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Abstract  

In a constantly changing market environment, in which decentralization is seen as a key 

to strengthen the competitive advantage of the companies, a certain leadership style is 

called for, so that the employees are able to use a wider spectrum of their abilities as 

well as their knowledge. Therefore, this research concentrates on studying leadership, 

and leader’s potential positive influence on the employee empowerment, since only few 

researchers have conducted a qualitative study to fully understand this connection. More 

specifically this research focuses on gaining deeper understanding on the empowering 

leadership style and the behavioural traits associated with it, since empowering 

leadership style is claimed in resulting in enhanced employee empowerment.  

 

The purpose of this research is to gain further understanding on the influence of 

“leadership empowerment behaviour” in enhancing employee empowerment from the 

employees’ point of view. Hence, this research focuses on answering to the following 

research questions: “How do employees perceive the behavioural traits of LEB, and do 

these perceptions reflect any signs of psychological empowerment of the employees?” 

 

In order to fulfil the research purpose and answer to the research questions, 15 

interviews were conducted and already existing literature was used to formulate the 

interview questions.  All in all, the aim of this research is to connect two different 

theoretical concepts and to gain deeper understanding on the practical implications from 

the employees’ point of view, when connecting these two standpoints. 

 

As a result of this research, the empirical findings reveal variety of ways how the 

employees perceive LEB traits of their leaders. Moreover, what the empirical findings 

especially show is that the employees’ answers reflect signs of employee empowerment, 

and that “accountability”, “participative decision-making” and “coaching” types of 

LEB traits have positive influence on the employees. Hence, this research justifies that 

it was valuable to connect theoretical stances and to study the connection between them.   
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1 INTRODUCTION 

 

1.1 Background  

The constant changes and innovations during the past decades have not only changed 

the way we live but also the way how work is organized and designed in today’s 

modern society (Lindbeck & Snower, 2000; Casad, 2012). In fact, according to 

Dewettinck & Van Ameijde (2011, p. 284) “intensifying global economic competition, 

advances in technology and the shift to a service oriented economy”, have made 

organizations to create more decentralized organizational structures, which means that 

more responsibility is given to the subordinates (Houghton & Yoho, 2005; Ahearne, 

Mathieu, Rapp & Zedeck, 2005). Moreover, due to the global downturns, it has become 

crucial for companies to leverage their competitive advantage whereby the strengths of 

their human capital can be considered as a fundamental element to do so (Erikkson & 

Ortega, 2006). While management literature provides many models on how employee 

performance can be improved and decentralization of power can be achieved, enhancing 

employee empowerment has been suggested as one of the ways on how this can be done 

in practice (Arnold, Arad, Rhoades & Drasgow, 2000, Ahearne et al., 2005, Dewettinck 

& Van Ameijde, 2011). 

 

Generally, employee empowerment can be seen as attempts to motivate employees at 

their work by enabling them to use a wider spectrum of their abilities as well as their 

knowledge (Poulis, Vasilaki & Poulis, 2009). Therefore, when it comes to 

implementing empowerment in practise one way of doing it could be by reorganizing 

employees’ work while another way could be by increasing employees’ autonomy 

(Poulis et al., 2009). Overall, it is expected that employee empowerment can be 

increased by delegating the power to the “lowest level” of the organization, and by 

adding “participative decision-making” and “self-management” into the employees’ 

work (Conger & Kanugo, 1988; Thomas & Velthouse, 1990; Seibert, Silver & 

Randolph, 2004).  

 

Hence, after stating what is meant by employee empowerment and mentioning how it 

can be done in practise, it can be highlighted that one of the most efficient ways of 

enhancing  employee empowerment is by using certain type of leadership style, when 

guiding the employees (Poulis et al., 2009). In fact,  according to Ahearne et al. (2005), 

if managed effectively, leadership can be seen as an important driver of empowered 

organizations. Furthermore, Sumi (2014) has presented similar arguments by stating 

that if the companies aim to empower their employees, there need to be alterations in 

“policies, practices, and structures” of an organization. More specifically it is meant 

that “the traditional top-down, control oriented management model” needs to be 

changed and replaced by more participative leadership style (Sumi, 2014). This new 

way of approaching leadership includes certain behavioural traits, in which “leadership, 

decision making, responsibility, and authority are shared (Sumi, 2014, p. 18).” 
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Furthermore, in this way of approaching leadership, the leaders are focused on 

empowering and supporting their employees rather than directly instructing them, which 

in turn results in more positive attitudes and enhanced performance of the employees 

(Arnold et al., 2000; Avolio, Zhu, Koh & Bhatia, 2004).  

 

Therefore, this research focuses on “Leadership Empowerment Behaviour” (LEB) and 

how it is perceived by the employees. That is because the employement of LEB has an 

assumed influence on employee empowerment (Dewettinck & Van Ameijde, 2011), and 

because there seems to be both theoretical and organizational interest to gain new 

insights regarding to this connection (Barroso Castro, Villegas Parinan, Castillas Bueno, 

2008). In addition, since the empowering leadership style and more specifically LEB 

can be seen as this type of new and more participative leadership style, which 

companies might need in order to succeed in competitive business environment, it is our 

interest to conduct a research study, which aims to gain new insights on: What type of 

influence empowering leadership style has on the employees, and more specifically how 

employees perceive the LEB traits of their managers? 

 

 

1.2 Problem statement 

Considering the amount of existing literature related to empowering leadership, the 

importance of doing research on that topic can be considered as evident (E.g. Arnold et 

al., 2000; Dewettinck & Van Ameijde, 2011; Spreitzer, 1995). However, there seems to 

be certain facets of this concept that require further elaboration and additional empirical 

evidence. As a matter of fact, there is an increasing interest in empowering leadership, 

but research has yet to explore the actual practices that leaders should employ in order 

to create the feeling of empowerment among their employees (Dewettinck & Van 

Ameijde, 2011). In fact, it is yet not fully studied, what is the connection between 

leaders’ LEB traits and how employees react to this type of leadership behaviour. 

Therefore, In order to enhance understanding on this specific research gap, our study 

establishes a connection of two theoretical stances –namely LEB and employee 

empowerment - in order to fully understand whether the practical implication of LEB 

traits can have a true effect on the employees' feelings of being empowered. Hence, this 

research draws its attention to the LEB, and to what type of influence it may have on the 

employees. Furthermore, a strong argumentation for why this study can be seen as 

important, is that only few researchers have conducted a qulitative study to fully 

understand this connection between the abowe mentioned theorethical stances 

(Dewettinck & Van Ameijde, 2011).  

 

In addition to the above mentioned argumentations related on why the connection 

between leadership and employee empowerment ought to be futher studied, the 

following standpoint can be presented. Indeed, while some researchers have made the 

division between managerial and psychological empowerment of the employees – 
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concepts that will be further elaborated during the second chapter of this study – in this 

research both practices can be seen as contextual factors affecting employees’ feeling of 

empowerment (Dewettinck & Van Ameijde, 2011; Faulkner & Laschinger, 2008; 

Spreitzer, 2008). In other words empowering leadership, as a managerial way of 

approaching leadership, can have an influence on the feelings and cognitions of the 

employees, as known as the psychological approach to empowerment. Therefore, since 

there seems to be a lack of empirical evidence connecting these two above-mentioned 

approaches of empowerment, this research aims to further examine this connection 

(Seibert et al., 2004; Dewettinck & Van Ameijde, 2011; Faulkner & Laschinger, 2008; 

Spreitzer, 2008).  

 

Furthermore, although there are some studies that have examined the relationship 

between empowering leadership and how the employees perceive it, most of these 

studies are conducted to approach this matter from the leadership point of view (Jarrar 

& Zairi, 2002; Nesan & Holt, 2002; Psoinos & Smithson, 2002; Fenton-O’Creevy, 

2001; Hammuda & Dulaimi, 1997). Hence, only few studies have approached this topic 

from the standpoint of the employees (Lashley, 1999). However, because employee 

empowerment can be seen as a perceptual matter, “it is necessary to measure 

empowerment by asking employees if they feel empowered, rather than relying on 

management options (Greasley, Bryman, Dainty, Price, Naismith & Soetanto, 2008, p. 

44).” Therefore, the aim of this research is to study the LEB from the employees’ point 

of view, since there seem to be only few qualitative studies, which highlight this 

important standpoint (Greasley et al., 2008).  

 

In order to gain new insights on the relationship between leadership empowerment 

behaviour and how employees perceive it in their minds, this research concentrates on 

answering to the following research questions: How do employees perceive the 

behavioural traits of LEB, and do these perceptions reflect any signs of psychological 

empowerment of the employees? 

 

 

1.3 Purpose 

The purpose of our research is to gain further understanding on the influence that 

managers’ “Leadership Empowerment Behaviour” can have on enhancing the 

employees’ feeling of empowerment. Therefore, the focus of this research is on the 

employees’ point of view. This means that we aim to find out how the individuals 

perceive the behaviour exhibited by their leader, and whether those perceptions show 

any feelings of employee empowerment. 
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1.4 Structure of thesis 

While the introductory part of this thesis has provided an outline of the problem to be 

researched along with background information concerning the particular problem, the 

second chapter will shed light to the terminology that is used throughout this research 

and introduces the theoretical backgrounds from which this thesis purpose stems from. 

Hereby, the focus is on the existing literature related to LEB, employee empowerment 

in general as well as on presenting the followers’ point of view regarding to how they 

perceive their leaders’ behaviour. The next part of the study deals with the selected 

methodology and is concentrated on elaborating the chosen research approach. 

Moreover, we clarify how our research was designed and how the data was collected. 

Subsequently, the emphasis is on presenting the collected data including the data 

analysis; and also on interpreting how the employees seem to perceive the LEB, and 

whether these perceptions reflect signs of employee empowerment. Lastly, the final part 

of this research presents conclusions, practical implications, limitations and provides 

suggestions regarding to potential topics for future research. 
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2 FRAME OF REFERENCE 

In order to gain more insights to the question of how employees perceive “Leadership 

Empowerment Behaviour” and whether that leads to the feeling of empowerment in the 

minds of the employees, it is essential to clarify what is meant by the concepts of 

leadership and LEB in general. Therefore, the first part of the second chapter introduces 

a general description of leadership and presents four distinctive leadership approaches. 

Furthermore, the theoretical background of empowering leadership is discussed upon 

and the aspects of LEB are described in detail. Afterwards, the latter part of the second 

chapter has its focus on the employees and their way of perceiving the leadership in 

general. Furthermore, the concept of employee empowerment is introduced and the 

theoretical background of it is further explained in detail. 

 

 

2.1  Theoretical background of leadership 

When it comes to defining leadership as a concept, researchers seem not to have found a 

mutually accepted definition. According to Stogdill (1974, p. 259) “there are almost as 

many definitions of leadership as there are persons” attempting in defining it. 

Regardless of many definitions, some common aspects of leadership can be introduced, 

and one general description can be presented. First of all, Yun, Cox and Sims (2006, p. 

377) argue that leadership can be seen as “a process of personal influence” meaning that 

when one person has an impact on the other, leadership takes place. Secondly, 

Dierendonck and Dijkstra (2012, p. 2) highlight that leadership would be a “process of 

social influence” in which the leader helps and supports the subordinates to reach a 

mutual goal as well as motivates them. Thirdly, Prabhakar (2005, p. 53) states that 

“[g]ood leaders do inspire confidence in themselves, but a truly great leader inspires 

confidence within the people they lead to exceed their normal performance level.” All in 

all, this research has chosen to define leadership as follows, because this specific 

definition represents a wide rage of qualities that can be associated with leadership. As 

such, leadership can be seen as: “influencing task objectives and strategies, influencing 

commitment and compliance in task behaviour to achieve these objectives, influencing 

group maintenance and identification, and influencing the culture of an organization 

(Yukl, 1989, p. 253).” To sum up, it can be stated that even if there are many ways of 

defining leadership, the modern way of looking at leadership tends to take more 

facilitating and motivational approach to leadership, in which employees are 

encouraged to take responsibility (Bass, Avolio, Jung, & Berson, 2003; Dierendonck & 

Dijkstra, 2012). 

 

Besides creating many ways of defining leadership, scholars have generated many 

distinctive leadership approaches, within which each leadership style refers to certain 

leadership behaviour (Houghton & Yoho, 2005). In fact, according to Pearce, Sims, 

Cox, Ball, Schnell, Smith and Trevino (2003) leadership can be divided into four main 
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leadership types, them being “directive, transactional, transformational and 

empowering” leadership approaches. The reason why this way of clustering leadership 

styles was chosen, is because it shows how the relationship between the leader and 

follower, as well as the organizational delegation of power can be seen from many 

different perspectives (Dewettinck & Van Ameijde, 2011). In order to gain new insights 

on what type of influence one distinctive leadership style, empowering leadership, has 

on the employees and why it should be studied, it is important to understand how 

empowering leadership style differentiates itself from the other leadership approaches. 

Therefore, the main characteristics of each leadership type are elaborated over the 

course of the following paragraphs.  

 

First of all, directive leadership refers to a leadership style in which the leader has all 

the power, and in which the power is gained by having a formal position in the company 

(Schriesheim, House & Kerr, 1976). In this leadership style the leader sets the direction 

for the company, assigns goals for the employees, and engages in closely monitoring the 

results (Manz & Sims, 1991; Muczyk & Reimann, 1987). That is to say that in the 

directive leadership style the leader has a lot of power over the employees and therefore 

this leadership style can be seen as the opposite to the philosophy of empowering 

leadership (Houghton & Yoho, 2005; Yun et al., 2006). Secondly, transactional 

leadership style focuses on rewards systems in order to motivate the employees (Bass, 

1985; Bass & Avolio, 1990). In other words, the relationship between the leader and the 

follower is based on rewarding a specific type of behaviour that produces desirable 

organizational outcomes (Pearce & Sims, 2002). Overall, in this  leadership style the 

leader seems to engage in authoritarian type of leadership, in which the leader defines 

the employees’ tasks, and the way the tasks should be completed (Gill, Fitzgerald, 

Bhutani, Mand & Sharma, 2010).  

 

The third leadership type, transformational leadership, can be seen as an act, which has 

an influence on the attitudes and assumptions of the employees (Tracy & Hinkin, 1994). 

The leaders, representing the transformational leadership style, seem to engage in 

creating “a higher-level vision” for the company, which in turn is expected to stem 

commitment and emotional response from the side of the employees (Bass, 1985; Bass 

& Avolio, 1990). Moreover, transformational leadership emphasizes “inspirational 

communication”, “individualized consideration” and “motivation” of the employees 

(Houghton & Yoho, 2005, p. 69), and seems to have a considerable impact on the 

behaviour of the employees (Barroso Castro et al., 2008). Lastly, the fourth type of 

leadership style, that being empowering leadership, focuses on making employees to 

feel responsible for their own work (Yun et al., 2006; Pearce & Sims, 2002). That is to 

say that the leaders are encouraging  their employees to use self-leadership type of 

approach (Yun et al., 2006; Pearce & Sims, 2002). Indeed, in the empowering 

leadership style the leaders are more likely to engage in increasing their employees’ 
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self-influence rather than giving them direct instructions (Cox, Pearce, & Perry, 2003; 

Pearce & Sims, 2002; Yun et al., 2006).  

 

After introducing the four above mentioned leadership styles, it is essential to elaborate 

why this research paper puts its emphasis on gaining new insights on how the 

employees perceive the empowering leadership style; and not any of the other 

leadership styles. It can be stated that this research concentrates on gaining deeper 

understanding on the employees’ perceptions of empowering leadership, since 

empowering leadership is claimed to result in employee empowerment, which in turn 

has a positive influence on outcomes such as performance, satisfaction, involvement, 

and organizational commitment of the employees (Menon, 2001; Dewettinck & Van 

Ameijde, 2011). Therefore, gaining more insights on the possible effects of empowering 

leadership on the employees can be considered as important. Furthermore, it seems that 

none of the other above mentioned leadership types has as strong of an influence on the 

employee empowerment as empowering leadership seems to have (Houghton & Yoho, 

2005; Manz and Sims, 2001; Fong & Snape, 2015). Hence, putting the emphasis of this 

research on empowering leadership style can be seen as justified. Furthermore, because 

this research is concentrated on the influence of empowering leadership and more 

specifically how LEB is perceived by the employees, the following paragraphs further 

elaborate these concepts. 

 

 

2.1.1 Empowering leadership 

The historical basis of empowering leadership “can be traced back to […]Bandura’s 

(1986) social cognitive theory and participative goal-setting research” (Dewettinck & 

Van Ameijde, 2011, p. 287). From the leadership point of view the most important 

implication from that research is that the employees’ performance can be improved by 

encouraging them to use a self-leadership type of behaviour (Houghton & Yoho, 2005). 

In the similar manner as the historical roots of employee empowerment, the current 

definition of empowering leadership also reflects that employees are transformed into 

their own self-leaders (Pearce & Sims, 2002). As such, empowering leadership can be 

seen a process in which a leader implements “conditions that increase employees’ 

feelings of self-efficacy and control (Ahearne et al., 2005, p. 946)”. By self-efficacy it is 

meant the employees’ “belief in one’s capabilities to organize and execute the courses 

of action (Bandura, 1986, p. 3)”, which is needed in order to produce the desired 

organizationl outcomes. Overall, empowering leadership can be seen as a way to 

decentralize the power within a company and as means for leading others to lead 

themselves (Dierendonck & Dijkstra, 2012; Srivastava, Bartol & Locke, 2006; Vecchio, 

Justin & Pearce, 2010). 

 

After introducing what empowering leadership is all about, it is essential to further 

elaborate what are the assumed outcomes of this particular leadership style. As 
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mentioned before, the empowering leadership style has been claimed in resulting to 

higher levels of employee empowerment than other leadership styles (Manz & Sims, 

2001; Irvine, Leatt, Evans, Backer, 1999; Dewettinck & Van Ameijde, 2011; Fong & 

Snape, 2015). It has also been stated that by empowering employees, a leader can have a 

positive influence on the employees’ feeling of self-worth and sense of self-

determination (Deci, Conell & Ryan, 1989). In addition, according to Conger & Kanugo 

(1988), empowered workers “have greater authority and responsibility for their work 

than they would in more traditionally designed organizations (Ahearne et al., 2005, p. 

945)”. Lastly, the empowering leadership style can be assumed in resulting to the 

situation in which employees are empowered “to engage their own ability more fully to 

help the organization (Yun et al., 2006, p. 375)” in enhancing their competitive 

advantage. All in all, after elaborating on the outcomes of empowering leadership, it is 

important to draw the attention to the behavioural traits of leaders that can be associated 

with empowering leadership. That is because without defining the specific leadership 

behaviours, which are assumed in enhancing employee empowerment, it is impossible 

to study how employees perceive an empowering type of behaviour of the leaders. 

Therefore, the following paragraph concentrates on defining what types of behaviours 

can be associated with the empowering leadership style. 

 

 

2.1.2 Leadership Empowerment Behaviour 

When it comes to defining Leadership empowerment behaviour (LEB), it can be stated 

that the dimensions of LEB provide organizations with concrete behavioural traits that 

leaders should emphasize in order to enhance their subordinates’ feeling of 

empowerment, job satisfaction and affective organizational commitment (Dewettinck & 

Van Ameijde, 2011). Even if scholars have not found a mutual understanding on what 

are the behaviours that can be associated with LEB (Dierendonck & Dijkstra, 2012), 

some often used dimensions can be found. Therefore, the following paragraphs 

introduce two ways of distinguishing behavioural traits associated with LEB. 

