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Abstract

This study aims to create an integrated framework for empowerment by
investigating the relation between leader’s empowering behaviour and employee’s
perception of pyschological empowerment and examines the relation between
those two empowerment construct with the moderation role of cultural dimensions
by investigating the response of participants from different countries. The sample
of this study includes 238 managers and employees of a multinational company.
The evaluation of responses indicates that power distance has a moderating role
between leader’s empowering behavior and employees’ pyschological
empowerment perception while the other cultural variables do not have.
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I. Introduction

A review of literature clearly shows that the empowerment is an emerging concept
used by scholars and practitioners to explain organizational effectiveness (Conger
and Kanungo, 1988, p.471). However, the understanding of empowerment is
limited and used for substitution of other concepts like delegation, sharing power,
etc. Although there exists many studies related to empowerment and just as many
definitions of the term exist in the literature, there is no consensus. Over the last
two decades, two complementary perspectives on empowerment at work have
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emerged in the literature (Spreitzer, 2007-1). First approach is representing more
classical thought and focuses on the social-structural (relational) conditions that
enable empowerment in the workplace. The second is focuses on the
psychological experience of empowerment at work (Eylon ve Bamberger, 1999).

Despite the recognized role of empowerment in literature and although the
importance of investigating the effects of cultural differences are realized, the
studies of indutrial and organizational pyshology is done within the culture and
testing the generasilability of behavioral technologies in other nations (Aycan et
all (2000). With this perspective, the purpose of this study is determined as to
analyze empowerment from both leaders’ behaviour and employee’s
pyhychological perspectives considering cultural differences.

2. Literature review

The existing literature stated that empowerment concept has two main constructs-
relational and motivational- and these differentiation creates different definitions.
Saeman (1992) defines concept as “make the people more stronger” (p.189) which
means various skills to promote subordinates’ capabilities and potentialities based
on trust. In this perspective, Conger and Kanungo defines empowerment as “the
process by which a leader or manager shares his/her power with subordinates”
(Conger and Kanungo, 1988, p. 473). These definitions indicate the ‘behaviour’
aspect of empowerment, This perspective has been criticized as being limited
because it provides an organizationally-centric perspective on empowerment. Even
the tools has been provided to employees, they still feel disempowered or
individuals lack all the objective features of an empowering work environment yet
still feel and act in empowered ways (Spreitzer, 2007-2).

This limitation of social-structural perspective leads the motivational construct
which is referred as pyschological state and defined as “process of enhancing
feelings of self-efficiency among organizational members through the identification
[and removal] of conditions that foster powerlessness” (Conger and Kanungo, 1988,
p. 474). Spreitzer conceptualized empowerment in terms of a multidimensional
construct capturing the four cognitions (Spreitzer, 1995) that reflect an
individual’s orientation to his or her work role and defined the pyschological
empowerment as ‘“motivational construct manifested in four cognitions: meaning,
competenece, self-determination, and impact” (s.1444). She (2004) also stated
that while the social-structural perspective has limitations because it is
organizationally-centric, the psychological perspective is also limited because it is
individually-centric, so, both should be considered togethar (Bandura, 1986;
Spreitzer ve Doneson, 2005).
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H1: There is a positive and significant relation between leader’s empowering
behaviour and employee’s pyschological empowerment perception.

Culture, as an independent variable and as a moderator effects many
organizational behaviour variable. One of the leading culture researcher Hofstede
(2001) contributed to the field with dimensioning the culture with five dimension
and he defined culture as “the collective programming of the mind that
distinguishes the members one cathegory of people from those of another”
(Hofstede, 1980, p.25). He suggested power distance, individualism-collectivism,
masculinity/feminity, uncertainity avoidance and long term orientation as
dimensions to explain the cultural differences. In this research except long-term
orientation, all these five dimensions and additionally fatalism were used.

