Lnnot be done, you may take this as a challenge and do
panyway. You see the world as an oyster with many pearls

0-10 You complain too much and are usually focused
on the worst case scenario. To you, the world is con-

harvest,

11-15 You try hard, but sometimes your negative
itude prevents you from getting involved in productive
jects. Many times you take responsibility, but there

situations where you look to others to take care of
blems.

trolled by fate, and no matter what you do, it seems to
get you nowhere, so you let other people develop oppor- ﬂ
tunities. You need to start seeing the positive qualities in

yourself and in others and see yourself as the “master of
your fate.”

RCE: Dorothy Marcic “Organizational Behavior: Experiences and Cases, published in 1988 by Cengage/South-Western. All rights reserved.
inted by permission.
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Empowerment is easy to advocate but difficult to put into practice. Conger of- I
grs some guidelines on how leaders can empower others, i 4
First, managers should express confidence in employees and set high perfor- N

i

L]

Bance expectations. Positive expectations can go a long way toward enabling good
erformance, as the Pygmalion effect shows (Chapter 3).
Second, managers should create opportunities for employees to participate in
Ecision making. This means participation in the forms of both voice and choice. ]
mployees should not just be asked to contribute their opinions about any issue; g
ey should also have a vote in the decision that is made. One method for increasing
Brricipation is using self-managed teams, as we discussed in Chapter 9. These are
be ultimate in empowered teams, making all the decisions and conducting activities
mce reserved for managers.
Third, managers should remove bureaucratic constraints that stifle autonomy.,
Mten, companies have antiquated rules and policies that prevent employees from
fanaging themselves. An example is a collection agency where a manager’s signa-
#< was once required to approve long-term payment arrangements for delinquent
sstomers. Collectors, who spoke directly with customers, were the best judges of
Bether the payment arrangements were workable, and having to consult a man-
ger made them feel closely supervised and powerless. The rule was dropped and
Mlections increased. :
Fourth, managers should set inspirational or meaningful goals. When individuals
&l they “own” a goal, they are more willing to take personal responsibility for it.
Empowerment is a matter of degree. Jobs can be thought of in two dimensions:
® content and job context. Job content consists of the tasks and procedures neces-
iy for doing a particular job. Job context is broader. It is the reason the organiza-
o0 needs the job and includes the way the job fits into the organization’s mission,
dals, and objectives. These two dimensions are depicted in Figure 11.1, the em-
Byee empowerment grid. |
Both axes of the grid contain the major steps in the decision-making process. '
s shown on the horizontal axis, decision-making authority over job content in- {1
£ases in terms of greater involvement in the decision-making process. Similarly, i
€ vertical axis shows that authority over job context increases with greater in-
dvement in that decision-making process. Combining job content and job con- .
&t authority in this way produces five points that vary in terms of the degree of 5
spowerment.”?

No Discretion (point A) represents the traditional, assembly-line job: highly rou-
e and repetitive, with no decision-making power. Recall from Chapter 7 that if
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