 

First of all, Arnold et al. (2000) have created “a scale for measuring LEB, [which 

identifies] five factors [that reflect empowering leadership behaviour] (Dewettinck & 

Van Ameijde, 2011, p. 289)”, just like seen in the Figure 1, which is presented at the 

end of this paragraph. In fact, this scale for measuring LEB is called “Empowering 

Leadership Questionnaire” (ELQ) and its five categories are named as follows: 

“Leading by Example, Participative Decision Making, Coaching, Informing, and 

Showing Concern/ Interacting with the Team (Arnold et al., 2000, p. 249).” Out of these 

categories many researchers have associated Coaching, Informing, and Participative 

Decision-Making as behaviours that especially result in the empowerment of the 

employees (Bennis and Nanus, 1985; Blau and Alba, 1982; Bowen & Lawler, 1992; 

Neilson, 1986). When it comes to the meaning of all of these five behavioural traits, the 

following descriptions can be given (Fong & Snape, 2015). First of all, by “leading by 
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example” it is meant that the leader sets high standards for performance by his/her own 

behaviour. Secondly, “participative decision-making” is associated with the leader 

listening to both the subordinates’ ideas and suggestions. Thirdly, by “coaching” it is 

referred to the type of leadership behaviour, in which the leader helps the employees to 

identify areas, where more training is needed as well as to the type of leadership 

behaviour in which the leader acts “as a facilitator to help [people being coached] to 

use their own internal resources (Bond & Seneque, 2012, p. 11)”.  Furthermore, by 

“Information” it is meant that the leader explains rules and expectations to the 

employees. Lastly, by “showing concern/interacting with the team” it is denoted that 

the leader cares about work-group members’ personal problems. All of these above-

mentioned descriptions of the behaviours associated with ELQ are examples, and the 

full description of each behavioural trait provided by Arnold et al. (2000), can be found 

at the end of this research (Appendix 1).  

 

 
Figure 1: The dimensions of the Empowering Leadership Questionnaire by Arnold et al. (2000) 

 

Besides Arnold et al. (2000), also Dierendonck & Dijkstra (2012) have listed 

behavioural traits associated with LEB as seen in the Figure 2, which is following this 

paragraph. In fact, they have identified three empowering leader behaviour dimensions, 

which represent often-used behavioural traits associated with empowering leadership 

(Ahearne et al., 2005; Arnold et al., 2000; Boudrias, Gaudreau, Savoie, & Morin, 2009; 

Konczak, Stelly & Trusty, 2000). These three dimensions are as follows: “delegation of 

authority”, “accountability” as well as “facilitation” (Dierendonck & Dijkstra, 2012). 

When it comes to defining each of these dimensions, some descriptions can be given. 

First of all, “delegation of authority” means that the leader is giving away some of 

one’s power to the employees (Burke, 1986), “which, in turn, increases intrinsic 

motivation through changes in meaning, competence, impact, and self-determination 

(Dierendonck & Dijkstra, 2012, p. 4)” in the minds of the employees. Secondly, 

“accountability" is about “giving people clear goals to strive for, but also holding them 

responsible for achieving these goals (Dierendonck & Dijkstra, 2012, p. 4-5).” Lastly, 

“facilitation” reflects that leaders should be sharing knowledge and information with 

their subordinates. It also means that subordinates should be given “training to ensure 

that employees develop skills that are relevant for empowerment efforts (Dierendonck & 

Dijkstra, 2012, p. 5).” After elaborating on the two distinctive ways of viewing 

empowering leadership behaviour, it can be stated that a model showing the focus of 

this research consisting of the employees’ perceptions regarding to their leaders’ 

engagement to LEB will be presented at the end of the this particualr chapter. Hence, in 
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that model these above-presented LEB related theories are combined in a certain way so 

that a base for this study regarding the set of LEB is eventually created. 

 

 
Figure 2: Three LEB dimensions presented by Dierendonck and Dijkstra (2012) 

 

 

2.2 Followers´ perspective on LEB as a mediator for employee empowerment  

After elaborating on what type of leadership behaviour results in enhanced employee 

performance and the empowerment of the employees, it is time to switch perspectives 

and shed light to the same issue, but from the standpoint of an employee. That is 

because many researchers tend to agree that the relationship between the leader and 

their followers includes the type of personal interaction that can be considered as 

dynamic (Barroso Castro et al., 2008). Furthermore, as mentioned in the first chapter, 

more research should be conducted, which takes into account the importance of the 

follower’s role, as well as their cognitions and perceptions (E.g. Dierendonck & 

Dijkstra, 2012 & Barroso Castro et al., 2008). Evidently, the success of a certain 

leadership style, and whether followers feel empowered by their leader, is essentially a 

perceptual matter, which leads to the necessity of examining the employees´ perceptions 

regarding to their leaders’ leadership style (Greasley, Bryman, Dainty, Price, Soetanto 

& King, 2005; Greasley et al., 2008; Barroso Castro et al., 2008). Moreover, the 

suggestion coming from several researchers is that the employee perceptions may act as 

a mediator in the relationship between the leaders’ actions and the actual employee 

performance, which justifies the importance of conducting further research regarding to 

this matter (Barroso Castro et al., 2008).  

 

On the other hand, even if empowerment is certainly considered as a positive element in 

employees’ work design, which brings about positive changes for the workers regarding 

to meaning, competence, self-determination as well as impact on organization’s 

operations (Spreitzer, 1995), many difficulties are faced by the leaders who attempt to 

empower their followers, without taking their readiness into account (Greasley et al., 

2005). Indeed, as stated by Greasley et al. (2005), the type of leadership style exhibited 

by the immediate leader is a key factor that has an influence upon the level of 

empowerment perceived by the employees.  Thereby, the importance stemming from 

the dynamic relationship between followers and their leaders, which is “frequently cited 

as crucial in the empowerment literature (Greasley et al., 2008, p. 357),” is 

demonstrated once again. As previously stated, empowerment is a perceptual change in 
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the work design of the individual employee and therefore the extent to which each 

employee seeks those changes varies tremendously in terms of desire, readiness 

wariness and willingness (Gill et al., 2010, Greasley et al., 2008, Greasley et al., 2005). 

Therefore, it is not just the leader’s desire that leads individuals feeling empowered, but 

rather they are the feelings, believes and perceptions of the employees that make 

empowerment to truly occur in an organizational context (Greasley et al., 2008, 

Greasley et al., 2005).  

 

As the previous paragraphs have highlighted, the employees’ perceptions play a vital 

role in making employees feel empowered, as a result of an empowering leadership 

style. That can be considered as important, since leadership attempts do not result in 

empowerment, if the employees do not perceive them the right way. But apart from 

solely stating the importance of the employee perceptions, the need for leaders to realize 

that employees are individuals with a variety of different perceptions, needs to be 

considered as well (Greasley et al., 2005). That is to say that each member of an 

organization has different wants and needs, and therefore the specific leaders’ actions 

will not necessarily lead to the same outcomes, when looking at different employees 

(Greasley et al, 2008). The way how employees perceive certain leadership styles is 

highly influenced by the observations they have made regarding to the managers’ 

behaviour towards themselves or towards to the other employees (Yun et al., 2006). 

Furthermore, when it comes to empowering behaviour of the leader, the followers’ 

perceptions are mostly influenced by the level of trust and decision making power that 

the leaders are giving to their employees (Greasley et al., 2005). Thus, if one wishes to 

examine the actual empowerment within a company or the actual success of a specific 

leadership style, one cannot ignore the importance of considering the individuals’ 

perceptions of a leadership style. In other words, “if the meaning of empowerment is to 

be fully understood, it is crucial that employees are given the opportunity to be heard 

(Greasley et al., 2005, p. 366)” and that their point of view is considered rather than just 

relying on leaders’ point of view. That is also to say that the voice of many should be 

listened, so that a general opinion of the employees’ perceptions regarding to the 

leader’s behaviour, could be eventually gained.     

 

Eventually, it became evident that there is a clear need to gain more insights from the 

employees’ point of view regarding to: What are the perceptions that the employees 

have when being influenced by Leadership Empowering Behaviour (LEB), and do those 

perceptions actually reflect any signs of employee empowerment? However, since the 

literature is providing several diverse descriptions of employee empowerment 

(Maynard, Gilson & Mathieu, 2012), it is vital to understand the underlying concepts of 

empowerment and the different ways of approaching it. That is because only after 

giving a meaning to the concept of empowerment, it can be studied whether LEB leads 

to the perceptions classified as employee empowerment. Therefore, the following 

paragraph will shed light to the concept of employee empowerment. 
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2.2.1 Employee empowerment  

“It is well recognized that organizations are facing a turbulent environment and many 

are using empowerment interventions to equip themselves to be more flexible and 

adaptive (Wong Humborstaad & Kuvaas, 2013, p. 364).” Therefore, the topic of 

employee empowerment should be of great relevance for many organizations in today’s 

dynamic business world, in order to guarantee organizational competitiveness as well as 

to enhance employees’ performance and well-being (Bartram & Casimir, 2006; 

Dewettinck & Van Ameijde, 2011; Maynard et al., 2012). Since it seems that 

organizations can use empowerment in order to improve their performance in the 

constantly changing business environment, it is important to further elaborate how the 

occurrence of employee empowerment can benefit the organizations. For example, in 

the research conducted by Fernandez & Moldogaziev (2013, p. 490) it is argued that 

employee empowerment can be used to enhance “job satisfaction, organizational 

commitment, innovativeness, and performance” of the employees. Hence, what the 

results of that study indicate is that empowerment would in fact be directly positively 

correlated with performance and indirectly correlated with both job satisfaction and 

innovativeness, which in turn help to mediate the positive influence of empowerment on 

performance (Fernandez & Moldogaziev, 2013).  On the other hand, other researchers 

argue that empowerment can be seen as one of the most influential indicators leading to 

job satisfaction among public employees (Lee, Cayer & Lan, 2006; Wright and Kim 

2004; Kuokkanen, Suominen, Härkönen, Kukkurainen & Doran, 2009). Lastly, 

according to Menon (2001, p. 158), empowerment can result in “employee outcomes 

such as satisfaction, involvement, and organizational commitment.” Due to these 

obvious benefits of employee empowerment activities about 70% of the organizations 

worldwide use employee empowerment to some extent (Maynard et al., 2012). After 

stating the positive benefits stemming from employee empowerment, the attention can 

be directed to looking at the historical roots as well as different perspectives related to 

employee empowerment.  

 

When investigating the available literature regarding to the employee empowerment it 

can be relatively quickly noticed that there are a variety of different definitions and 

explanations of the term, and that its history is rooted to older theories (Sumi, 2014). In 

fact, even if the concept of employee empowerment is rather new, its roots stem from 

older research (Shantz, Alfres, Truss & Soane, 2013). Most research leads back to 

Hackman’s and Oldman’s (1980) “Job Characteristics Model (JCM)” and Bandura’s 

(1977, 1982) work on employees’ self-efficacy. The JCM lists five aspects of work, 

which motivate employees, namely “task variety, identity, significance, autonomy and 

feedback (Shantz et al., 2013, p. 2608).” What the JCM model also suggests is that “the 

psychological states of meaningfulness, experienced responsibility and knowledge of 

results (Shantz et al., 2013, p. 2608)” function as mediators in the relationship between 

empowerment and organizational performance. Furthermore, the understanding of 

empowerment arisen from Hackman & Oldham’s research (1980) is based on sharing of 
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power, decision making and formal control between the leader and their followers, 

which scholars have named being the structural way of approaching empowerment 

(Maynard et al., 2012). On the contrary, the other way of approaching empowerment, 

that being the psychological way, has its roots on “Bandura’s (1977, 1982) work on 

self-efficacy; [which] is less concerned with the actual transition of authority and 

responsibility but instead focuses on employees’ perceptions or cognitive states 

regarding employee empowerment (Maynard et al., 2012, p. 1234).” 

 

Besides the two pioneering studies on employee empowerment, many scholars 

afterwards have come up with different perspectives on the theme of empowerment, 

which can be broadly classified into the following three categories: a) the structural 

approach, b) the motivational approach and c) the psychological state of approaching 

empowerment (Menon, 2001).  

 

The structural or managerial perspective has its focus on organizational structure as well 

as on the ways to efficiently distribute power within a company (Sparrowe, 1994; 

Astley and Sachdeva, 1984; Brass and Burkhardt 1993; Hardy & Leiba-O’ Sullivan 

1998; Lawner 2000). “This has been the traditional approach to empowerment and it 

focuses on the actions of the “powerholders” who transfer some power to the less 

powerful (Menon, 2001, p. 156).” In particular, leaders can utilize different practices in 

order to have an impact on employee behaviour (Fernandez & Moldogaziev, 2013). 

According to Bowen and Lawler (1992), this can be achieved by leveraging power and 

authority within an organization. In fact, Bowen and Lawler (1992) argue that leaders 

should share four work-related aspects with their subordinates: “(1) information about 

the organization’s performance, (2) rewards based on the organization’s performance, 

(3) knowledge that enables employees to understand and contribute to organizational 

performance, and (4) power to make decisions that influence organizational direction 

and performance (Fernandez & Moldogaziev, 2013, p. 491).” Moreover, other scholars 

state that besides sharing authority and power, it is important that more democracy is 

added to the workplaces and hierarchical levels of management are decreased, so that 

managerial empowerment can take place (Denhardt, 1984; Golembiewski, 1965; 

Kirkhart, 1971). However, no regard is paid to the psychological state of the employee, 

when looking from this managerial perspective of empowerment (Menon, 2001).  

 

Besides presenting the managerial approach to empowerment, scholars have presented 

the motivational approach to empowerment, which focuses on “the internal process 

[…] of the individual (Menon, 2001, p.157)” being empowered. According to Conger 

and Kanugo (1988), empowerment can be viewed as employees’ improved belief of 

their own ability to perform, or in other words as “motivational process enhancing 

individual’s self-efficacy (Kim, Gyumin, Murrmann & George, 2012, p. 11).” On the 

other hand, Thomas and Velthouse (1990) defined empowerment as increased level of 

“intrinsic task motivation or internalized commitment to a task as evident in four 
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assessments of that task: impact, competence, meaningfulness and choice (Fernandez & 

Moldogaziev, 2013, p. 491).” Therefore, if a worker sees a task in a positive light from 

the point of view of these four assessment criteria, one will feel increased intrinsic 

motivation, which leads to increased employee empowerment (Fernandez & 

Moldogaziev, 2013).  

 

After approaching the employee empowerment from both structural and motivational 

point of view, the attention can be directed to looking at the matter from a psychological 

point of view. In fact, basing her research on Thomas and Velthouse’s model, Spreitzer 

developed a refined approach of employee empowerment, which deals with the matter 

from the psychological point of view (Kim et al., 2012; Menon, 2001; Seibert, Wang, 

Courtright & Kozlowski, 2011). This means that empowerment is seen as an 

individual’s “state of mind or set of cognitions” of the employees (Fernandez & 

Moldogaziev, 2013, p. 491).” She theorized empowerment as a multi-faceted construct 

including the following four aspects: “meaning, competence, self-determination, and 

impact (Spreitzer, 1995, p. 1444)”. Meaning refers to the fit between organization’s 

work goal values and employees’ own values, beliefs and standards (Spreitzer, 1995; 

Kim et al., 2012; Menon, 2001; Seibert et al., 2011; Hackman & Oldham, 1980). By 

competence it is meant the employee’s perceived belief that one has the required skills 

and capabilities to successfully complete a work related task (Spreitzer, 1995; Kim et 

al., 2012; Menon, 2001; Seibert et al., 2004). Self-determination on the other hand 

refers to employees’ sense of having choice in initiating and regulating actions (Deci, 

Connell, & Ryan, 1989; Spreitzer, 1995; Seibert et al., 2011). Lastly, by impact it is 

meant the degree to which one believes that they can have an impact on organization’s 

operations and final organizational outcomes (Seibert et al., 2004). All in all, what 

Spreitzer’s (1995) model indicates is that psychological empowerment and intrinsic task 

motivation are combined  (Menon, 2001), and that these two in combination reflect 

“individual’s experience of intrinsic motivation that is based on cognitions about him-

or herself in relation to his or her work role (Seibert et al., 2004, p. 335).” These 

findings indicate that if the employees of the company possess intrinsic motivation and 

are therefore psychologically empowered it can have a positive influence to the 

organization as a whole.  

 

To sum up, Menon’s (2001) arguments regarding to all of the three above-mentioned 

perspectives on employee empowerment can be presented in detail. Indeed, Menon 

(2001) highlights that, firstly, empowerment can be seen as an act, since the attention is 

drawn to “the employer or others doing the empowering (Menon, 2001, p. 157)”, which 

goes align with the structural approach of granting power to the followers. Secondly, the 

motivational approach is considered to be a process whereby the individual experiences 

the state of being empowered and lastly, empowerment can occur as a psychological 

state of mind (Menon, 2001). Differently than the structural approach the latter two 

perspectives on empowerment have their emphasis on the employee. Overall, it can be 



 

20 

argued that these three above mentioned ways of looking at empowerment are not 

mutually exclusive, but rather exist in order to draw a bigger picture of empowerment as 

phenomena (Menon, 2001).  

 

Reflecting on Menon’s (2001) classification of empowerment, it can be stated that this 

research also sees more than one perspectives of empowerment - the managerial and 

psychological perspectives – interacting with each other, since the focus of this study is 

to gain new insights on how LEB is perceived by the employees.  That is to say that in 

this context the LEB can be considered as the managerial way of approaching employee 

empowerment and alternatively the employees’ point of view can be classified as the 

psychological stance to employee empowerment. Indeed, as stated by Dewettinck and 

Van Ameijde (2011) only few research studies have simultaneously considered two 

perspectives of employee empowerment. Hence, when analysing our data, which will be 

gained from interviewing employees regarding to their perceptions on LEB, our 

motivation will be to focus on both the psychological and managerial perspective of 

employee empowerment, meaning that we are combining two theoretical stances, and 

trying to enhance our understanding on the connection between them. That is to say that 

our contribution to the existing literature is the gained further understanding regarding 

to the connection between two theoretical stances. Overall, since “both forms of 

empowerment can complement each other in affecting employee behaviours and 

attitudes (Dewettinck & Van Ameijde, 2011, p. 289)” our study focus is justified.  

 

Furthermore, in order to gain new insights on whether the employees’ perceptions 

reflect any signs of employee empowerment, it can be stated that this research has 

chosen to use Spreitzer’s four-dimensional concepts of psychological empowerment as 

a base to examine whether LEB traits lead to employee empowerment. In other words, 

the employees’ perceptions of LEB are studied and later on compared to the four 

dimensions presented by Spreitzer in the first place. We decided to choose these 

dimensions because by using them we are enabled to derive integrated solutions 

concerning the relationship between leadership empowerment behaviour and employee 

empowerment (Dewettinck & Van Ameijde, 2011). 

 

To sum up, this research concentrates on exploring how LEB affects the psychological 

empowerment of the employees, and how the employees, who are intended to be 

empowered, perceive the actions undertaken by their leader. The examination takes 

place at the individual level, meaning that the perceptions of a single employee are 

taken into consideration, instead of approaching this matter from the perspective of an 

entire group. Hence, before presenting a conceptual model, which illustrates what this 

research is all about, the relationship between each behavioural trait related to LEB and 

the different dimensions of employee empowerment, is presented over the course of the 

following paragraphs. 
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2.2.2 The connection between employee empowerment and the behavioural traits 

of LEB 

The fact that the theoretical backgrounds regarding to LEB and employee empowerment 

are presented throughout the previous chapters, can be seen as essential, since those 

theoretical standpoints presented rather separately the well-built theoretical stances, 

which function as basis for this study. Nevertheless, this part of the second chapter 

concentrates on bringing these two above mentioned theory stances together, and 

presents what the current literature states about the connection between these two; 

namely employee empowerment and the behavioural traits of LEB. Furthermore, what 

can be generally highlighted at this point, before presenting the theoretical implications 

of the connections between these two standpoints, is that this facet of empowerment 

literature is not yet well studied. However, the output presented by few scholars, who 

have started to explore these possible connections between these two theoretical 

standpoints, is now presented throughout the following paragraphs. 