Uncertainity avoidance is the extent to which members of a society feel
uncomfortable with the unstructured situations (Ergeneli et all, 2007). In high
uncertainity avoidance cultures, security is a motivational factor (Nicholson and
Stepina, 1998). Hofstede (1991) stated that if the anxious is high, people feel more
stress, at the same time, they need more security and they try to overcome this
stress by more tendecy torwards formal rules and structures. In a study, it is found
that the managers from high uncertainity avoidance cultures tended to be more
controlling, less delegating and less approachable (Dickson et all, 2003) which
leads less empowering behaviour from leader side.

H2a: Uncertainity avoidance is moderator in the positive relation between leader’s
empowering behaviour and employee’s pyschological empowerment perception.
The relation is weaker if the uncertainity avoidance is high.

Power distance indicates the extend to which a society accepts inequality among
institutions, organizations and people (Ergeneli et all, 2007, pp.708) and
influences the extend of formal hierarchy, the decision making structure, rules and
regulations, leadership styles in each culture (Hofstede, 2001). While individuals
in high power distance society are used to live with more paternalistic leadership
style and centralized environment, low power distance culture members prefer
delegating styles and feel themselves better with equal distribution of power
(Eylon ve Au, 1999).

H2b: Power distance is moderator in the positive relation between leader’s
empowering behaviour and employee’s pyschological empowerment perception.
The relation is weaker if the power distance is high.

Individualism-collectivism is related to the situations that the people either more
interested in individual needs or group needs they are integrated. Individualism
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and collectivism in a society strongly effect the nature of relationship between a
person and organization to which he or she belongs (Ergeneli et all, 2007).

H2c: Individualism is moderator in the positive relation between leader’s
empowering behaviour and employee’s pyschological empowerment perception.
The relation is weaker if the unceratinity avoidance is high.

The masculinity is the extend to which dominant values in a society that stress
assertiveness and being though, the acquisition of money and material objects,
and not caring for the others, the quality of life or people (Dickson et all, 2003).

H2d: Masculinity is moderator in the positive relation between leader’s
empowering behaviour and employee’s pyschological empowerment perception.
The relation is stronger if the power distance is high.

Fatalism is the belief that whatever happens must happen (Bernstein, 1992, p.5)
and it has been accepted as a critical variable which effects internal working
culture committment. The people from high fatalistic cultures shy away from
taking responsibility, expecting that their extra effort will not necessarily yield
desired outcomes (Aycan et all, 2000, p.200)

H2e: Fatalism is moderator in the positive relation between leader’s empowering
behaviour and employee’s pyschological empowerment perception. The relation
is weaker if the fatalism is high.

3. Methods
3.1. Measures

Physhological Empowerment Perception Scale: The empowerment scale
developed by Spreitzer (1995) was used in order to measure the perceptions of
psychological empowerment of the participants. It has four dimensions —meaning,
impact, competence, self-determination- with total of 12 items. In this study, not
the dimensions, all scale’s average values are used. The Cronbach’s Alpha value
for the measure was found as 0,93 for the sample .

Leaders’ Empowering Behavior Scale: The scale developed by Konzcak, Stelly
and Trusty (2000) was used to measure the leader’s empowering behavior. It has
six dimensions as delegation of authority, accountability, encouragement of self-
directed decisions, information sharing, skill development, coaching for
innovative performance with 17 items. The Cronbach’s Alpha value for the
measure was found as 0,95 for the sample .

152



INTERNATIONAL JOURNAL OF BUSINESS AND MANAGEMENT STUDIES
Vol 3,No 1,2011 ISSN: 1309-8047 (Online)

Culture Scale: The scale developed by Dorfman and Howell (1988) to measure
the Hofstede’s four cultural dimension (33 items) and fatalism scale (5 items)
developed by Aycan et all (2000) were used to measure the cultural differences.
Factor analysis was conducted to the scale and it was found that items were
loaded into five factors as original with explained total variance % 62,9 by
omitting three items. The realiability coefficients of the factors -fatalism,
individualism/collectivism, power distance, uncertainity avoidance and
masculinity/feminity- were found as 0,84, 0,78, 0,75, 0,89 and 0,85 respectively.
In all scales, the statements were responded through a five-point scale (1: being
completely disagree, 5: being completely agree) for all.

