www.manaraa.com

Empowerment, Effectiveness Sc Leadership 167

Appendix I

Table 
Correlation Matrix of Study Variables and Inatrunent Variables (M » 16)

Variables 1 *> 3 4 5 6 7 8

1. Empower
2. Paffect .56*
3. Naffect -.13 .04
4. Transform .63** .51* .24
5 T  ransac .54* .62** .21 .91**
6 HP .53* .31 09 .46 .55*
7 PA .58* 49 -.02 29 .39 .74**
8. SQ .60* .43 .11 .37 .52* .68** .78**
9. OE .63** 47 06 .40 .53* .86’ * .93** .91**
10. Affect 6 4 ** .81** -.50* .32 .42 .24 .39 .33

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



www.manaraa.com

Empowerment, Effectiveness & Leadership 168

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 smre 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 laadarahip sty la. 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 sore 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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