 

Overall, it can be stated that it is essential to see what the existing literature says 

regarding to the connection between each behavioural trait of LEB and employee 

empowerment in general. The reason why it is important to present the theoretical 

findings first, before moving on to empirically investigating this matter any further, is 

because by presenting the current findings as they stand at the moment, it is possible to 

come back to these findings over the course of this research, and compare the empirical 

findings with the theoretical findings, so that it can be analysed whether possible 

deviations actually occur or whether new points of views can be gained from the 

empirical material. Therefore, the following paragraphs give first some reasoning to the 

matter of which LEB behavioural trades are used as dimensions of LEB over the course 

of this research, and afterwards it is explained in detail how each behavioural trait of 

LEB is connected to employee empowerment.  

 

Indeed, this research uses six behavioural traits of LEB as its dimensions and they are a 

combination of different researchers’ points of view towards the description of LEB. 

Indeed, the first five chosen behavioural traits, which will be used as behavioural traits 

in this research, have their origin in Empowering Leadership Questionnaire (ELQ) 

introduced by Arnold et al. (2000). These behavioural traits are the following: “Leading 

by example,” “Participative decision-making,” “Coaching,” “Information” and 

“Showing concern/ Interacting with the team.” Furthermore, the last behavioural trait, 

“Accountability,” which will also be used as a behavioural trait of LEB over the course 

of this research, comes from the list of behavioural traits associated with LEB, which 

are presented by Dierendonck and Dijkstra (2012). The reason why this one specific 

behavioural trait was chosen to be used as a behavioural trait of LEB instead of the 

other two behavioural traits also introduced by Dierendonck and Dijkstra (2012), is 

because the other two are very similar to the ones presented by Arnold et al. (2000) and 

are therefore already included in this research as behavioural traits. Therefore, by 
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choosing the combination of these six behavioural traits can be seen as justified, 

because when studying the employees’ perceptions of LEB by using these particular 

behavioural traits of the leaders, many type of behaviours that are assumed to result in 

employee empowerment, are included as behavioural traits in this research. Therefore, 

after presenting which six behavioural traits will be used in this research, the attention 

can be directed in finding out, what is the relationship between each behavioural trait 

and employee empowerment – as stated in the current theoretical stance.  

 

Therefore, when looking at the first behavioural trait of LEB, ‘leading by example’ it 

can be stated that leaders exhibit “a set of behaviours that show the leaders commitment 

to his or her own work as well as to the work of his/her members (Martínez-Córcoles, 

Gracia, Tomás & Peiró, 2011, p. 1120)” and thereby the leaders evidently increase the 

employees’ feeling of empowerment. This is because when showing this specific 

behavioural trait the leaders’ words and actions are in conformity, which makes the 

leader to become more trustworthy and authentic (Greasley et al., 2005). Due to this 

coherence employees are able to identify themselves with the company, feel encouraged 

and eventually rely more on their leader (Martínez-Córcoles et al., 2011). In fact, by 

setting high standards for their own behaviour the leaders are able to demonstrate the 

possibility of high performance, proactivity and impact on organizational outcomes. 

However, there is no evidence in the existing literature concerning which building 

blocks of employee empowerment are influenced by ‘leading by example’ in particular. 

Nevertheless, according to what was stated above, it can be assumed that LEB might 

have an influence on all the building blocks of employee empowerment, and this 

assumption will be looked upon over the course of this research.  

 

Furthermore, when looking at the connection between the second behavioural trait of 

LEB – participative decision-making – and the empowerment of the employees, the 

following implications can be listed. In fact, it can be stated that the leadership practices 

that delegate decision-making authority to the employees, can be seen as key themes 

related to employee empowerment (Seibert et al., 2011; Greasley et al., 2008; 

Dewettinck, & Van Ameijde, 2011; Leach, Wall, & Jackson, 2003; Ford and Fottler, 

1995). First of all, it can be argued that when involving employees in decision-making 

processes, the sensation of involvement can result in employees feeling that they have 

an influence on the organizational processes of the company (Dewettinck, & Van 

Ameijde, 2011). Secondly, according to Deci and Ryan (1985) the given decision-

making authority to the employees, can also be associated with employees’ feeling of 

self-determination.  That is to say that, when employees perceive having more 

autonomy in their work, or increased decision-making power, they can have a feeling 

that they have more control over their work, which reflects signs of employee 

empowerment (Greasley et al., 2008). Besides Deci and Ryan (1985), other researchers 

tend to agree with the statement that given decision-making power to the employees can 

lead to employees’ feeling of self-influence (Houghton & Yoho, 2005; Pearce & Sims 
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2002). Lastly, the shared decision-making power between leaders and their followers 

can be associated with employees perceiving that they have meaning in their work, due 

to sensation of the increased influence in their work (Greasley et al., 2008). All in all, it 

can be concluded that participative decision-making processes of the leaders are 

assumed in having an influence on employee empowerment and specifically to 

employees’ feeling of meaning, impact as well as self-determination.   

 

In addition, besides leading by example and participative decision-making, it can be 

stated that the leadership behaviour of coaching has an influence on employee 

empowerment as well (Bennis and Nanus, 1985; Blau and Alba, 1982; Bowen & 

Lawler, 1992; Neilson, 1986; Arnold et al., 2000; Hall, 2006). Indeed, in coaching “a 

coach acts as a facilitator to help [people being coached] to use their own internal 

resources (Bond & Seneque, 2012, p. 11)”, which in turn may have an influence on 

employees feeling of competence, because the employees are given the belief that they 

have the required skills to successfully complete a task. Moreover, since in coaching 

some autonomy is given to the employee and since coaching can be seen as a “two-way 

influence processes in which leaders appreciate the input of employees (Bond & 

Seneque, 2012, p. 11)” it can be assumed that the employees might perceive that they 

have some influence on organisations’ operations as well as on its performance (Arnold 

et al., 2000). Therefore, it can be concluded that coaching has an assumed influence on 

empowerment, more specifically to employees’ feeling of impact and competence.  

 

Furthermore, it can be highlighted that the leader’s tendency to share information with 

their employees seems to also have influence on the employee empowerment (Lawler, 

1986; Moon and Swaffin-Smith, 1998; Bennis and Nanus, 1985; Blau and Alba, 1982; 

Bowen & Lawler, 1992; Neilson, 1986; Arnold et al., 2000). In fact, it has been argued 

that information is power in the organizational context, which is to say that when 

information is shared to the employees, they can empower themselves in a better way 

(Yang & Choi, 2009). This point of view reflects the possible connection of employees’ 

enhanced feeling of self-determination, due to the shared information with the 

employees. Furthermore, leader’s tendency to share information with their subordinates 

has effect on employees’ feeling of impact in the organizational context, which is 

another aspect of employee empowerment. That is because the employees’ influence 

and contribution to the organizational decisions increases, when information is shared 

with them in the first place (Yang & Choi, 2009). In the similar manner employees can 

have more influence in the organization, if they possess adequate knowledge and skills, 

which can be enhanced by sharing information to the employees (Spreizer, 1995; 

Lawler, 1986; Moon & Swaffin-Smith, 1998). Therefore, according to the above-

mentioned points of view it can be concluded that leaders’ tendency to share 

information with their employees has an assumed influence on employee empowerment 

and more specifically to employees’ feeling of impact and self-determination.  
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After introducing how the above mentioned four LEB behavioural traits are connected 

to employee empowerment, the attention can be directed towards examining how the 

fifth LEB behavioural trait ‘showing concern and interacting with the team’ for the 

employees, is connected to employee empowerment, when the leader is caring about the 

professional and personal matters of the employees (Dewettinck & van Ameijde, 2011). 

By providing emotional support and showing concern for the followers’ wellbeing, the 

leader can achieve a higher level of commitment, trust, satisfaction and engagement 

among the employees, which will ultimately have a positive influence on the perceived 

empowerment by the employees (Martínez-Córcoles et al., 2011; Dewettinck & van 

Ameijde, 2011). If a leader exhibits a high level of ‘showing concern’, that leader will 

ultimately provide emotional support, encouragement, positive persuasion and the 

experience of successful task achievement to their followers, which especially 

influences the psychological empowerment-related to dimensions of competence and 

impact (Dewettinck & Van Ameijde, 2007; Conger & Kanungo, 1988). Therefore, it 

can be concluded that ‘Showing concern’ has an assumed influence on employee 

empowerment and more specifically to employees’ feeling of competence and impact. 

 

Lastly, it can be highlighted how the sixth behavioural trait of LEB, namely, 

“Accountability”, is connected to employee empowerment. Indeed, during their study, 

Dierendonck and Dijkstra (2012) have noticed that when leaders put this behavioural 

trait in practise, the psychological empowerment of their subordinates is greatly 

enhanced. According to Ford & Fottler (1995) this is because when “accountability” is 

put in practice, employees feel that their leader grants them power, because they are 

given the responsibility to become accountable for the outcomes of a task, but in the 

same time they are given the freedom of choice on how they aim to complete this 

specific task. Furthermore, when looking more closely at the particular building blocks 

of employee empowerment, it can be stated that “accountability” has its strongest 

influence on the self-determination of the individual employee. This is because of the 

freedom, which the followers are given in designing their action plans and initiatives, to 

achieve a particular goal (Dierendonck & Dijkstra, 2012). In addition, the 

“accountability” shows an effect on individuals' feelings of competence and impact 

within their company (Dierendonck & Dijkstra, 2012; Seibert et al., 2004). Therefore, it 

can be concluded that accountability has an assumed influence on employee 

empowerment and more specifically to employees’ feeling of self-determination, 

competence and impact. 

 

All in all, the following table - presented as Table 1 – summarizes how great of an 

influence all aspects of LEB are assumed in having on employee empowerment based 

on the current theoretical findings. 
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LEB 

dimensions 

Definition of each LEB 

dimension 

Employee Empowerment by Spreitzer (1995) 

  Meaning     Competence   Self-determination     Impact 

Leading by 

example 

The leader sets high 

standards for performance 

by his/her own behaviour 

+ + + + 

Participative 

decision-

making 

The leader listens to the 

subordinates’ ideas and 

gives employees decision-

making power 

+  + + 

Coaching 

 

 

The leader helps the 

employees to improve 

themselves and helps 

them to use their internal 

resources  

 +  + 

Information The leader explains rules, 

expectations and general 

information to the 

employees 

  + + 

Showing 

concern/ 

Interacting 

with the team  

The leader cares about 

work-group members’ 

personal problems 

 +  + 

Accountability The leader gives 

employees clear goals to 

strive for, but also holds 

them responsible for 

achieving these goals  

 + + + 

Table 1: The connection between each behavioural trait of LEB and employee empowerment 

 

After visualizing the theoretical point of view regarding to how great of an influence 

each behavioural trait of LEB has on employee empowerment, some assumptions can 

be given about other possible connections between LEB and employee empowerment, 

which are not derived from the theory. Firstly, it can be assumed that information 

sharing might have an influence on employee empowerment and especially to the 

“meaning” part of it. In other words it can be assumed that when leaders are sharing 

information with their team members, employees might have the feeling that they are 

more important part of the organization, which may enhance their feeling of belonging, 

and the extent to how much meaning they give to their workplace. Secondly, it can be 

assumed that when a leader is engaging to coaching type of behaviour and giving more 

freedom to the employees to decide how they are going to perform a certain task that 

may have a positive influence on employee empowerment and especially to the feeling 

of self-determination of the employees. That is to say that when employees are given 

the chance to decide about how they are going to deliver their tasks, they might have a 

stronger feeling that they are having a choice in initiating and regulating actions.  
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Besides these two above mentioned assumptions related to possible connections 

between LEB and employee empowerment, it can be stated that accountability may 

have a possible connection with employees’ ability to give meaning to their 

organization. In other words, when the leaders give responsibility to their employees, 

the employees might have a feeling that they are more part of the organization, which 

might enhance the feeling of meaning, which the employees give to the organization. 

Lastly, it can be stated, that there might be a possible connection between how the 

leaders are interacting with their team and the meaning that the employees give to the 

organization. That is because, when the leaders are regularly interacting with their 

employees, the employees might feel more connected to the organization and as a result 

give more meaning to their work in general. All in all, it can be stated that these above 

mentioned possible connections are just assumptions, which are not derived from 

theory; put might still appear in practice, which is why these assumptions are presented 

in the first place. To sum up, it can be highlighted that the possibility of other 

connections appearing in practice makes it more interesting to study this phenomena 

and gives more meaning to our research purpose, which is to find out what are the 

connections of LEB and employee empowered in reality, and to enhance our 

understanding on which connections appear as strongest, when looking at the 

connections between LEB traits and employee empowerment. 

 

 

2.3 Theoretical framework connecting LEB and employee empowerment 

After presenting a table visualizing the connection between LEB and employee 

empowerment and presenting other possible connections between these two factors, a 

model illustrating the focus of this research is presented as seen in the Figure 3. In fact, 

this model presents our research question in two separate parts. The first part is “How 

the employees perceive the LEB?” and the second part consists of further clarifying 

“Do the employees’ perceptions of LEB reflect any signs of employee empowerment?” 

Other than that, it can be stated that this model intends to illustrate the importance that 

this research places on the employees and their individual point of view regarding to 

LEB. That is to say that the employees’ perceptions of LEB play a vital role in enabling 

employee empowerment to take place, and therefore this research also places its focus 

on those employee perceptions.  

 

All in all, this conceptual model has three distinctive phases, which are all based on the 

theories presented throughout the previous chapters. Firstly, the topside of the model 

presents all the behavioural traits of LEB. Secondly, the middle part of the model 

presents how employees’ perceptions play a vital role in mediating, what type of 

influence leaders’ behaviour eventually has on the employees. Lastly, the bottom side of 

the model visualizes the four different ways in which employee empowerment takes a 

shape in the minds of the employees, when looking at employee empowerment from the 

psychological point of view. Hence, these four dimensions, originally introduced by 
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Spreitzer (1995), are all related to the employees’ state of mind. The reason why this 

part of the model is visualized as transparent, is because this research wishes to find out 

whether the employees’ perceptions of LEB actually reflect any signs of the employee 

empowerment, in other words whether employees perceive being empowered as a result 

of LEB. Overall, it can be highlighted that the fact that all the parts of the model are 

derived from different theories only gives reassurance to the fact that this research 

concentrates on studying a connection between different theoretical stances. 

 

After presenting all the parts of the conceptual model it can be stated that the model is 

used in this research as an illustration of the literature regarding to the assumed 

connection between LEB and employee empowerment and as an illustration on what 

this research is all about. In fact, the connections that are represented in this model will 

be explored in practice over the course of this research, when the empirical part of this 

research is realized in practice.  

 

Therefore, it can said that during the data collection phase of this research, the shown 

relationship between the top side and the centre of this model are more in use, in order 

to collect employees opinions on the LEB. On the other hand, when moving on to 

analysis and results part of this research, all the parts of this model are actively being 

used. That is because by comparing empirical findings, and more specifically 

employees’ perceptions of LEB, to the Spreitzer’s (1995) four aspects of employee 

empowerment, it can be examined whether any signs of employee empowerment can be 

found in practice as a result of LEB. 

 

 

Figure 3: A conceptual model illustrating the focus of this research 
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3 METHODOLOGY  

 

The methodological part of this research introduces the research design and the tactics, 

which have been chosen as basis of this research. Therefore, the purpose of the research 

as well as its underlying research philosophy will be discussed upon in the beginning of 

this chapter. Additionally, the research approach will be presented, including the chosen 

research strategy as well as the data collection techniques. Lastly, the chosen companies 

in which the empirical part of our research study was realized are introduced at the end 

of this chapter.  

 

 

3.1 Research philosophy 

The purpose of this underlying study is to gain further understanding on the influence of 

“Leadership Empowerment Behaviour” in enhancing employee empowerment from the 

employees’ point of view. Hence, the employees within a company are the focus of our 

research study and we as researchers seek new insights regarding to the way humans 

view “themselves and the world around them (Robson, 2011, p. 151)”. In other words, 

this research studies the way how social actors make sense of their surrounding business 

environment, which in the case of this study means that we try to find out how the 

employees perceive and interpret their leaders’ behaviour.  

 

Therefore, we adopted a research philosophy, which stems from the philosophical 

stance of interpretivism. That is to say that we wish to make sense of the social roles of 

other individuals in accordance to their own values and beliefs, which we do by 

interpreting how the employees describe their perceptions as a result of an interaction 

with their leaders, when the leaders are putting empowering leadership behavioural 

traits into practice (Saunders, Lewis & Thornhill, 2009). During this research, signs of 

the chosen interpretivist stance can be seen in several places. For example during the 

analysis phase of the empirical material, interpretivist stance is clearly adopted, since 

we as researchers need to interpret the answers of the employees in a way that we 

specifically try to understand their way of thinking. In addition, interpretivism is used 

when analysing the employees’ answers, since we as researchers need to interpret, what 

are the themes that arise from the employees answers in order to understand in a better 

way how the employees perceive their leaders’ LEB traits. Lastly, it can be stated that 

interpretivist stance is taken, when deciding whether the employee’s answers to the 

interview questions reflect any signs of employee empowerment, since we as 

researchers need to interpret whether any signs can actually be found.  

 

Generally speaking, the application of research philosophies is of great importance 

when conducting a research study, because these philosophies hold necessary 

implications concerning the way we as researchers see and construct the world around 

us (Saunders et. al., 2009). This takes place especially when questioning what is 
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acceptable knowledge to us, and how do we view the nature of reality. In order to 

present how these standpoints are understood, the following notions are presented. First 

of all, since interpretivism is used to make sense of how the employees perceive certain 

leadership traits, it needs to be remembered that the way we as researchers interpret and 

give meaning to the social world around us has an influence on what can be described as 

acceptable knowledge in the field of this research (Saunders et. al., 2009). Secondly, it 

needs to be also acknowledged that since we as researchers “interpret the social roles of 

others in accordance with our own set of meanings” (Saunders et al., 2009, p. 116), our 

own way of understanding the nature of reality has an influence on how we interpret the 

employees’ answers. Therefore, it can be stated that these notions need to be taken into 

consideration, when embracing an interpretivist point of view, when it comes to the 

development of acceptable knowledge for our study.  

 

Besides the epistemological view of interpretivism, this research also adopts the 

ontological standpoint of subjectivism (Blaikie, 2003). That is because the subjectivist 

“view is that social phenomena are created from the perceptions and consequent 

actions of social actors (Saunders et al., 2009, p. 110).” That is to say that in order for 

us to study what type of influence LEB has on the employees, we need to first examine 

the perceptions of the employees regarding to the LEB’s, which in fact is in line with 

the aim of this research. That is because this research acknowledges the importance of 

employees’ subjective perceptions as a mediator in allowing empowerment to take place 

as a result of LEB. 