3.2. Sample and Analysis of Data

White collar employees of a vehicle production company from England, Poland,
Turkey and Germany is the sample of this study. The aim to have participants
from four different countries is not to make country comparison, but to have
cultural heterogenity in sample. Survey technique was used for data collection.
Since the questionnaries are English, translation of them into three different
languages were done using the method proposed by Brislin et all (1973). Totally,
238 survey forms were returned with the percentage of %74,78-Turkey, %52,20-
Polond, %57,69- UK, %45,63-Germany.

In order to determine whether there exists a significant difference in the culture
value dimensions of the countries studied (for cultural heterogenity), the one-way
ANOVA was conducted to compare country means of culture dimensions. Table 1
shows that there exists significant differences on all culture value dimensions
across the countries studied. Also, Tukey test was used in order to investigate the
difference between each country’s culture value dimensions. According to results
in Table 2, Turkey was significantly different than all the other countries for
“individualism* dimension while Poland was significantly different than Germany
for “uncertainity avoidance” dimension.

Table 1: One-way ANOVA between countries

Cultural Value Dimension F Sign.
FAT 47,08 .000***
IDV 25,73 .000***
PD 40,33 .000%**
UA 87,44 .000***
MAS 38,39 .000***

Power Distance (PD), uncertainity avoidance (UA), individualism-collectivism (IDV), masculinity
and feminity (MAS), Fatalism (FAT), p <.0,001***
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Table 2: Tukey Test Results for comparisons of culture value dimensions

Germany UK Turkey Poland

Mean S.D. Mean S.D. Mean S.D. Mean S.D.
FAT*** 357b,ecd 0,72 2,07a 0,83 1,96 a 0,84 199a 0,68
IDV ***  262bec,d 0,5 3,08 a 0,59 3,73ab,d 0,78 3,32a,c 0,76
PD*** 3,32b,c,d 0,62 2]l16a 0,72 1,93 a,d 0,74 243a,c 0,58
UA*** 2,33b,c,d 0,63 3,83ac 0,72 4,16 a,b 0,61 41a 0,58
MAS***  356b,c,d 097 1,6a.c,d 0,95 2,18 a,b 0,96 243a,c 0,76

Power Distance (PD), uncertainity avoidance (UA), individualism-collectivism (IDV), masculinity
and feminity (MAS), Fatalism (FAT) p<.001*** a:Significantly diff. than Germany
b:Significantly diff. than UK, c:Significantly diff. than Turkey, d:Significantly diff. than Poland

The correlation matrix displayed in Table 3 shows the intercorrelations between
variables.

Table 3: Intercorrelations between variables

Var. Mean | S.D. 1 2 3 4 5 6 7
1. PEMP | 3,76 0,93 ,93

2.LEB 3,37 0,90 ,68 ¥* | 95

3. FAT 2,28 0,98 -,64 ¥ | 59 ®* | 84

4.1DV 3,28 0,79 A7 Fx | 30 %% | 18 ** | 78

5.PD 2,35 0,83 =55 kK | 44 Fw | 53 kx| 28 ** | 75

6. UA 3,74 0,92 JIS ¥* | 59 *% | 49 *% | 49 x| .38 ** | 89

7.MAS | 2,35 1,11 =50 %% | 40 ** | 5] ** | 18 *¥* | 50 ** | - 44 ** | 83

Pyschological empowerment perception (PEMP), Leader’s Empowering Behaviour (LEB), Power
Distance (PD), uncertainity avoidance (UA), individualism-collectivism (IDV), masculinity and
feminity (MAS), Fatalism (FAT), *p<0.01, *p<0.05