 

Furthermore, when taking the subjectivist point of view to this research, it is 

acknowledged that the role of the researcher is to understand the “subjective reality” of 

the employees so that some meaning can be given to their interview answers in order to 

answer our research questions (Saunders et al., 2009, p. 110). That is to say that since 

we are “concerned with the feelings and attitudes of the workers towards their 

managers (Saunders et al., 2009, p. 116)” – it is crucial for us as researcher to first of 

all understand the differences between employees and their individual perceptions, so 

that the subjective meaning that each employee places on the social phenomenon can be 

grasped and fully understood. Overall, subjectivism is highlighted in practice, when 

acknowledging that all the employees perceive their leaders’ LEB traits in a different 

way, since they all view the world from their own subjective perspective. Therefore, we 

as researchers do not even expect that all the employees would perceive their leaders’ 

LEB traits in the similar manner, but rather expect that deviations from one employee to 

another are likely to occur in practice.  

 

 

3.2 Research approach 

When it comes to the research at hand, we have used already existing theory to develop 

the research purpose and to formulate our research questions, which leads to the fact 
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that the aim of this research is to connect two different theoretical concepts and to gain 

deeper understanding on the practical implications from the employees’ point of view, 

when connecting these two standpoints. In other words, this research studies the 

connection between “Leadership empowerment behaviour” and employee 

empowerment, and we as researchers try to gain further understanding on the practical 

implications of this connection.  

 

All this leads to a type of research approach, which leans towards being deductive, since 

the deductive approach inclines that one adopts a clear research approach based on 

already existing theory, and that a theoretical position is tested throughout the collection 

of the data (Saunders et al., 2009). In fact, as clear sign of deductive approach, it can be 

mentioned that the interview questions, which are used to collect data, are all theory 

based (Appendix 2, p. 84), which reinforces the fact that this research study is designed 

to enhance an understanding of the connections between two theoretical stances. 

Moreover, throughout the analysis chapter the theoretical stance is compared to the 

empirical findings, which shows signs of deductive research approach.  

 

However, even if this research has a strong theoretical base, it can be highlighted that 

this research is not purely deductive either. That is because this research does not only 

test a certain theory in practice, like often in the case of quantitative research, but rather 

combines theoretical stances and tries to enhance the understanding of this connection 

and what are its practical implications. Therefore, it can be stated that this research has 

inductive signs as well. By inductive research approach it is meant that data collection 

plays a greater role than already existing theory, since the theory is created only 

afterwards – as a result of the data analysis (Saunders et al., 2009). Therefore, given the 

mixture of deductive and inductive research approach, the research approach of this 

study at hand can be summarized as follows. First of all, theories are analysed and two 

sets of theoretical stances are connected in order to study how employees perceive their 

leader’s LEB traits, which reflects signs of a deductive research approach, because the 

theories play an important role. Secondly, after connecting the two theoretical stances it 

is studied and afterwards interpreted whether it made sense to connect these two 

theoretical stances, which reflects signs of an inductive research approach.   

 

Consequentially due to the application of both a deductive and inductive research 

approach, given that deductive approach has greater emphasis, it is foregrounded within 

this research to enhance an understanding of already existing theories related to 

leadership empowerment behaviour and employee empowerment instead of developing 

a new theory. Therefore, rather than developing a new theory the contribution to the 

already existing theory will be the new perspectives that can be gained by looking at the 

topic in a different light, as a result of studying the connection between two theories. 

However, since the scale of our research is rather small, generalizations of the findings 

cannot be made, but some interesting aspects may arise as a result of the creative 
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combination of the two theoretical standpoints of empowerment and leadership, which 

reinforce the reasons why conducting this research can be seen as important. 

 

 

3.3 Research purpose 

After presenting the research approach, it is essential to take a look at the chosen 

research purpose for our study at hand. Indeed, when aiming to define the purpose of 

this research we as researchers must draw upon the way we formulate our thesis 

purpose. Therefore, we recall that our research aims to find out about the different 

perceptions that come to employees’ minds, when they experience empowering 

leadership behaviour, and subsequently our aim is to interpret the perceptions that the 

employees have in order to reflect, whether employee empowerment takes place as a 

result of LEB. In other words, we aim to explore and grasp a relatively new topic by 

setting up a combination of two different theoretical stances, and by looking at the 

connection between them, since we are curious to enhance our understanding on that 

connection.  

 

In other words, the focus of our study is on the meanings, feelings and beliefs of the 

participants, since these are the cognitions we aim to understand. As part of a qualitative 

study, we are interested in the perceptions of the employees regarding their leaders’ 

behaviour but foremost we want to understand how the participants make sense of those 

manager behaviours and particularly, how this sense-making influences their own 

behaviours at the workplace, their attitudes towards work and their feelings related to a 

perceived level of empowerment. 

 

Since the meaning-making process is the central element of our study which goes in line 

with the chosen interpretivist philosophy stance, we apply the interpretive purpose for 

the study at hand which was introduced in social sciences by Maxwell (1996). In fact, 

he states that the interpretive way of approaching a study is a key characteristic for a 

qualitative research, which corresponds well to our overall study design.  

 

Based on the above stated, the nature of our research purpose can be classified as being 

closest to an interpretive one. However, when looking at overall thesis purpose and the 

way we aim to collect our data, it can be recognized that our research includes facets of 

an exploratory study purpose as well. An exploratory purpose is defined as “valuable 

means of finding out ‘what is happening; to seek new insights; to ask questions and to 

assess phenomena in a new light’ (Robson, 2002, p. 59).” Therefore, we can conclude 

that we are exploring employee cognitions related to empowering leadership behaviours 

by asking openly formulated questions and interpreting the interviewees’ answers in 

order to gain a deeper understanding on the yet not adequately researched phenomenon 

related to the combination of leadership theory and employee empowerment. In 

addition, the exploration can be seen in a way that we explore which themes seem to 
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appear from the employees’ answers, after asking them how they perceive their leaders’ 

LEB traits. Furthermore, besides only exploring what can be found out after connecting 

two theoretical stances, the fact that these theoretical stances are combined in the first 

place reflect signs of exploration – at the level of the qualitative study design. 

 

 

3.4 Research strategy 

After introducing the research approach, it is important to take a look at the chosen 

research strategy, which enables this research to find an answer to the formulated 

research question as well as to fulfil the research objectives (Saunders et al., 2009). 

Since the aim of our research is to deepen our understanding on the creative 

combination of two existing theories, we have chosen a qualitative research interview 

strategy as the strategy for this research.  

 

This decision is driven by the impulse of finding right means for conducting this 

research study, so that the thesis purpose will be fulfilled and the corresponding 

research questions can be answered. This means that by conducting an interview study, 

we as researchers get the chance to understand the possible connections of two 

theoretical stances, by thoroughly exploring the influences that leaders’ behavioural 

traits may have on the employees’ feeling of empowerment.  In fact, when applying a 

qualitative research interview strategy it is assumed that researchers are “gathering 

information and facts”, “eliciting stories”, and “learning about meanings, emotions, 

experiences and relationships”, which would not be easily observed, if the interviews 

were not conducted (Rossetto, 2014, p. 483; Targum, 2011; Weiss, 1994; Birch & 

Miller, 2000; Romanoff, 2001). When bringing this strategy to the practical level, the 

adoption of this strategy means that we as researchers try to encourage the participants 

to engage in an in-depth discussion, in order to collect in-depth primary data. Indeed, 

especially the in-depth discussions can be seen as essential throughout the data 

collection phase, so that more accurate opinions of the interviewees can be discovered 

and a deeper understanding of the relationship between LEB and employee 

empowerment can be gained. 

 

In conclusion, by adopting a qualitative research interview strategy it is possible for us 

as researchers to interpret, whether combining the two theoretical stances made sense in 

the first place, since by following this strategy it can be found out whether there is 

indeed a noteworthy connection between certain LEB traits and employee 

empowerment. Hence, it can be interfered, that this strategy uses the assumed 

connection between two theories as a starting point, when later on gathering information 

about the employees’ point of views regarding to this very same connection, when the 

actual interviews are made and the qualitative research is conducted. 
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3.5  Further methodological choices  

Even if most of the research design aspects of this study have been covered during the 

former sub-chapters, some further methodological choices are also presented. That was 

found necessary, so a reader can gain a complete picture of the underlying research 

design associated with this study. 

  

Since the purpose of this study is to explore and interpret how employees perceive their 

leaders’ behaviour and consequentially whether they feel like being empowered as a 

result of their leader’s behaviour, in-depth data needs to be produced by conducting a 

qualitative research study, which helps us to understand “the complicated, contextual, 

interactive, and interpretive nature of our social world (Staller, 2010, p. 1159)”. This 

type of data shall be produced by the application of a single qualitative data collection 

technique, which is the semi-structured interviews. By doing so, we concentrate on 

carrying out one particular method with the most possible depth and thoroughness, 

which will be beneficial, when aiming to create a comprehensive picture of the 

employees’ opinions, feelings and perceptions. It goes without saying that it might have 

been interesting to additionally make observations in the field regarding to: how the 

leader exhibits the specific behavioural traits; how the interaction among team members 

and leader takes place; and how the employees are influenced by their leaders in their 

work. However, it has to be considered that observations hold high threats to the 

reliability and the validity of a study.  Therefore, we decide that over the course of this 

research it is more beneficial to talk to the employees about this rather sensitive topic 

within confidential boundaries, which interviews can provide. 

 

When looking at the practical part of our study related to finding companies that are 

interested in the participation in our research study, we contacted approximately 40 

companies in total. The contacted companies where chosen randomly, since the only 

relevant condition for choosing a company was that there is a number of employees, 

who report to a same leader, in order to try to find some general tendencies regarding to 

how the employees perceive and feel about their manager’s leadership behaviour. At the 

end we were able to gain access to four different companies, in which we conducted our 

interviews, meaning that we interviewed three to four employees in each company, who 

all report to the same leader. Furthermore, we focused on always trying to find a small 

company or a team within a bigger company, in which the empowering leadership style 

is implemented in practice. That is because, we wanted to interview employees, who are 

close to their leader and are exposed by their leaders’ LEB traits, whenever put in place. 

In fact, we felt that in smaller companies, or in the smaller teams within a bigger 

company, these circumstances would apply in a better way than in a very large team, 

where each individual could be rather distant to their leader. 

 

Overall, the empirical material for this study has been conducted over a course of three 

weeks which gave us the opportunity to study the chosen phenomenon of employee 
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perceptions regarding LEB at a particular point of time, within a particular 

organizational frame, and examine whether there are signs that reflect on employee 

empowerment at this particular moment in time. Consequentially, we were not able to 

observe our topic over a longer period of time and therefore, we are not able to present 

any proof of developments or changes of the observed phenomenon within the 

companies if, for instance, improved leadership concepts were established after we 

conducted this research.    

 

 

3.6 Empirical part of the research  

After introducing the underlying matters that influence how our research was 

conducted, the following subchapters concentrate on explaining how our interviews 

were held, and the empirical material - derived from those interviews - was analysed 

throughout this research.  

 

3.6.1 Interview conduction   

When it comes to the interviews that were conducted in order to shed light into the 

connection between two theoretical stances, the aim was always to examine rather small 

samples of participants, so that an in-depth investigation could be applied regarding to 

our research topic. Hence, semi-structured interviews were chosen as the method of how 

to conduct the interviews in the chosen four companies, so that we could “find out what 

is happening [and] to seek new insights” about the phenomenon, which we wish to 

deepen our understanding on (Robson, 2002, p. 59).  

 

Furthermore, when conducting the interview in practise we decided to always have the 

same list of themes and questions at hand, which were supposed to be covered during 

the course of every interview (Appendix 2). These themes, which we used during our 

interviews, can be listed as follows: “leading by example”, “participative decision 

making”, “coaching”, “information”, “showing concern/ interacting with the team” 

and “accountability.” However, since it was acknowledged in beforehand that the 

answers of each respondent would be different during the interviews, we as researchers 

were prepared for it by being ready to ask some follow-up questions, in any case that it 

was necessary. Therefore, since the course of each interview depended on the 

conversational flow rather than a pre-arranged order of questions, the use of semi-

structured interviews seemed to give us the best opportunity to investigate interesting 

research aspects, while still following a certain type of structure. Hence, the use of 

semi-structured interview questions gave us as researcher the possibility to gain the 

highest amount of flexibility, when conducting our interviews.     

 

Furthermore, when it comes to the form of conducting our interviews, it can be stated 

that we conducted 15 interviews in total, which were all conducted face-to-face or 
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alternatively via telephone or Skype. Regardless of choosing to conduct some of the 

interviews in other ways than face-to-face, our general assumption was that conducting 

all the interviews in person would have been the best-case scenario for us, due to the 

fact that our topic is rather sensitive. However, because some of the companies we were 

collaborating with are in geographically disperse locations; it was indeed fairly 

impossible for us to meet all the participants in person. Nevertheless, even if we were 

not able to meet all the participants in person, the common feeling we had after all the 

interviews, was that all the participants had felt comfortable during the interviews and 

that they were able to talk openly about all the matters to us, even if we were in 

physically separate locations. Furthermore, other important notions that can be 

mentioned form the interviews is that they lasted around 40-60 minutes and they were 

all recorded using a voice-recording app, so that the post-processing and transcribing of 

the data could be easily done afterwards. To sum up, it can be mentioned that Appendix 

3 describes more into detail how the interviews took place regarding to how much time 

was allocated to different sections of the interview, meaning: introduction, general 

questions and questions related to employees’ perceptions.   

 

 

3.6.2 Analysing the empirical data 

After presenting how the interviews were conducted in practice, the following 

paragraph presents how the analysing of the empirical data took place. In fact, as a 

result of the 15 interviews that were held during the time period of three weeks, and 

transcribed into written format, we as researchers had a vast amount of empirical data, 

which needed some further organizing before analysis could be made. Therefore, six 

different themes were created, and the most essential part of the empirical data was 

grouped under these different themes.  

 

Since this research follows a rather deductive research approach, the data categories that 

where set up were derived from the existing theory regarding to the topic of this 

research. As a matter of fact, the created themes represent the six behavioural traits of 

LEB, presented by Arnold et al. (2000) and Dierendonck and Dijkstra (2012). The 

names of the themes are the following: ‘Leading by example’, ‘Participative decision 

making’, ‘Coaching’, ‘Information’, ‘Showing concern/ interaction with the team’ and 

‘Accountability’.  

 

In practice this meant that each quotation of each interviewee was allocated under the 

right theme, so that their content could be further analysed. For example the following 

answer of an employee, which was an answer to the question related to participative 

decision-making, was allocated under the theme of “participative decision-making”, so 

that its content could be further analysed afterwards.   
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“Yes, it does have an influence. So, the more decision-making power I have 

and the more I can have an influence on how I wish to deliver my tasks, the 

more I think that I have influence on how things are running in the company.” 

(Retail store respondent 3) 

 

Moreover, besides allocating the quotations under the right themes, the quotations were 

also marked with the employees’ job position such as ‘Retail store respondent 3’ as it 

can be seen in the example above. That was because with the position markings, it 

would be easier for the reader to see, whose quotations are used, when the quotations 

are presented throughout this thesis.   

 

Furthermore, after all quotations were allocated under the right themes, their content 

was carefully analysed. First of all, it was looked upon how the employees perceived 

each particular LEB trait and secondly, each quotation under the title of “participative 

decision making”, for instance, was looked upon and analysed whether any signs of 

employee empowerment could be found from that particular answer. In practice this 

meant that when looking for signs of employee empowerment, stemming from the 

interviewees’ answers, Spreitzer´s (1995) definition of empowerment was used as a 

point of reference. In fact the employees’ answers were compared to the meaning that 

Spreitzer (1995) gave to employee empowerment, which is divided into four parts: 

1) Meaning: The fit between organization’s work goal values and employees’ 

own values, beliefs and standards  

2) Competence: The employee’s perceived belief that one has the required 

skills and capabilities to successfully complete a work related task  

3) Self-determination: The individual’s sense of having a choice in initiating 

and regulating actions  

4) Impact: The degree to which one believes that they can have an impact on 

organization’s operations and final organizational outcomes 

 

Overall what can be said is that by allocating the data under different themes, it was 

assumed that possible patterns and general tendencies within the employee perceptions 

regarding to the particular LEB traits could be discovered in a better way. In fact, the 

idea was that by grouping the answers in themes, it would help us as researchers to see 

which kind of results the empirical part of our research would yield, after combining 

LEB and employee empowerment related theories in practice.  

 

Moreover, by using this particular analysis strategy, it can be argued that the process of 

fulfilling our research purpose was highly facilitated. That is because during the 

theoretical part of this research a literature review was made, which resulted in 

summarizing the theoretical part of this research to a clear figure form (Table 1, p. 25). 

Afterwards, by the help of the chosen analysis strategy we were able to set up a similar 

type of table, as presented in Table 8 (p. 59), so that it is easier for the reader to observe, 
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which LEB influences have the most influence on employee empowerment based on the 

empirical material. In other words, the chosen analysis strategy made it possible for us 

to present the findings of the empirical material in comparison with the theoretical 

stance in an easily understandable way, as shown in Table 9 (p. 62).   

 

 

3.7 Research ethics 

After presenting how the empirical part of this research is designed, the attention can be 

drawn to the research ethics, which can be seen as an essential part of any given 

research. Hence, even if research ethics were not seen as very important in the past, 

nowadays it is taken for granted that: “researchers will reflect on the decisions that they 

make, when designing a study, and the ethical ramifications that their work might have 

(Herrera, 2010, p. 426)”.  

 

Hence, as stated by Saunders et al. (2009, p. 184) “research ethics therefore relates to 

questions about how we formulate and clarify our research topic, design our research 

and gain access, collect data, process and store our data, analyse data and write up our 

research findings in a moral and responsible way”. Indeed, the most pressing issue, 

which had to be considered when conducting this research, was the topic of 

confidentiality and anonymity. Hence, since we as researchers have been interviewing 

employees regarding their perceptions of the leadership and in particular the 

behavioural traits of their leader, some statements – if they came to light – could harm 

the working relationships between leaders and followers within the companies we have 

collaborated with. Therefore, in order to avoid negative consequences, all interviewees 

were guaranteed the confidentiality of the data. This means that the names of neither the 

participants nor the companies are mentioned at any point of this research.  

 

Furthermore, in order guarantee the complete anonymity of the employees, who took 

part to this research, we refer to the study participants simply as individuals or 

organizational members, who report to their leader. Hence, over the course of this 

research we did not see it necessary to place participants’ names to quotations indicating 

participants’ personal thoughts, but instead we only mention their general working 

position, when referring to their opinions.  

 

 

3.8 Data quality  

After describing the research ethics, another important topic is presented into detail, 

which is the data quality of this research so that the study at hand can be considered as 

trustworthy. In practice this means that since this research derives its data from semi-

structured interviews with employees working in different companies, trustworthiness 

concerns related to transferability and conformability of this study have to be taken into 
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consideration. Moreover, the occurrence of possible biases, when using semi-structured 

interviews, has to be acknowledged as well.  

 

First of all, the lack of standardization, which is a result of conducting semi-structured 

interviews, leads to the situation, in which transferability can be seen as a concern. In 

theory this means that it is questionable whether other researchers would end up having 

similar kind of results and conclusions as a result of their data collection, if they would 

use similar interview questions among different population (Shenton, 2004; Easterby-

Smith, Thorpe, Jackson & Lowe, 2008; Silverman, 2007). In order to avoid this issue, 

we as researchers were trying to minimize the transferability issue by thoroughly 

explaining the theoretical background, where our interview questions are stemming 

from. This means that the theoretical concepts are explained into detail, and the 

interview questions used in this research are provided as Appendix 2.  Moreover, we 

tried to clearly mark the themes, under which all of our interview questions are grouped 

under, so that it would be easy for someone else to later on duplicate similar type of 

study.  

 

Hence, even if actions were taken to diminish the transferability issues to the minimum, 

we as researchers acknowledge that the results of this research will contribute to the 

already existing theory to some extent, but in the same time it can be stated that the 

results of this research study cannot be fully transferred, due to the small sample size, 

which was used in this study. That is to say that since the interviews are conducted in 

only four companies, it is acknowledged that no larger scale generalizations can be 

derived from these findings.  

 

Moreover, besides the general issue of transferability, the use of semi-structured 

interviews also has a danger related to the occurrence of possible biases. In fact, when 

relying on a theoretical explanation it can be stated that there are two forms of biases –

interviewer bias and interviewee bias - and their meaning related to our research study is 

elaborated more in detail. First of all, the interviewer bias may be a result of the 

perceptions that the interviewee has about the person, who conducts the interview 

(Saunders et al., 2009). That means that these perceptions of an interviewee may have 

an influence on the way one answers to the questions, posed by the interviewer. 

 

Secondly, the other type of bias - the interviewer bias - is related to the actions and 

nonverbal communication of the interviewer (Saunders et al., 2009). ). This refers to the 

influence that the behaviour of the person conducting the interviews may have on the 

way interviewees are replying to the posed questions. Moreover, the interviewer can 

also interpret the answers of the respondents in a wrong way that leading to the results 

of the interview being biased (Saunders et al., 2009). In qualitative research this 

phenomenon is called confirmability, in which “steps must be taken to help ensure as 

far as possible that the work’s findings are the result of the experiences and ideas of the 
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informants, rather than the characteristics and preferences of the researcher (Shenton, 

2004, p. 72)”.  

 

Hence, in order to avoid the confirmability issues in practise, we as researchers needed 

to stay as objective as possible when analysing the interviews, so that we were able to 

generate high quality data. Indeed, when trying to understand the connections between 

LEB traits of leaders and the perceived empowerment of their employees, we always 

used the same set of predetermined questions, which were derived from the used 

theories. This helped us to decrease our preferences in asking more or less questions 

regarding to certain themes to the minimum, and strengthened the fact that each 

participant had similar possibility to provide answer to similar themes. Additionally, 

when transcribing the interviews we always wrote down the exact words that the 

employees were using, so that it would make it easier for us to be as accurate as 

possible, when later on analysing these written down interview answers.  

 

Overall, it can be stated that because this research is conducted by using semi-structured 

interviews, appropriate actions are taken, like being aware of the possible biases, so that 

the existence of biases can be diminished to the minimum. Hence, based on the above 

stated argumentation and the undertaken actions to minimize the risks that threaten the 

trustworthiness of this research, it can be interfered that this study is based on high 

quality data.  

 

 

3.9 Background of the companies  

After elaborating on how we have designed our research study, the upcoming 

paragraphs provide some background information and an overview of the organizational 

structure of the companies we have collaborated with to collect the empirical data. 

Hence, the interviews were conducted in four different companies representing four 

different industries. However, even if the companies in which the interviews were 

conducted represent totally distinctive industries, all of the four companies are mainly 

focused on consulting their clients or providing services to their customers.  

 

When it comes to introducing the companies more in detail, some general facts about 

them are presented.  First of all, we were collaborating with the people working for a 

clothing store chain, which has one CEO, one visual merchandiser, four store managers 

and from three to ten employees responding to each store manager. In this company we 

had interviewed the four store managers, who all respond directly to the CEO. 

Secondly, we were collaborating with the people working for a consultancy company. 

At the top level of this organization stand the two co-founding partners of the 

organization and below them there are four consultants, who all respond directly to their 

leaders. From this company we have interviewed these four consultants.  
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Besides these above-mentioned two companies, we had the possibility to collaborate 

with the people working for a branch of a private bank. The branch consists of 21 

employees, who are all in different positions, and who are all direct subordinates of the 

branch leader. From this branch we were able to interview four employees. Lastly, we 

have interviewed employees of a branch of a car rental service that deals with private 

and corporate customers. The branch consists of six permanent employees and 15 

temporary employees, who are all directly reporting to the branch leader. The 

interviews, which we held in this car rental service branch were conducted with two 

permanent employees and with one temporary one. Overall, to visualize which position 

each interviewee holds in the companies we have collaborated with, an Appendix 4 was 

created to present an organizational chart of the different companies.  

 

In addition, due to the ethical standards that we apply, and more specifically due to the 

promised anonymity of the personnel, no further data regarding to the companies we 

collaborated with is mentioned in this research. Besides ethical and anonymity reasons, 

we also do not find it relevant to mention further data related to the companies we are 

collaborating with, when taking into consideration the purpose of this research, which is 

to consider the employees as 15 different individuals corresponding to a leader rather 

than representatives of four different companies.   
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4 EMPIRICAL FINDINGS 

After introducing the theoretical findings related to the relationship between LEB and 

employee empowerment, and afterwards focusing on presenting the methodology of this 

research, this chapter concentrates on presenting the content of the empirical material, 

which was collected throughout the 15 interviews. Overall, it can be stated that the 

collected empirical material reveals a variety of ways how employees have perceived 

the LEB of their leaders, and how the employees reflect on being empowered as a result 

of LEB, and these responses are further elaborated throughout this analysis chapter.   

 

However, before moving on to reveal some of the answers that employees have given, it 

is essential to explain certain matters regarding to the structure and content of this 

chapter. First of all, the upcoming chapter is structured in terms of the six LEB 

behavioural traits, which were considered as the six themes arising from the conducted 

interviews. In practice this means that some leading sentences regarding to each 

behavioural trait of LEB and their connection to employee empowerment are presented, 

and afterwards direct quotations of the people being interviewed are used in order to 

illustrate, how the participants have reacted to LEB related questions and how their 

reactions show traits of employee empowerment. Secondly, it must be mentioned that 

the interviewees’ names are changed, as explained in the methodology chapter, and 

therefore the employees being interviewed are referred to with given company related 

names regarding to which company they are working for.  

 

Furthermore, it can be stated that even if the interviews, from which the empirical 

material is derived from, are conducted in four different companies and employees are 

referred to with company related names, the analysis of this research is made at the 

individual level. This means that this research considers all the people being 

interviewed as employees corresponding to a certain leader, rather than as employees 

representing different companies. In other words the empirical material of this interview 

is a result of 15 interviews rather than interviews conducted in four different companies. 

Lastly, it must be mentioned that the quotations used throughout this chapter are mainly 

used to visualize the line of thought of the researchers, so that it is easier for the reader 

to follow, from where the analysis and findings presented in this research, are actually 

derived from.  

 

 

4.1 How do employees perceive an exemplary type of leadership behaviour? 

When looking at the empirical material derived from the interviews, it shows that if the 

employees were able to perceive their leader implementing exemplary behaviour in 

practice, it resulted in having a positive influence on the employees. That is to say that 

whenever the employees expressed that their leader acted in a way that they were able 

to look up to their leaders’ behaviour, the interview answers reflected that the 
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employees felt that they were more empowered. Furthermore, the empowerment was 

shown to take place in all four aspects of employee empowerment as seen in Table 2. 

 

 

Table 2: The relationship between the LEB trait of "Leading by example" and employee 

empowerment 

 

This means that when the leaders set high standards for their own behaviour, it seems so 

that it made the employees feel that: their work had more meaning; they were more 

competent in performing their tasks; they felt more self-determined in initiating and 

regulating actions; and they also felt that they had more impact on final organizational 

outcomes (Spreitzer, 1995). Hence, the upcoming quotations and the above-presented 

Table 2 clearly illustrate, from where this interpretation is derived from.  

 

First of all, the following quotation of one respondent illustrates how that respondent’s 

standards or believes are more in line with the leaders’ standards or believes (Spreitzer, 

1995), as a result of the leader’s behaviour. That is to say that the respondent’s answer 

reflects signs of employee empowerment and more specifically signs that a particular 

employee has found meaning in one’s work, because of his or her leader’s behaviour.  

 

"Since he sometimes leaves aside the focus on success when personal matters 

of his employees are more relevant, I feel a deep respect for him. I believe that 

a good leader should never forget the importance of the employees' well-being 

and he absolutely considers it (the well-being) all the time. This is a very 

exemplary behaviour.  When it comes to these kinds of situations, he acts like a 

protective shield against higher managers by supporting his employees, when 

goals are not met temporarily." (Bank respondent 3) 

 

Secondly, the following quotations show an example of how the employee’s 

competence can increase as a result of their leaders’ behaviour. That is to say that the 
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employees might have a feeling that they have the required skills and capabilities to 

successfully complete a task, as a result of their leaders’ behaviour (Spreitzer, 1995).  

 

“When my leader is working really well – it shows that something can be done. 

Maybe it also shows some things that I can do which I did not think that were 

possible before.” (Consultancy respondent 1)  

 

“I would describe them (the leaders) as my mentors. Yes, maybe mentor would 

be the best word. Well, of course they (my leaders) have tremendous amount of 

experience on our field of expertise, and it is a tremendous help for me and 

also the future prospects to be able to learn from them.” (Consultancy 

respondent 4) 

 

Furthermore, according to the following quotation, it appears that the leader’s behaviour 

can have an impact on the employees’ feeling of self-determination. In other words if 

the leader acts in a way, which is perceived as a positive way of behaving in the eyes of 

the employees, the employees can get the feeling that they have the possibility or 

capability to initiate or regulate actions in the workplace (Spreitzer, 1995).   

 

“If my boss works really hard I know that it is a busy day and this in turn 

means for me that I also work extra hard to support each other and the team. 

There is a leading by example. Since I can see how much my leader does for 

me, I am also always willing to pitch in when necessary.” (Car Rental Service 

respondent 3) 

 

Lastly, the following quotation reveals that if a leader of the company behaves in a way, 

which can be seen as exemplary, and which reflects that the leader can have an impact 

on organizational outcome, it can influence the employees to feel that they can also 

have an influence on the final organizational outcome (Spreitzer, 1995).  

 

“My leader has the type of influence on others that she makes everyone to try 

their best. So, yes it also has a positive influence on my behaviour and the way 

I work. So, yes, because of that I do wish to show that I am capable of 

delivering results.” (Retail store respondent 3) 

 

All in all, the above-presented quotations reflect that according to the empirical 

material, the LEB behavioural trait “leading by example” can have an influence on 

employee empowerment. On the other hand, what the empirical material also shows is 

that the employees do not always necessarily become empowered, even if their leader is 

putting in practice exemplary behaviour, if the respondent does not perceive this type of 

behaviour as exemplary. The following quotation of a respondent illustrates this, after 
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the respondent is being asked whether one would start working extra hard after noticing 

that his superiors are working extra hard as well.   

 

“Well sometimes, but it (whether I would start working extra hard as well 

because I have noticed that my leaders are working extra hard) depends, 

whether I find the thing they are working extra hard rational or not.” 

(Consultancy respondent 1) 

 

Other than that, it can be also stated that the way in which the employees became 

empowered also varied from one person to another. That is to say that sometimes for 

example the leader’s behaviour affected more on some employees’ feeling of meaning 

towards their work while others gained more self-determination as a result of the 

leader’s behaviour.  

 

 

4.2 How do employees feel about shared decision-making in the company’s 

settings? 

Besides the connection between the LEB behavioural trait of “leading by example” and 

employee empowerment, a connection was also found between the LEB behavioural 

trait of “participative-decision making” and employee empowerment, when looking at 

the empirical material derived from the interviews. In fact, the answers of the 

employees being interviewed reflect that, when employees were given a chance to be 

part of the decision-making process or when their opinion was asked, they seem to feel 

more empowered. More specifically it seems that the employees’ possibility to be 

involved, when decisions are made in the company, has an impact on all the four 

aspects of employee empowerment as seen in the upcoming Table 3.  

 

 

Table 3: The relationship between the LEB trait of “Participative decision-making” and employee 

empowerment 
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In other words, the fact that employees’ opinions were asked seemed to make their work 

more meaningful and also it seemed to have an influence on their feelings of 

competence and self-determination. In addition, the fact that their opinions were asked 

seemed to give the employees a sensation that they have some influence in the company 

(Spreitzer, 1995). Therefore, the following quotations from different respondents clearly 

visualize, how the respondents’ answers reflect some signs of employee empowerment, 

because they were being included to the decision-making process of the company.  

 

First of all, it seems that the employees feel either being part of the organization or 

having meaningfulness in their work, if their opinions are asked, when organizational 

decisions are made. This means that the employees seemed to feel more included in the 

organizational decisions, when their opinion was asked regarding to any work related 

matters. This connection is reflected throughout the following quotations.  

 

”Then (when my opinion is asked) I think that it actually matters what I think 

and what my views are. It makes me also feel more included and needed.” 

(Consultancy respondent 3) 

 

“When my opinion is asked I feel like I belong to the organization, and that my 

opinion is important and others want to hear it. That feeling - if anything - 

increases the feeling that you belong to the organization.” (Retail store 

respondent 4) 

 

Secondly, when looking at the following quotations, some signs of an increased level of 

competence can be found from the employees’ answers, because of the fact that 

organizational decision-making power was granted to the employees as well.  

 

“Decision making power gives me a lot of freedom and competence. It is more 

“me” in the job I do.” (Bank respondent 2) 

 

“(When my opinion is asked) it makes me feel highly respected and it also 

shows that my work effort is respected and appreciated. My leader shows me 

thereby that what I am doing is good and he pushes me to develop even more.” 

(Bank respondent 1) 

 

After showing that there is a connection between “participative decision-making” and 

employees’ sensation of meaning and competence, the following quotation illustrates 

that if the leaders give the employees decision-making power, the employees’ self-

determination may increase. That is to say that participative decision-making may 

enhance employees’ feeling that they have a choice in initiating and regulating actions.  
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“Of course it (decision-making power) gives more control over your own work, 

and it is important for me to have the feeling that I have control over my own 

work.” (Consultancy respondent 1) 

 

Lastly, the empirical material also shows that the employees seem to feel that they have 

an increased possibility to make an impact in the organizational settings, if their opinion 

is taken into account, when the decisions are made. The following quotation illustrates 

this connection rather clearly.  

 

“There is a connection between having an ability to say your opinion and how 

much influence one can have. But it is not necessarily a direct connection. It 

can be that someone catches your idea, takes only half of it, develops it further, 

and then it feels like you have been able to make an initiative. And even if your 

initiative wouldn’t end up being used 100%, it has had an influence.”  (Retail 

store respondent 2) 

 

Overall, the above-presented quotations can be interpreted in a way that the LEB 

behavioural trait “participative decision-making” seems to have an influence on 

employee empowerment. Nevertheless, it can be also mentioned that employee 

empowerment did not always occur in practice as a result of “participative decision-

making”, if other factors prevented it from happening. The following quotation 

illustrates how this can appear in practice.  

 

“Of course, yes, the more decisions you are allowed to make the more 

appreciated you feel, and the more you influence the course of your team – but 

I believe my company applies to many regulations for developing a true feeling 

of having decision making power.” (Car rental service respondent 1)   

 

All in all, as seen throughout these above presented paragraphs it can be stated that even 

if participative decision-making seemed to influence in a positive way to employees’ 

feeling of empowerment, it did not always have direct influence on it nor did it always 

have an influence in all the four aspects of employee empowerment. That is to say that 

even if there seems to be a connection between participative decision making and 

employee empowerment, not all the employees answers reflected any signs of this 

connection.  

 

 

4.3 How do employees perceive the coaching type of leadership behaviour? 

When analysing the 15 interviews that were conducted in collaboration with 15 

employees, it seems that when leaders engage in the type of behaviour in which they act 

“as a facilitator to help [people being coached] to use their own internal resources” 

(Bond & Seneque, 2012, p. 11) or they allow the employees to decide by themselves 
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how the employees are going to perform a certain task, the employees seem to feel more 

empowered as a result of this type of leadership behaviour. Moreover, when analysing 

the answers of the employees it seemed that these answers reflected that the 

empowerment of the employees took place in all the four aspects of employee 

empowerment as visualized in Table 4.  

 

 

Table 4: The relationship between the LEB trait of “Coaching” and employee empowerment 

 

In other words, because of the coaching type of behaviour that the leader was putting in 

practice, the employees seemed to have found more meaning in their work, they seemed 

to sense in having more competence and self-determination, and they also felt that they 

would have some impact on organizational outcomes (Spreitzer, 1995). Indeed, the 

above presented Table 4 and the upcoming statements derived from the conducted 

interviews clearly visualize how the employees seem to be more empowered as a result 

of coaching type of behaviour of their leader.  

 

First of all, the following quotation illustrate that when a leader gives an employee a 

possibility to decide how the employee is going to perform his/her tasks, it adds 

meaning to one’s work.  

 

"I find it very important to do my work in the way I want to because this adds 

individuality to my work and I have more fun and motivation. Then I can say 

that I feel that my work has a meaning to me." (Bank respondent 3) 

 

Secondly, the following statements highlight that when the leader gives the employees a 

chance to use their internal resources and decide how they are going to perform a 

certain task; the employees seem to get the feeling that they have more capability in 

delivering their tasks.   
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“Sometimes I feel that it (the fact that the leader gives the employees the 

chance to deliver tasks as they wish) is very nice, very encouraging. I feel like 

they (the leaders) actually trust my capability on doing my work.” 

(Consultancy respondent 3) 

 

“I am very grateful that my boss is not telling me how I have to handle my 

tasks. It makes me be convinced about the way I perform my job which gives 

me a great feeling of being competent." (Car Rental Service respondent 2) 

 

Furthermore, the following quotations of the people being interviewed show that when 

the leaders are engaged to the coaching type of behaviour, the employees seem to feel 

that they have more self-determination. That is to say that as a result of their leader’s 

coaching type of behaviour the employees seem to feel that they can initiate or regulate 

actions.  

 

“(When I get to choose how I am going to deliver my work) I get that type of 

feeling that I am being trusted and that I can decide how I am going to do 

certain things.” (Retail store respondent 1) 

 

“I consider the possibility of handling work independently as very important. I 

wish to run my own initiatives in order to achieve my goals in the way I want it. 

But my leader is certainly giving me that freedom.” (Bank respondent 3) 

 

Lastly, the following statement reflects that when the leader trusts their employees’ 

ability to use their internal resources when delivering tasks, it seems that the employees 

get a feeling that they have more influence on things within the organization.  

 

“The more decision-making power I have and the more I can have an influence 

on how I wish to deliver my tasks, the more I think that I have influence on how 

things are running in the company.” (Retail store respondent 3) 

 

All in all, the above-mentioned statements derived from the interviews can be analysed 

in a way that the LEB behavioural trait of ”coaching” seems to have an influence on 

employee empowerment. However, what the empirical material also shows is that the 

coaching type of behaviour of a leader can produce other types of feelings than 

employee empowerment as well. In other words, sometimes the coaching type of 

behaviour of a leader might also bring up for example the feeling of uncertainty and 

pressure to the employees, as shown in the following quotation.  

 

“When my leader lets me to decide how I will perform my tasks I get that type 

of feeling that ”I can do this without advise and instructions”, but sometimes, 

if I am uncertain on how I suppose to proceed, I am at least the type of person 



 

49 

who has many questions right away like how; why; in which way; what is the 

schedule; and these questions might bring pressure and a little bit of 

uncertainty in a way that; how am I going to do this now and can I do this now. 

But of course everything depends on a situation as well.” (Retail store 

respondent 2) 

 

Furthermore, what the empirical material also shows is that the relationship between 

“coaching” and employee empowerment is not always guaranteed regarding to all the 

four aspects of employee empowerment. That is to say that even if some employees felt 

that their leader’s coaching type of behaviour increased their feeling of meaning 

towards their work; this type of feeling did not appear in the minds of all the employees.  