4. Results

The hypothesis H1 was confirmed as a result of regression analysis and it was
found that there is positive and significant relation between leader’s empowering
behaviour and employee’s pyschological empowerment perception. (b = 0.408,
p<.001). In order to test the hypothesis related to moderation role of cultural
variables between two constructs of empowerment indicated in other hypothesis
(H1(a-e)), the moderation procedure has been applied as proposed by Baron and
Kenny (1986). In the regression analysis, the interaction term is obtained by
multiplying the independent variable and moderator variable. To overcome the
multicollinearity problem, the mean value of independent variables are subtracted
from their real value, and those values are used in regression analysis (Aiken and
West, 1993). Then, two step regression analysis was applied. The results of
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analysis revealed that the interaction term of power distance’s beta coefficient (b=
0,146, p<0,05) and R?> change (AR®> = 0,030, p<0,001 ) is significantly
meaningful. The interaction term of power distance has an effect on dependent
variable — pyschological empowerment perception (Table 4). Exhibit 1 shows the
effect of interaction term of power distance and leader’s empowering behaviour
on the dependent variable — pyschological empowerment perception.

Tablo 4: Regression Analysis results for moderation

Ist Step 2nd Step
LEB A28%** LA08H**
UA ,245%** ,181%**
FAT -, 165%%* -, 148%%*
PD -, 139%* -,126%*
MAS -,014 -,020
IDV ,143%* ,128%*
LEB * PD ,146*
LEB * UA ,001
LEB * IDV -,056
LEB * FAT ,078
LEB * MAS -,030
F 98,43 5%** 61,209%**
D.f. 6 11
R2 ;719 ,736
AR2 ,030%%*

Pyschological empowerment perception (PEMP), Leader’s Empowering Behaviour (LEB), Power
Distance (PD), uncertainity avoidance (UA), individualism-collectivism (IDV), masculinity and
feminity (MAS), Fatalism (FAT), *** p<.001, ** p<01l, * p<.05

Exhibit 1: Moderator role of PD between LEB and PEMP
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To test the interaction term’s effect is significantly meaningful, simple effect
analysis has been applied and using the procedure by Aiken and West (1993) and
Dawson and Richter (2006), two-way interaction graph has been drawn (Cohen et
all, 2003). According to exhibit, the relation between leader’s empowering
behaviour and employee’s pyschological empowerment perception is positive for
both low and high power distance cases. But, it is observed that for the
participants who have low power distance, the relation is weaker (low slope) than
for the participants with high power distance (high slope).

Analysis result showed that power distance is moderator between the leader’s
empowering behaviour and employee’s empowerment perception, however, the
relation proposed in the hypothesis was not confirmed. Other hypothesis in model
H2 (a,c,d,e) were not confirmed also.

5. Discussion

The major findings of this study is that there is a significant relationship between
two empowerment construct, leader behaviour and employer perception, and in
this relation, power distance has a moderation role. This relation is weaker for the
participants with high power distance compared to ones having low power
distance. The individuals from high power distance has longer social distance, and
this distance and role expectations show that they prefer authority figure of the
organization. On the contrary, in the low power distance cultures, employees may
have chance to make negotiation with their managers and they can establish more
personel relations with them (Dorfman ve Howell, 1988). Thus, for the employees
from low power distance culture, the empowering behaviours of the leaders are
expected and employees are accustomed to live with these behaviours.

Empowerment practices develop organizations and improve organizational
effectiveness through high employee committment, quality of goods and services,
managerial effectiveness and high performance (Conger and Kanungo, 1988).
Investigation of the relation between empowering behaviours and pyschological
state from cross-cultural perspectives will help the companies for their effective
journey in multinational working environment. Therefore, this study is thought to
contribute to literature clarifying the relation between two empowerment
construct with the moderation role of power distance in cross-cultural setting.

As in the case with other research, this study admittedly has certain limitations.
First of all, the data obtained in this study is self-declaration, so can be thought as
subjective and carry bias. Secondly, the data collection has been done during the
world economical crisis in 2009, which affected the feelings and behaviours of

156



INTERNATIONAL JOURNAL OF BUSINESS AND MANAGEMENT STUDIES
Vol 3,No 1,2011 ISSN: 1309-8047 (Online)

work force deeply. So, by collecting data in another period and also investigating
the leader’s behaviour in real business situations especially linking the research
with performance measures in real life settings, further research’s may resulted
with different findings.
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