 

 

4.4 How do employees feel about it that information is shared in the company? 

After presenting the analysis of the empirical material regarding to the first three LEB 

behavioural traits, the next paragraphs will focus on what can be derived from the 

interviews, when looking at the leaders’ characteristic of “informing” or sharing 

information with their employees. Indeed whenever the respondents expressed that their 

leader is sharing information with them - in the way that they feel notified regarding 

organizational processes, decisions and existing company rules and regulations - the 

respondents’ answers showed an increased level of empowerment.  

 

More precisely, the empowerment was shown in three out of the four facets of 

employee empowerment as visualized in Table 5. 

 

 

Table 5: The relationship between the LEB trait of “Information” and employee empowerment 

 

This means that when extensive information flow takes place at the respondents’ work 

place, the employees seem to feel that: their job has a greater meaning to them; they 
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seem to feel more competent in fulfilling their tasks and their effort seems to have 

greater impact on the final organizational outcomes (Arnold et al., 2000). The following 

paragraphs present quotations from the respondents that serve as a base to understand 

from where this type of analysis is derived from.  

 

According to the data that was collected throughout our study it becomes obvious that 

the leader seems to have the potential to enhance the employees’ feeling of having a 

meaningful job by sharing information with them. In fact, it seems that an employee 

might have a greater understanding of why he or she is doing one’s job, if information is 

shared with that employee. That is because the given information might function as 

mediator aligning the organizational goals with individual ones. The following 

quotation represents that kind of feeling: 

 

“The more information I have about my branch, the company as well as our 

structures and processes, the more I feel that I understand what I am doing at 

work, but especially why I am doing my job.” (Car rental service respondent 1) 

 

Additionally, employees have expressed the importance of having information about the 

company in order to recognize meaning. Otherwise feelings like disorientation or 

disconnection might occur, if no fit between organizational expectations and the 

individual ones can be found: 

 

“A great level of shared information gives a more meaningful feeling about 

what I am doing and why. I find it very important to have enough information 

about what I am doing, because if I do not know why we are doing something, 

that is not good.” (Consultancy respondent 1) 

 

Secondly, what can be derived from the interviews is that the leaders’ ability to share 

information seems to have an influence on employee empowerment and more 

specifically on employees’ feeling that they are competent enough to deliver their tasks. 

This connection is illustrated in the following quotation: 

 

“I have the feeling to be more confident at work because my leader is 

providing me so much information so that I have a greater understanding of 

the backgrounds and topics of our work.” (Bank respondent 2) 

 

During the interviews it became evident that there is a risk of employees feeling 

incompetent and uncertain, when not enough information are shared, which in turn 

highlights the importance of information sharing in the workplace, when aiming to 

empower the employees. The following quotation shows a clear example of this type of 

feeling that an employee might gain:   
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“The level of information I possess which is shared by my leader does have an 

influence on my behaviour at work, because if something is unclear, it 

produces the feeling of uncertainty, and that is not good.” (Retail store 

respondent 4) 

 

Lastly, what the empirical material, which is derived from the interviews, also 

demonstrated is that “informing” employees seems to have a great influence on the 

employees’ feeling of having the power to make a difference within the company. The 

following quotation highlights an example of that.  

 

“For me there is a connection between shared information and organizational 

power. For example if important information is shared, or something that has 

an influence on my work, it gives me the sort of power that I can have an 

influence on these things, because I know if something is going on or decisions 

are made. And therefore I can have a say on these things as well, and that my 

opinion might influence on to which direction things will move forward.” 

(Retail store respondent 2) 

 

All in all, the above-presented quotations seem to reflect that a leader who is sharing 

information with the employees seems to have a great positive influence on the 

employees and their feeling of being empowered. However, not all interviewees 

expressed feelings or perceptions that may lead to the assumption that information 

sharing can be considered as an empowerment influencing behaviour, which is 

illustrated in the following quotation: 

 

”The level of shared information has no effect on my work. What I mean 

hereby is that just because I might have more information I do not perceive my 

job in a different way or change the way I work.” (Bank respondent 1) 

 

Additionally, as mentioned before, regarding to the previously presented LEB factors 

and their analysed influence on employee empowerment, it can be stated that it varies 

from employee to employee how each individual feels empowered as a result of their 

leader sharing information with them. In other words, some employees show signs of 

having more meaning in their work as a result of information sharing whilst other 

employees might have gained an enhanced feeling of competence, as a result of this 

same type of information sharing. 

 

 

4.5 How do employees perceive the leadership behaviour in which showing 

concern and interaction with the team are strongly encouraged? 

The following paragraph serves to present what can be derived from the interviews, 

when looking at the fifth LEB behavioural trait, which consists of two parts: “showing 
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concern for the employees” and “interacting with the team”. These two elements are 

combined within this LEB behavioural trait and are expressed in the following way: on 

one hand, this behavioural trait is expressed by the leader being concerned for the 

employees’ personal matters and their employees’ general well-being. On the other 

hand, this behavioural trait is expressed by the leader providing honest feedback or 

taking some time to chat with the employees. Whenever those facets of this behavioural 

trait were shown by the leader, a positive influence on employee empowerment was 

recognized, when looking at the empirical material. More specifically, the influence was 

seen in the three building blocks of employee empowerment called meaning, 

competence and impact as seen in Table 6.  

 

 

Table 6: The relationship between the LEB trait of “Showing concern/ interacting with the team” 

and employee empowerment 

 

Therefore, based on the empirical material it seems like whenever the leader is truly 

concerned about the personal problems of the team members and takes some time to 

talk about those matters, the employees feel safer at work and are able to develop a 

deeper relationship with their manager, which is characterized by loyalty and trust. This 

in turn, seems to make the employee to be more motivated at work and seems to add 

greater meaning to the employees’ work. The following quotation is representing what 

was stated above:    

 

“Personal care coming from my leader empowers me. It feels good to be able 

to talk to my leader and to see that it is more than just a forced working 

relationship.” (Car Rental Service respondent 3) 

 

Additionally, it seems that the leaders, who are communicating properly with their 

employees, or who are emotionally bonding with them, are highly appreciated by their 

team members. This in turn seems to result in the employees having a feeling that they 
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have a greater motivation at work and a more meaningful job in general. The following 

quotation gives an illustration to this observation:  

 

"When my leader takes the time to chat with me a little it makes me feel very 

good. It is a proof of our open relationship where both parts trust each other - 

also with matters unrelated to work. It gives you a feeling of being one team 

and a little family. I enjoy that a lot at my work place and I couldn´t imagine 

how it would be without these little talks.” (Bank respondent 4) 

 

Furthermore, when taking a look at the interview answers, it seems that a leader who 

takes the time to stay in touch with their employees and who discusses with their 

employees on how the employees could develop their skills, can make a great 

difference, when it comes to increasing the employees’ feeling of being competent 

(Arnold et al., 2000). When this happens, that the leader is successful in increasing the 

employees’ feeling of competence, it seems that the employee is willing to invest more 

effort to fulfil the work tasks and does this with greater motivation. An illustration of 

this type of situation is highlighted in the following quotation:  

 

“When I get the chance to talk to my leader about my personal development, it 

gives me a feeling of being more engaged to the organization. Or it makes me 

to want to be good at my work and I feel that my boss helps me in developing 

skills and for me to become better at my work, which then increases my work 

motivation, because I get honest feedback.” (Retail store respondent 1) 

 

Furthermore, when looking at the interview answers, it was also possible to draw a line 

between the leader’s ability to “interact with the team” and the perceived impact that 

the employees can have on the company’s outcome. The following quotations 

highlights the importance of communication between the leader and the employee and 

shows that this can make a difference, when it comes to increasing the employees’ 

feeling of having impact within the company, as shown in the following example.   

 

“For me, any type of communication is important: in a way that co-operative 

communication, where my leader tells me what is going on or what he has 

heard takes place. And also, that he wants to hear my view on things and sort 

of like involves me in how things are run, I think that it is very important, too. 

It is something that I did not even realize before, but now when having to deal 

with that [interacting with the team] on a daily basis, and having people 

working under me it is definitely very difficult, but it is also something that 

makes the office run in a better way.” (Consultancy respondent 2) 

 

All in all, after analysing the empirical data regarding the effects of a leader showing 

concern or interacting with the employees, it became obvious that these behaviours have 
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a dominating positive effect on the employees’ feelings of empowerment; and 

especially on the building block of meaning. However, in some cases it was possible to 

observe that if the relationship between the manager and the employee is rather difficult, 

those efforts of the leader had an opposite effect; as it can be seen in the following 

example:  

 

“Once my leader noticed that I felt really bad about some problems I had, he 

offered to have a drink after work if I would need someone to talk to. He wanted 

me to feel better. But since our relationship is fairly distanced I do not want to 

talk to him about private things. His attempt to cheer me up rather annoyed 

me.” (Car Rental Service respondent 1) 

 

 

4.6 How do employees feel about it when their leader holds them accountable 

for their actions?  

After the first five LEBs and their possible influence on employee empowerment were 

examined in detail according to the empirical material, the next paragraph has its focus 

on the last LEB behavioural trait called “Accountability”. It seems that whenever the 

leader sets clear goals for the employees to strive and in the same time holds them 

accountable for the achievement of that goal (Dierendonck & Dijkstra, 2012); a positive 

influence on employee empowerment can be clearly recognized. In fact, an influence 

was seen in all the four levels of employee empowerment as seen in Table 7.  

 

 

Table 7: The relationship between the LEB trait of “Accountability” and employee empowerment 

 

Hence, when the leader grants power to the team members by giving them freedom to 

choose how they want to complete tasks the employees seem to be able to recognize a 

greater meaning within their job; seem to feel more competent; seem to have an 

enhanced drive for running initiatives on their own; and seem to have a higher feeling of 
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being able to make a difference within the company (Spreitzer, 1995). Therefore, the 

above presented Table 7 and the following paragraphs illustrate from where this 

analysis is derived from.  

 

First of all, the following two quotations highlight the importance of a leader exhibiting 

the behaviour of; holding the employees accountable for the work results, but in the 

same time supporting employees with the freedom of them being able to decide how 

they are going to do it (Dierendonck & Dijkstra, 2012). Indeed, when the leader is 

behaving this way, it seems that the employees get the feeling of trust, when it comes to 

their capability in delivering their tasks. Indeed, the following quotations illustrate how 

the employees expressed that they have found great meaning within their work, when 

being held accountable. Additionally, by working within an environment where the 

leader holds one’s employees accountable, it seems to have an influence on other 

elements of employee empowerment other than employees’ feeling of having a 

meaningful job. That is to say that holding the employees accountable seems to have an 

influence on employees’ feeling of impact and competence as well. Hence, by behaving 

in a way that he or she holds one’s employees accountable for their tasks, the leader 

seems to enhance the employees’ feeling of empowerment in more than one level. The 

following quotation illustrates that regarding to the employees feeling of meaning.  

 

 “My leader has a great trust in my abilities. It makes me feel proud and 

competent and it makes me feel like I can make a difference in our team´s 

success. This trust makes me feel so good and it adds so much meaning to my 

work. I have a reason why I am doing my job.” (Bank respondent 2)  

 

Furthermore, when looking at the empirical material it seems that whenever a leader 

shows trust within the employees’ abilities and capabilities in delivering their tasks, the 

employees seem to recognize an enhanced level of safety and competence which 

enables them to deal with their daily work tasks more successfully. The following two 

quotations illustrate that effect:  

 

“It makes me feel good when my leader trusts my ability to handle my own 

work. Always, when my leader shows me that trust, it is the type of positive 

push forward. That is because when I am unsure of how I am delivering my 

tasks and I see that someone trusts in what I am doing, it is nice to see it and it 

makes me feel less insecure if someone trusts in my ability to handle the task.” 

(Retail store respondent 3) 

 

In addition, the following quotation clearly illustrates how great of an effect it has on 

the employees’ security and confidence, that the leader trusts his or her employees’ 

abilities:  
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“When my leader trusts my way of working and delivering tasks I become more 

confident - and maybe also more relaxed on what I am doing. Because if I see 

that my superiors are not 100% confident with my level of competence, then it 

would be very stressful for me.” (Consultancy respondent 3) 

 

Furthermore, when looking at the empirical material derived from the interviews, it 

shows that in an environment in which employees are held accountable for their work, 

the employees perceive an enhanced level of self-determination. Indeed, throughout 

these interviews it was stated that, when the employees feel that they are independent in 

delivering their tasks, they seem to feel more motivated and hence, care more for the 

organizational outcomes. Moreover, when the employees felt more independent they 

also seemed more engaged in running their own initiatives, so that they could contribute 

to the organization in a positive way as well as show their leader that they were worth 

the given trust. The following quotation sheds light to this type of situations.  

 

“Receiving this type of responsibility from my leader makes me work more 

independently and also kind of makes me take care of things from the 

beginning until the end.” (Consultancy respondent 1) 

 

Furthermore, after analysing the interview statements it became evident that the trust of 

the leader has a positive influence on the employees’ belief, that they can have an 

impact on the organization’s operations as well as final organizational outcome. More 

specifically this means that the interview answers clearly reflect that the employees like 

the feeling of being a part of the team and the feeling that they are able to contribute to 

the success of the team, which in turn makes a difference in the overall success of the 

company. The following quotation represents this kind of situation:  

 

 “After I have earned my leader´s trust I got the chance to also take over some 

more complex tasks. It makes me feel really good. It makes me feel being a full 

part of the team. It makes me feel like I can actually help and contribute to my 

branch instead of being a burden.” (Car Rental Service respondent 3) 

 

All in all, it can be stated that the LEB behavioural trait of “Accountability” can be 

considered as an important element in enhancing the employees’ feeling of 

empowerment; even regarding to all four aspects of employee empowerment. However, 

what the interview answers have also shown is that; even if the leader was engaged in 

the LEB behavioural trait of “Accountability”, not all employees felt empowered. In 

other words, not all the employees were automatically empowered as a result of the 

leaders holding their employees accountable for their work. Therefore, to sum up it can 

be stated that the interview answers reflected very disperse signs of employee 

empowerment, when it comes to this LEB behavioural trait of “Accountability”. 
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4.7 The illustration of the connection between LEB traits and employee 

empowerment based on the empirical material 

The following Table 8 presents a summary of the empirical findings, which are the 

results of a meta-analysis drawn from the empirical material that was collected when 

conducting the interviews. More specifically, the table, which is the same as the 

combination of the six above presented tables, serves as an illustration of the 

connections between the six leadership empowering behavioural traits and employee 

empowerment, which were found when going through the empirical material.  

 

However, in order to read the presented table in the correct way, the following notions 

should be taken into consideration. First of all, it can be stated that an “x” was marked 

to illustrate a connection between a certain LEB trait and employee empowerment, 

whenever the participant’s answer reflected any signs of employee empowerment as 

defined by Spreitzer (1995). In other words, for example after asking an employee 

questions related to how they perceive their leader’s exemplary behaviour, we as 

researchers marked “x” to all the categories of employee empowerment – to meaning, 

competence, self-determination and impact – which were recognized in the employee’s 

answer, as long as it was clear that the feeling that the employees gained, was a result of 

their leader’s exemplary behaviour.  

 

Secondly, it can be stated that the table was created to allow the reader to see where we 

as researchers base our analysis on, when later on discussing upon whether our 

empirical findings are in line with the theoretical stance. Furthermore, the table also 

serves as an illustration of general tendencies, which arise from the empirical findings. 

This means that the table clearly visualizes whether many participants feel empowered 

by certain LEB traits. The following paragraphs further explain what can be interpreted 

from the empirical findings by looking at Table 8. 
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59 

 

 

Table 8: Illustrated connection between LEB's and employee empowerment based on the empirics 

 

First of all, it can be stated that the empirical findings show that the employees seem to 

be the most empowered as a result of their leaders’ ability to engage in the following 

types of LEB behaviours: “participative decision-making”, “accountability” and 

“coaching”. In fact, according to Table 8, 36/60 responses show that “participative 

decision-making” leads to employee empowerment, 33/60 responses reflect that 

“accountability” leads to employee empowerment and lastly, 30/60 responses show that 

“coaching” leads to employee empowerment. Therefore, it can be stated that the 

connection between the three above-mentioned LEB behavioural traits and employee 

empowerment seems to be rather strong according to the perceptions of the employees.  

 

The reason why it can be argued that the scores 30/60 – 36/60 can be seen as rather 

high, and indicating a strong connection between certain LEB traits and employee 

empowerment, is because employee empowerment is a cognitive matter and the fact 

that the employees even recognize these perceptions and associate them with certain 

LEB behaviour can be seen as remarkable. In other words, not all employees have the 
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same opinions, needs and perceptions (Greasley et al., 2005; Greasley et al., 2008; 

Barroso Castro et al., 2008), which means that a total amount of employees can never 

be reached. Therefore, due to the purpose of this study, which is to understand the 

combination of theories regarding to whether connections between LEB behavioural 

traits and employee empowerment can be found, we as researchers have decided that if 

half of the possible combinations of LEB and employee empowerment building blocs 

were recognized, the connection can be seen as strong. Regarding to the other 

respondents, who did not reflect any signs of employee empowerment, it can be stated 

that their answers simply indicate that “participative decision-making”, 

“accountability” and “coaching” were perceived in another way, which did not lead to 

having the feeling of being empowered. This means that the employees normally 

responded that they do not see that this type of behaviour has an influence on them in 

any way.  

 

Furthermore, regarding to the remaining three LEB behavioural traits, the interview 

answers reflect that they also have an influence on employees’ feeling of being 

empowered, but the connection is not as strong. Hence, 20/60 responses show that the 

“leading by example” type of LEB behaviour has an influence on employee 

empowerment, 19/60 responses show that “information sharing” has an influence on 

employee empowerment, and lastly 16/60 responses show that “showing concern/ 

interacting with the team” has an influence on employee empowerment, as seen in 

Table 8. Therefore, it can be stated that it seems that the employees perceive that the 

three above-presented LEB behavioural traits have an influence on employee 

empowerment, but the connection is rather weak. Overall, these scores between 16/60-

20/60 indicate that there are employees, who recognized a connection between the 

above mentioned LEB behavioural traits and employee empowerment, but that only less 

than half of the respondents actually saw these connections. Therefore, the connection is 

indicated as low, and the majority of respondents actually mentioned other perceptions 

related to these three above mentioned LEB traits, but nothing that reflected signs of 

employee empowerment. Other than that there were also responses, which indicated that 

the employees felt that these LEB traits did not influence them in any way.  

 

After presenting some general tendencies regarding to which are the most common LEB 

behavioural traits having an influence on participants’ feeling of employee 

empowerment, some more detailed aspects can be mentioned related to how the 

employees perceived employee empowerment. In fact the following connections show, 

to which employee empowerment indicators each LEB behavioural trait has the greatest 

influence on:   

 

1) “Leading by example” seems to have the greatest influence on 

employees’ feeling of competence and self-determination.  
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2) “Participative decision-making” seems to have the greatest influence on 

employees’ feeling of meaning and impact in the organizational settings.  

3) “Coaching” seems to have the greatest influence on employees’ feeling of 

competence and self-determination.  

4) “Information sharing” seems to have the greatest impact on employees’ 

feeling of having meaning in their work.  

5) “Showing concern” and “interaction with the team” seem to have the 

greatest impact on employees’ feeling that the job that they are doing is 

meaningful to them.  

6) “Accountability” seems to have the greatest impact on employees’ 

feeling of competence, self-determination and impact.  

 

Overall, it can be stated that according to the empirical material and the findings derived 

from it, it seems that employees perceive the LEB behavioural traits of their leaders in a 

variety of ways, but at the same time it can be stated that these answers clearly reflect 

signs on employee empowerment. To sum up, it can be highlighted that at the individual 

level each LEB behavioural trait appears to have a different influence on the employees, 

even if at the more general level tendencies in the respondents’ answers clearly seem to 

appear.  
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5 ANALYSIS 

 

After presenting the empirical findings related to the six behavioural traits of LEB, the 

next chapter will provide an analysis of the empirical material. Therefore, the first part 

of this chapter is concentrated on making a comparison between the theoretical stance, 

which was presented in the second chapter of the study, and the empirical findings, 

presented in the previous chapter, in order to enhance understanding on whether the 

empirical findings can shed new light to the connection between two already existing 

theories. Afterwards, the second part of this chapter will discuss about the main 

findings, which were gained from this analysis.   

 

 

5.1 The comparison between the theoretical stance and empirical findings  

The following subchapter compares the findings from the theory with the findings from 

the empirical material. The purpose of the comparison is to find out whether there are 

any similarities that can be recognized, meaning whether the empirical findings show 

similar signs than the theory. The other option is that there are no evidences to be found 

for the stated connections between LEB traits and employee empowerment, when 

comparing the theory with the empirical findings. In order to visualize this comparison 

the following table can be presented. However, so that the upcoming analysis can be 

presented in a comprehensive way, the parameters of the table are explained, so that it is 

easier for the reader to see how this table can be interpreted.  

 

LEB  

dimensions 

Definition of each  

LEB dimension 

Employee Empowerment by Spreitzer (1995) 

Meaning  Competence Self-determination   Impact 

Leading by 

example 

The leader sets high standards 

for performance by his/her 

own behaviour 

+  +  

E (9) 

+  

E (8) 

+  

Participative 

decision-

making 

The leader listens to 

subordinates’ ideas and gives 

them decision-making power 

+  

E (14) 

 +  

E (6) 

+  

E (12) 

Coaching 

 

 

The leader helps the 

employees to improve 

themselves and helps them to 

use their internal resources  

 +  

E (13) 

 

E (9) 

+  

E (6) 

Information The leader explains rules, 

expectations and general 

information to the employees 

 

E (9) 

 

E (5) 

+ +  

E (5) 

Showing 

concern/ 

Interaction  

The leader cares about team 

members’ personal problems 

and interacts with employees 

 

E (13) 

+   +  

Accountability The leader gives employees 

clear goals to strive for, and 

holds them responsible those  

 

E (5) 

+  

E (12) 

+  

E (7) 

+  

E (9) 

Table 9: Comparison of the theoretical stance and the empirical findings 
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In general, the presented table shows the influences that the six LEB behavioural traits 

have on the four building blocks of employee empowerment. More precisely, according 

to the existing literature the influences that the LEB traits can have on each building 

block of employee empowerment are marked with the sign “+”. Indeed, what can be 

noted here is that these “+” signs are derived from the content of the table, which was 

already presented at the end of the Chapter 2 (Table 1, p. 25). Furthermore, the capital 

letter “E” can be found in some of the boxes of the table, which represents the 

abbreviation for “empirical finding”. It indicates a noteworthy influence that an LEB 

trait has on a building block of employee empowerment, based on the findings derived 

from the empirical material.  

 

When it comes to defining what can be seen as a noteworthy influence between a LEB 

trait and employee empowerment we again lean back to the philosophical stance of this 

research. According to our interpretivist point of view we as researchers decide upon the 

necessary amount of employees reflecting signs of a connection between the leader´s 

behaviour and an empowerment aspect that is needed in order to interpret it as a 

noteworthy influence. Therefore, the following things can be mentioned. We, as 

researchers, consider an influence as noteworthy as soon as a minimum of five out of 15 

interviewees have reflected signs of a connection between the leader´s behaviour and an 

empowerment aspect. Therefore, it can be stated that when five to six employees out of 

15 have expressed a connection, we consider it as a weak connection; when seven to 

nine interviewees have expressed a connection, we call it an intermediate connection; 

whereas when ten or more participants have expressed a connection, it is considered as 

a strong connection. This means that each connection, which was expressed by less than 

five interviewees was dropped out of the study, and therefore counts as unproven. In 

order to guarantee a comprehensive understanding, numeric values are added inside of 

the brackets next to the “E’s” that represent the amount of participants, who have 

expressed a relevant connection. Moreover, it can be stated that these numeric values 

are derived from the Table 8 (p. 57-59).  

 

What also needs to be noticed, when interpreting the above-presented table is that the 

topic of this research is highly subjective and perceptive, meaning that each respondent 

might have interpreted and perceived the same questions related to their leader’s 

behaviour differently and they might have reached a different conclusion. Moreover, the 

decisions of whether there is an evidence of a connection between the LEBs and 

empowerment building block to be found, is based on the researchers’ interpretation of 

the employees’ answers. Hence, in order to reach coherent results, we as researchers 

took carefully into account the definitions of LEB and employee empowerment  

provided by Arnold et al. (2000), Dierendonck & Dijkstra (2011) and Spreitzer (1995), 

and applied those each time we made an analysis decision, presented in the table above.  

To sum up, after introducing on how Table 9 can be read, the following sub-chapters 
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provide a close examination regarding to the comparison between theoretical and 

empirical findings of this research. 

 

 

5.2 Discussion 

Throughout the following paragraphs an analysis is presented regarding to how each 

LEB trait is perceived by the employees, in order to illustrate how well the empirical 

findings corresponded to the previously presented theoretical stance.    

 

5.2.1 Evaluation of the theoretical presentation versus the empirical stance 

regarding to the LEB trait “Leading by example” 

First of all, when looking at the LEB of “Leading by example” it was previously stated 

how great of an influence a leader can have on the employees’ feeling of empowerment, 

when putting into practise an exemplary leadership style (Greasley et al., 2005; 

Martinez-Córcoles et al., 2012). Accordingly, it was assumed that “Leading by 

example” has an influence on all four aspects of employee empowerment – as presented 

in Table 10 – even if there was no precisely formulated evidence for it in the existing 

empowerment literature. 

 

 

Table 10: Theoretical and empirical overview of the influence of the LEB "Leading by example" on 

employee empowerment 

  

Nevertheless, when looking at the empirical findings of this research, evidence was 

found, which indicates how exemplary behaviour of a leader can have a mediocre level 

influence on empowerment aspects of competence and self-determination (See Table 

10). In other words, employees’ answers reflect signs of enhanced feelings of 

competence and enhanced level of pro-activity regarding to self-initiated actions at the 

workplace, whenever their leaders have set high performance standards by their own 

behaviour. On the other hand, a connection to the remaining two aspects of meaning 

and impact was not displayed on a noteworthy level. Hence, it needs to be considered 

that just because a leader shows exemplary behaviour, not all the employees 

automatically became empowered. Indeed, the empirical findings indicate that it was 

not recognized that the employees would feel that their work was any more meaningful 

nor were they able to feel that they would have any more impact on the organizational 

outcomes due to their leaders’ exemplary behaviour.  

 



 

65 

However, in order for empowerment to take place at some level it is not necessary that 

all four aspects of employee empowerment have been touched, but it is rather a 

differentiation between a greater and a lesser level of perceived empowerment 

(Spreitzer, 1995). Therefore, as a result of this research it can be highlighted that most 

of the 15 participants did not feel a great level of empowerment, as a result of their 

leader applying exemplary leadership behaviour. This indication may be a result of a 

variety of reasons; for instance some participants have expressed that they simply did 

not see their leader exhibiting this type of behaviour or in other cases personal 

differences between the leader and their employees may have prevented empowerment 

from taking place at that level.  

 

 

5.2.2 Evaluation of the theoretical presentation versus the empirical findings of 

the LEB trait “Participative decision-making” 

The second LEB trait of “Participative decision-making”, which can be considered as 

one of the key themes related to employee empowerment (E.g. Seibert et al., 2011; 

Dewettinck & Van Ameijde, 2011; Ford & Fottler, 1995), will be closer assessed 

throughout the following paragraph. Hence, as stated in the existing literature and 

presented in Table 11 leaders, who grant decision-making authority to their employees, 

can have an influence on employees’ feeling of impact and self-determination as well as 

on their ability to find meaning in one’s work (Dewettinck & Van Ameijde, 2011; Deci 

& Ryan, 1985; Greasley et al., 2008).  

 

 

Table 11: Theoretical and empirical overview of the influence of the LEB "Participative decision-

making" on employee empowerment 

 

As a matter of fact, the empirical material confirms the theoretical stance entirely as 

seen in Table 11. Hence, an evidence for the three above mentioned aspects can be 

found, while no significant evidence can be recognized for the competence building 

block of employee empowerment. What stood out clearly from the empirical findings 

though, is the consensus among the interviewees regarding to the empowerment aspects 

of meaning and impact, when leaders share decision making power with their 

employees.  On the other hand, the empowerment building block of self-determination 

shows a rather weak correlation with the LEB factor of participative decision-making. 

To sum up, in three out or four cases related to the building blocks of employee 

empowerment, it seems that the employees feel empowered as a result of their leader’s 

tendency to implement shared decision-making in practice in the organization. This 
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underlines the importance of the LEB factor of “participative decision making” not just 

in theory - but in practice as well.  

 

 

5.2.3 Evaluation of the theoretical presentation and the empirical findings of the 

LEB trait “Coaching” 

As stated in the existing literature regarding to the third LEB trait of “Coaching”, the 

researchers tend to agree that once a leader shows the coaching type of behaviour, the 

employees are likely to feel more empowered (E.g. Blau & Alba, 1982; Bowen & 

Lawler, 1992; Hall, 2006). More specifically the theory states that “coaching” has an 

influence on employees’ feeling of competence and self-determination (Bond & 

Seneque, 2012). These influences are shown in Table 12 as well.  

 

 

Table 12: Theoretical and empirical overview of the influence of the LEB "Coaching" on employee 

empowerment 

 

Nevertheless, when it comes to the empirical material (See Table 12), the empowerment 

aspect of competence clearly stood out. This means that almost all participants have 

recognized an enhanced feeling of competence, when their leader has granted freedom 

and autonomy to them regarding to how they would want to design their work. 

Additionally, what the empirical findings also show is that “coaching” has an influence 

on the employees’ feeling of having influence in the organization, but this connection 

can be seen as rather weak. However, since the connection between “coaching” and 

employees’ feeling of having influence in the organization was stated as just a side 

effect of coaching, as stated by Bond and Seneque (2012), this result did not come as a 

surprise.   

 

In addition to the above-mentioned connections between the theoretical stance and the 

empirical findings related to “coaching” and employee empowerment, a deviating 

connection was found. Indeed, the empirical material shows that “coaching” has a 

mediocre effect on employees’ feeling of self-determination. This means that, when 

employees are granted autonomy regarding how they wish to design their work, they are 

more driven to initiate activities. Hence, is seems that the given freedom at the work 

place works as a motivator for the employees to become more pro-active. Indeed, this 

finding actually re-confirms an assumption, which was mentioned during the course of 

the second chapter by us as researchers, as a potential finding aside to what is said in 

theory. All in all, to sum up it can be highlighted that the LEB trait of “coaching” 

seems to have a positive influence on three out of four aspects of employee 
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empowerment, out of which two aspects are confirmed by both theory and practice, 

which underlines how important it is for the leaders to apply this LEB trait in practice. 

 

 

5.2.4 Evaluation of the theoretical presentation versus the empirical findings of 

the LEB trait “Informing” 

When it comes to the fourth LEB factor of “Informing”, it has been recognized by 

many researchers that it can have an influence on employee empowerment (E.g. Moon 

& Swaffin-Smith, 1998; Bowen & Lawler, 1992; Neilson, 1986). More specifically, 

theory has stated that when leaders inform their employees, the employees feel like they 

have more self-determination and impact, which is captured in Table 13.  

 

 

Table 13: Theoretical and empirical overview of the influence of the LEB "Informing" on employee 

empowerment 

 

In fact, the empirical material of this research – stated in Table 13 – shows proof of the 

connection between informing and impact, due to the fact that the participants see 

themselves having a stronger ability to influence organizational outcomes, once they 

have received information regarding to what is happening within the organization. 

However, none of the participants recognized a connection between receiving 

information from the leader and the aspect of self-determination. Instead, deviating 

evidence arose for the LEB’s influence on the empowerment aspects of meaning and 

competence.  

 

Indeed, quite some participants expressed that the leaders’ habit of informing employees 

has an influence on meaning, and therefore the connection between these two factors 

can be considered as mediocre. Hereby, the assumptions that we have made as 

researchers, aside from what was stated in the theory, can be re-confirmed. We assumed 

that once leaders share information with the team members, the employees might have 

an enhanced feeling of importance, which in turn can lead to the perception of having a 

meaningful work. Furthermore, when looking at the connection between LEB factors 

and employee empowerment based on the empirical findings, an unexpected outcome of 

a weak connection between “informing” and competence arose. In summary, the 

importance of the LEB factor of “informing” should not be underestimated by leaders, 

when aiming to motivate their employees. That is solely because when considering both 

the theoretical stance and the empirical findings, “informing” can have some type of 

influence on all of the three aspects of employee empowerment.  
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5.2.5 Evaluation of the theoretical presentation versus the empirical findings of 

the LEB trait “Showing concern/Interacting with the team”  

As highlighted in the theoretical stance, the fifth LEB trait of “showing concern” and 

“interacting with the team members” can have an impact on the employees’ perception 

of empowerment (Dewettinck & Van Ameijde 2011); meaning that the theory states 

that these LEB factors can influence the empowerment aspects of competence and 

impact (See Table 14). In fact, when analysing this LEB factor it came out as being the 

most surprising one regarding to its outcome. This is because none of the two 

connections stated in theory were confirmed by the empirical findings, because too few 

employees recognized a relation to competence and impact, which means that those 

answers dropped out and did not count as empirical evidence.   

 

 

Table 14: Theoretical and empirical overview of the influence of the LEB "Showing 

concern/Interacting with the team" on employee empowerment 

 

However, a deviating connection occurred from the empirical findings, which is 

presented in Table 14, since almost all participants reflected signs of employee 

empowerment related to the empowerment aspect of meaning as a result of their leader 

“showing concern” and “interacting with the team members”. Even though, just one 

out of four empowerment aspects was touched upon in the empirical findings, this LEB 

trait was actually characterized as crucial by the participants, since it seems that in order 

for the employees to feel comfortable, safe and welcome at work, this LEB trait has to 

be in place. Moreover, this connection between meaning and the LEB factor was also 

assumed by us apart from what was said in theory, since we, as researchers, guessed 

that employees might feel more connected to their organization and to their leader in 

particular, when this behaviour is in place.  Therefore, to sum up leaders may want to 

devote special attention to this leadership behaviour as well, because by doing so, their 

employees might find their work more meaningful.  

 

 

5.2.6 Evaluation of the theoretical presentation versus the empirical findings of 

the LEB trait “Accountability” 

Lastly, as stated in the theoretical part of this research, Dierendonck and Dijkstra (2012) 

have highlighted the great value that the behaviour of “Accountability” can add to 

employees’ perceived feeling of empowerment. In fact, the theory stated that 

“accountability” has the strongest influence on self-determination, but also touched 
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upon aspects of competence and impact (See Table 15). Additionally to the theoretical 

stance, due to the responsibility that employees are given by the leader, we as 

researchers assumed that “accountability” can have a positive influence on the 

perceived meaning that employees give to their work.  

 

 

Table 15: Theoretical and empirical overview of the influence of the LEB "Accountability" on 

employee empowerment 

 

In fact, when looking at the empirical findings all four connections mentioned in theory 

and in our assumptions, are reconfirmed by the empirical findings – as noted in Table 

15. While meaning was expressed on a low level, self-determination and impact were 

found on a more mediocre level. On the other hand, it seems that accountability has the 

greatest effect on the empowerment aspect of competence. That is mainly because the 

responsibility and freedom the employees received from their leaders, convey a feeling 

of competence in one’s work.   

 

As a matter of fact, the LEB of “Accountability” can be considered as the most 

influential behavioural trait according to the empirical material, when looking at the 

connections between LEB traits and employee empowerment. That can be stated even 

though at the end of the fourth chapter it was claimed that it was the second most 

recognized behaviour that has an influence on employee empowerment – after the 

“participative decision-making”. Indeed, “accountability” was positively perceived 

throughout all four aspects of empowerment, in contrast to participative decision-

making, which had the highest score, but seems to influence only three aspects of 

employee empowerment. Hence, accountability has a more wide-spread influence on 

employee empowerment and should definitely be considered by leaders, who are aiming 

to foster an enhanced level of empowerment among their employees. To sum up, it can 

be highlighted that when leaders engage in the behavioural trait of “Accountability” the 

employees will most likely take an active role at work, meaning that they will feel 

strongly empowered in general.  

 

 

5.3 Contribution  

As presented throughout the theoretical chapter of this study, leadership literature 

contains several leadership definitions. This is because leadership can be approached 

from different angles and depending on the viewpoint from which leadership is looked 

at has an influence on what can be expected as an outcome of certain type of leadership 

behaviour. As a reflection to that, the aim of this research was to understand how 
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employees perceive their leaders’ behavioural traits and whether those perceptions 

reflect any signs of employee empowerment. In fact, in this research two theoretical 

viewpoints of LEB and employee empowerment are combined, so that the connection 

between these stances can be looked at in a new light. That is done by interpreting 

employees’ answers regarding to the perceived feelings they have gained, after being 

exposed to certain type of leadership behaviour. Hence, this research has brought new 

insights to the question of what behavioural traits a leader must possess in order to 

create the type of working environment, in which employees can feel empowered. 

 

Subsequently, after presenting the theoretical stances as well as the empirical findings 

throughout the previous chapters, some general statements can be presented regarding to 

the connections between the theory and the findings. First of all, what is rather clear is 

that the perceived level of empowerment of the employees can be enhanced when 

leaders act as role models; when they share decision-making authority; when they grant 

freedom and responsibility to the team members; when they care for informing their 

employees properly; when they show concern for the personal matters of their 

employees; and when they set up clear goals for their employees to strike for. In other 

words, when the leaders engage in exhibiting LEB they most likely create the type of 

working environment where employees perceive an enhanced level of empowerment.  

 

Secondly, when looking at the previously presented analysis, it can be summarized that 

even though some deviations occurred between the theoretical stance and the empirical 

material, the empirical findings confirmed most of the theoretical standpoints. Indeed, 

when placing numeric values to the same claims, it can be highlighted that the empirical 

stance confirmed eleven out of 16 connections between the six LEB traits and the four 

building blocks of employee empowerment that were stated in theory (See Table 9). 

Therefore, it can be said that the six LEB traits seem to have a clear – either weak or 

strong – connection towards employee empowerment.  

 

After presenting the general findings regarding to what does the analysis chapter of this 

research indicate it can be presented how this research contributes to the already 

existing research regarding to the connection between LEB and employee 

empowerment. In other words it can be shown what parts of the connection between 

LEB and employee empowerment can be seen in a new light after this research. First of 

all, after underlining the importance of LEB traits and its particular effects on the 

employees’ feelings of empowerment, it can be stated that even if many researchers 

have recognized that participative decision-making, coaching and accountability have a 

positive impact on employee empowerment, (Dewettinck, & Van Ameijde, 2011, 

Greasley et al., 2008, Houghton & Yoho, 2005; Bond & Seneque, 2012; Dierendonck 

and Dijkstra 2012; Seibert et al., 2004), it was not stated that these three LEB traits 

would have the greatest influence on employee empowerment, which is now the result 

of the empirical findings of this research. Therefore, as the first contribution to the 
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already existing research it can be stated that some LEB factors can be considered as 

more influential than others, and that they should be the ones to which leaders should 

put more emphasis on, when trying to reach out to their employees, and when trying to 

make them feel more empowered.   

 

As a second learning from this research, it can be highlighted that this research gives 

reassurance to the fact that employees’ perceptions indeed play a vital role in enabling 

employee empowerment to take place (Seibert et al., 2011; Greasley, Bryman, Dainty, 

Price, Soetanto & King, 2005; Greasley et al., 2008; Barroso Castro et al., 2008). In 

fact, the empirical findings of this research indicate that employee empowerment only 

occurs as a result of LEB, when the employees perceive the LEB traits in the right way. 

This means that some employees might feel empowered by one LEB trait while other 

employees, working under the same leader might feel that this LEB trait does not have 

any influence on them. For this reason, it can be reflected from the empirical findings of 

this research that due to personal preferences of each individual, it is rather impossible 

for leaders to always satisfy each member in each type of situation and therefore it can 

be stated that feelings of empowerment cannot occur at all times.  

 

Hence, the overall contribution of this research to the already existing literature is that it 

enhances the understanding between two theoretical stances of LEB and employee 

empowerment. Moreover, it can be analysed that it was important to connect these 

theoretical viewpoints in the first place, because these new viewpoints add perspective 

to the already existing literature. Indeed, these two new perspectives are highlighted in 

Figure 4, which is originally presented in the end of the chapter 2, and is now presented 

again with slight modifications. In fact, the widths of the arrows, which are marked in 

red, resemble the importance that this research directs to three LEB traits, which can be 

seen as influential. In addition, the fact that the employees’ perceptions, which are part 

of the presented model, are visualized in red reflects that this research gives 

confirmation to the importance of employees’ perceptions, when enabling employee 

empowerment to take place. On the other hand, what must be also emphasized, when 

interpreting the contributions of this research, is that it was never the aim of the study to 

create an entirely new leadership theory as a result of this research, but rather to 

enhance an understanding of the connection between two theoretical stances and to 

explore how they influence one another. Therefore, the above stated points of view are 

solely ways of expressing what has been learned from conducting the study at hand.   
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Figure 4: A conceptual model illustrating the results of this research and how this research 

contributes in enhancing the understanding between two theoretical stances 

 

Overall it can be summarized that as a result of this research it can be stated that 

qualitative research studies – exploring the connection between Leadership 

Empowerment Behaviour and employee empowerment – can be seen as valuable means 

of finding out more about the connection between LEB traits and employee 

empowerment from the employees’ point of view. Moreover, it seems that the 

qualitative research study, which is trying to enhance an understanding between LEB 

traits and employee empowerment and which is executed in a larger scale, can also be 

seen as valuable means of providing contributions to the leadership theory, since as a 

result of even this study, which was executed in a small scale, it can be interpreted that 

particular leadership traits can have greater influence on employee empowerment than 

some others.  
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6 CONCLUSION 

This Master’s thesis focuses on studying the leadership, and a leader’s potential positive 

influence on the employees from the employees’ point of view. More specifically this 

research concentrates on gaining deeper understanding on the employees’ perceptions of 

one particular leadership style - that being empowering leadership - since the leadership 

behavioural traits related to it can be associated with an enhanced level of employee 

empowerment. Therefore, gaining new insights on the possible relationship between 

certain behavioural traits of the leaders and how employees perceive these behavioural 

traits in their minds was considered as important, since only few qualitative studies 

regarding to this matter currently exist. Hence, throughout the collection of the 

empirical material, this research study was conducted to answer to the following 

research questions:  “How do employees perceive the behavioural traits of LEB, and do 

these perceptions reflect any signs of psychological empowerment of the employees? To 

sum up it can be stated that with the help of these research questions the aim of this 

research was to combine two theoretical stances, and to try to understand the connection 

between them.  

 

Overall, as an answer to the first research question it can be highlighted that the 

collected empirical material reveals a variety of ways how the respondents perceived 

their leaders’ behaviour - associated with LEB. This means that sometimes employees 

felt that their leader’s behaviour brought meaning to their work, sometimes it made 

them feel as if they had more competence or self-determination, and sometimes it made 

them feel that because of their leader’s behaviour they perceived having more impact in 

their work. Alternatively, at times it seemed that the LEB traits of their leaders had only 

little or no influence on the employees, as reflected in some of the respondents’ 

answers. Nevertheless, as an answer to the second part of the research question, it can 

be stated that all the answers of the employees reflected that the employees felt 

empowered until some extent as a result of their leader’s behaviour. In addition, it can 

be mentioned that the empirical findings show that the employees seem to be the most 

empowered as a result of their leaders’ ability to engage in the following types of LEB 

traits: “accountability”, “participative decision-making” and “coaching”. All in all, it 

can be said that this research gives justification to the fact that it was essential to 

combine the two theoretical stances, since as a result new perspectives were gained 

regarding to how this connection can be understood. In other words, the results of this 

research enhance the understanding on how LEB traits may indeed have an influence on 

the employees’ perceived level of empowerment as presented at the end of the analysis 

chapter. Furthermore, besides these above mentioned reflections regarding to our 

research questions, other more general conclusions can be made based on the findings 

of this research.  
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First of all, it can be concluded that even if all the six LEB traits seem to have an 

influence on employee empowerment, not all six seem to have as strong influences on 

the employees’ feeling of empowerment as some others, nor are all of them perceived in 

a similar positive way as some others. However, it can be still claimed that even if only 

the weak connections between LEB traits and employee empowerment occur, these 

connections can still be seen as important, since empowerment can be seen as 

perceptual matter and therefore it is not even expected that all the LEB behavioural 

traits would lead to a maximum level of employee empowerment. In other words, as 

stated by Spreitzer (1995, p. 1444) “the lack of any single dimension will deflate, 

though not completely eliminate, the overall degree of felt empowerment.” Hence, any 

LEB trait should not be ignored just because not all aspects of employee empowerment 

cannot be touched upon, since a deflated level of empowerment can be seen as better 

than a non-existing one. For instance, this can be seen with the LEB of “Showing 

concern/Interacting with the team”, which only had an effect on the empowerment 

aspect of meaning according to the empirical material of this study. However, almost all 

participants have especially emphasized the importance of this behaviour of a leader in 

order to feel comfortable, safe and welcome at work. Moreover, it can be questioned 

whether the hypothetical ideal level of employee empowerment could even be ever 

reached? Therefore, the question is whether all four aspects of employee empowerment 

could be found from the employees’ answers, since each member of an organization has 

different opinions, needs, and perceptions and therefore the specific leaders’ actions will 

not necessarily lead to the same outcomes, when looking at different employees. 

Therefore, as one conclusion of this research it can be stated that the connections 

between LEB behavioural traits and employee empowerment can be seen as proven, 

even if the ideal level of connections between LEB traits and employee empowerment is 

never reached. This means that even if not all the LEB traits lead to employee 

empowerment at all four dimensions of employee empowerment, and therefore only 

“nearly complete” or “sufficient enough” cognitions can be associated with employee 

empowerment, it can be stated that the connection between LEB and employee 

empowerment can be still seen as proven (Thomas & Velthouse, 1990, p. 667).  

 

As the second conclusion related to the findings of this research; the importance of 

empowering leadership and LEB traits of the leaders can be stressed.  This means that 

in today’s constantly changing and more complex organizational environment, in which 

employees are given more responsibility, it is essential that the leaders are able to 

increase employees’ feeling of self-efficacy and competence, so that for example the 

employees are able to perform their tasks in a better way. Alternatively, it can be stated 

that it is essential that the leaders can enhance their employees’ feeling of meaning and 

influence, since these sensations may for example make the employees more engaged to 

the organization. That is to say that this study supports the notion that an empowering 

leadership style and the LEB behaviours in general can be considered as important, as 
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stated in the theory, because they are so closely connected to the employees’ feeling of 

empowerment, which in turn has many positive benefits.  

 

 

6.1  Managerial implications drawn from this study 

When trying to shed light into the connections between two theories related to the 

“Leadership Empowerment Behaviour” and employee empowerment, we as researchers 

have gathered some noteworthy points related to these topics, which we believe could 

add value to the people - and especially to the leaders - working in any type of 

organization. Indeed, the following paragraphs briefly summarize the practical advices, 

which can be derived from this research.  

 

First of all, companies should keep in mind the relevance of trying to set up work teams 

consisting of empowered employees, by encouraging the leaders to use LEB traits when 

interacting with their employees, since it has been proven that empowered employees 

do not only perform in a better way, but they also feel more motivated and their well-

being is generally enhanced. This all leads to the situation in which a company might be 

in a better position to improve their competitive advantage, due to the fact that the 

employees’ performance is improved (Bartram & Casimir, 2006; Dewettinck & Van 

Ameijde, 2011; Maynard et al., 2012; Wong Humborstaad & Kuvaas, 2013).   

 

Secondly, companies should acknowledge that due to the constantly changing and 

increasingly globalizing market arena in which most of the companies are operating in, 

it would be essential that employees would be equipped with the right skills and mind-

set to be able to maximize their performance in this type of environment. Hence, it is 

important that the employees would take a pro-active stance towards their work and 

engage in innovative thinking, which are the type of behaviours that normally only 

appear, when the employees have an active orientation towards their work (Drucker, 

1988; Spreitzer, 1995). In fact, this pre-condition – meaning an active orientation 

towards work - can normally be achieved, once the employees have the feeling of 

comfort, trust, self-confidence and responsibility towards their work, which – when 

looking at the empirical results of this study – can be facilitated, when the leaders are 

engaged in “Leadership Empowerment Behaviour.” Therefore, companies might want 

to consider whether adding more traits of LEB to their ordinary everyday interaction 

with their employees, could be useful within their company as well. That is because, if 

the employees gain more self-confidence and self-determination as well as enhance 

their feeling of responsibility, the employees can become more empowered, which in 

turn can lead to employees’ greater engagement to the company.   

 

Furthermore, what the companies should also take into consideration, when it comes to 

examining the actual empowerment of the employees as a result of a specific leadership 
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style or the actual success of a specific leadership style, is that the employees’ 

perceptions of a particular leadership style play an important role. In other words, “if the 

meaning of empowerment is to be fully understood, it is crucial that employees are 

given the opportunity to be heard (Greasley et al., 2005, p. 366).” However, it is not 

sufficient to solely listen to some employees, but rather to the voice of many, so that a 

general opinion of the employees’ perceptions regarding to the leader’s behaviour could 

be eventually gained.   

 

In addition to what was just stated above, it can be advised that leaders working in any 

level of an organisation should be willing to listen to and ask for honest feedback from 

their employees, in the same way that they are also giving feedback to their employees, 

in case that the feedback is given in a constructive manner. That is to say that even if 

what the employees want to say, would consist of only critical feedback concerning 

their leader’s behaviour, leaders should not automatically perceive this in the wrong 

way. In fact, leaders should try to avoid feeling that they would not be accepted to the 

position that they currently possess due to the fact that they would also hear critical 

feedback from their employees. On the other hand, when looking at this same matter 

from the employees’ perspective the fact that employees’ would be given a chance to 

give critical feedback to their leader should not be something that might jeopardize the 

employees’ job position, if critical feedback is given. Therefore, the change should be 

made towards the situation in which the employees would be encouraged to give 

feedback, since they would know, that their leader would try not taking it the wrong 

way and would rather try taking it as a learning experience in order to do things in a 

better way in the future. All in all, leaders at any level of an organization might want to 

focus on the value that can be gained from honest communication rather than perceiving 

it solely as something negative. Hence, if the leaders of an organisation have understood 

the importance of listening to their employees, in the long run this may lead to more 

empowerment, engagement and motivation of the employees (Spreitzer, 1995).  

 

 

6.2 Limitations and suggestions for future research 

After presenting the conclusions of this study, the limitations of this study are listed and 

some suggestions for future research are provided during the upcoming paragraphs. 

Hence, when looking at the limitations of this research, it can be mentioned that the 

research was conducted during limited amount of time, which had an influence on how 

many interviews we were able to conduct. Secondly, when it comes to the literature that 

was used as basis for this research, it is all the literature we have found relevant; had 

access to; and which was published prior to the point in time, when we conducted our 

literature review. Hence, the research purpose and theoretical standpoints presented in 

the second and fifth chapter are derived from this specific set of theories. Moreover, the 

empirical material used in this study was collected from 15 interviews. However, the 
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limited amount of data may not lead to results that can be further generalized, which 

reinforces the fact that the amount of interviews that were conducted can be seen as a 

limitation for this research.  

 

Besides presenting the study limitations, some suggestions for future research can be 

made. Firstly, this study was designed as a cross-sectional study due to the given time-

horizon, but in fact conducting a more longitudinal research regarding to the topic of 

LEB perceptions and employee empowerment could be seen as relevant. That is 

because the longitudinal approach might enable researchers to better determine the 

relationships between certain LEB traits and the employee empowerment aspects.  

 

Secondly, the focus of this study at hand was on leaders’ possible positive influence on 

perceived employee empowerment. Alternatively, what could be studied further in the 

future, are other factors such as organizational policies and work design characteristics 

and whether they have the same important influence on the employees’ feelings of 

empowerment as the LEB traits have. Moreover, what could be also studied, when 

looking at potential topics for future research, are the possibilities on how team 

dynamics can affect the level of empowerment of an employee, since the current study 

was solely conducted by looking at the individual level influence that leaders can have 

on the employees. 
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APPENDIX 

 

Appendix 1  

The descriptions of the behavioural traits associated with the Empowering Leadership 

Questionnaire (ELQ) presented by Arnold et al. (2000) 

 

Leading By Example:  

Sets high standards for performance by his/her own behaviour 

Works as hard as he/she can 

Works as hard as anyone in my work group 

Sets a good example by the way he/she behaves 

Leads by example 

 

Participative Decision-Making 

Encourages work group members to express ideas/suggestions 

Listens to my work group’s suggestions to make decisions that affect us 

Gives all work group members a chance to voice their opinions  

Considers my work group’s ideas when he/she disagrees with them 

Makes decisions that are based only on his/her own ideas 

 

Coaching 

Helps my work group see areas in which we need more training 

Suggests ways to improve my work group’s performance 

Encourages work group members to solve problems together 

Encourages work group members to exchange information with one another 

Provides help to work group members 

Teaches work group members how to solve problems on their own 

Pays attention to my work group’s efforts 

Tells my work group when we perform well 

Supports my work group focus on our goals 

Helps develop good relations among work group members 

 

Informing 

Explains company decisions 

Explains company goals 

Explains how my work group fits into the company 

Explains the purpose of the company’s policies to my work group 

Explains rules and expectations to my work group 

Explains his/her decisions and actions to my work group 
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Showing Concern/ Interacting with the Team 

Cares about work group members’ personal problems 

Shows concern for work group members’ well-being 

Treats work group members as equals 

Takes the time to discuss work group members’’ concerns patiently 

Shows concern for work group members’ success 

Stays in touch with my work group 

Gets along with my work group members 

Gives work group members honest and fair answers 

Knows what work is being done in my work group 

Finds time to chat with group members 
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Appendix 2 

Interview Guide 

 

Introduction: 

For how long have you been working for the company you are currently working for? 

What is your job position? 

What are your working tasks? 

 

Leadership in general: 

1. How would you describe the relationship between you and your leader? 

2. If you think of a normal working day, how much interaction do you have with 

your leader and how does it look like? 

3. How is the leadership executed at your work place? 

4. What are the reasons for you to work here?  

5. Would you describe your leader as a role model to you and if so, which types of 

situations make you think so?  

 

Leading by example: 

Can you think of an example of a moment when you can be really proud of leader´s 

behaviour because you can observe that he is doing his job really well?  

6. When you think of this type of situation how does that make you feel? Which 

effects does it have on your own performance? 

7. When you can recognize that your leader is working extra hard what type of 

reaction do you have to this kind of behaviour? 

 

Participative Decision Making: 

Can you give me an example which reflects on who is involved when decisions are 

made in your team:  

8. When your opinion is asked or your suggestion is taken into account, how does 

it make you feel?  

9. How much importance do you place on having decision-making power in 

general? Can you elaborate on that?   

 

Coaching: 

Can you think of an example of a moment when your leader does not give you the ready 

answers regarding to how a certain task should be performed, but rather lets you to 

decide how you are going to do it?  

10. How does it make you feel when your leader lets you to decide how to perform a 

certain task without giving you the ready answers?   

11. When your leader supports you to complete tasks as you wish, does that give 

you the reassurance that you are capable of fulfilling tasks (The “I-can-do-it-

feeling”)?  

12. When your leader is giving you the chance to deliver your work as you wish, 

does that make you feel that you have more power in the organizations?    

 

Information:  

Can you provide an example of a situation in which your leader shares information with 

you?  
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13. How do you perceive your leader sharing important information with you? 

14. How does it make you feel when your leader talks openly about important 

organizational decisions?  

15. What type of connection do you find in between shared organizational 

information and individual power? 

 

Showing concern/ interacting with the team:  

Can you give an example of a situation in which your leader has demonstrated that he 

cares about your personal problems or concerns that have an influence on your work?  

16. What do you think about it if your leader shows understanding towards personal 

problems of yours?  

17. If your leader cares about your wellbeing in general how does it make you feel?  

18. If your leader makes the effort and finds the time to talk with you, how does it 

make you feel? 

 

Accountability:  

Can you think of an example of a situation when your leader holds you responsible for 

the work that is assigned to you?  

19. How does it make you feel when your leader trusts your ability to finalize your 

task?  

20. How do you feel in a moment where you realize that your effort may have an 

influence on how well the company is performing as a whole?    

21. Do you have the feeling that your leader trusts you and your ability in handling 

very demanding tasks? When your leader trusts you in handling these 

demanding tasks, how does that make you feel?   

 

Final question: 

22. If you had to pick one behavioural trait of your leader, which enhances your 

feeling of motivation the most, which one would it be? And when your leader is 

behaving that way, how does it make you feel?  

 

 

The questions that are asked during the interviews of this study are mainly based on the 

following theoretical concepts:  

1) The Empowering Leadership Questionnaire designed by Arnold et al. (2000); 

2) The four empowerment dimensions developed by Spreitzer (1995); 

3) The job satisfaction items proposed by Churchill et al. (1974); 

4) The Organizational Commitment Questionnaire by Mowday (1979). 
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Appendix 3 

The description on how much time was allocated to each part of the interview 

 

1. In the beginning the participant received a short introduction of the researchers’ 

background, the purpose of the study and the structure of the interview (5 minutes).  

2. Afterwards some general questions concerning the employee were asked, in order to 

acquire some basic information about the interviewed person. Furthermore, some 

leadership related questions were asked, so that the person being interviewed would be 

directed a certain mind-set, in which leadership as a topic would already feel more 

familiar (10 minutes).   

3. The third segment was concerned with the employees’ perceptions and feelings 

related to the six behavioural traits of the leadership empowerment behaviour, and some 

questions related to each behavioural traits were asked from the interviewee (25-45 

minutes).  
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Appendix 4 

The organizational charts of the companies in which the interviews were conducted 

 

1. The organizational chart of the retail store chain 

 

 

**The employees who were interviewed are marked in purple 

 

 

2. The organizational chart of the consultancy company 

 

   
**The employees who were interviewed are marked in purple 
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3. The organizational chart of the car rental service 

 

 

**The employees who were interviewed are marked in purple 

 

 

4. The organizational chart of the bank branch 

 

 

**The employees who were interviewed are marked in purple 

 


