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ABSTRACT

ORGANIZATIONAL CULTURE, MACRO AND 

MICRO EMPOWERMENT DIMENSIONS, AND JOB 

SATISFACTION: AN APPLICATION OF 

CONCURRENT MIXED AND MULTI-LEVEL 

METHODS IN THE FEDERAL SECTOR

Timothy L. Bailey, Ph.D.

Touro University International 2009

This dissertation examined the interrelationship of organizational culture; macro 

(structural) and micro (psychological) empowerment; and job satisfaction. Specifically,   

this dissertation: (1) build upon the insights and framework of prior research literature  

that suggest the relationship of macro (structural) and micro (psychological) 

empowerment and its effect on job satisfaction (2) expanded existing empowerment 

models by introducing organizational culture as an influential organizational 

phenomenon (3) assessed the level of degree how organizational subculture groups 

perceive organizational culture, macro (structural) and micro (psychological) 

empowerment; and job satisfaction contextual attributes.  The dissertation utilized mixed 

method research combining both a quantitative and qualitative study with a triangulation 

of methods.  The quantitative study employed a sample of 258 federal government 

employees and used hierarchical linear modeling techniques, multiple regression, 

hierarchical regression analysis, and independent T-test of Sample Means to test for main 

and mediator effects. The qualitative study employed a sample of 69 federal government 



employees and used open-ended content analysis to analyze data.  Results from the 

quantitative study revealed that there are strong and positive relationships of 

organizational culture; macro empowerment, micro empowerment; and job satisfaction.  

Further, the quantitative study revealed that occupational subculture influences the level 

of perception of organizational culture; macro and micro empowerment; and job 

satisfaction. Results from the qualitative study provided rich and robust descriptive 

results complementing the quantitative study.  
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CHAPTER 1

 Introduction

Organizational researchers contend employee empowerment is the most

successful way to improve employee morale, motivation, and job satisfaction, and a great 

deal of effort has been expended delving into the intricacies of this topic.  Much of the 

existing research on the topic explores the relationship of employee empowerment to 

individual fulfillment needs, such as job satisfaction.  Organizational culture is 

considered an important component of organizational life affecting both performance and 

behavior, whether positive or negative (Thompson & Luthans, 1990).  So, does employee 

empowerment happen mysteriously with a touch of a wand, or are other factors involved 

such as organizational culture shaping the foundations of empowerment in organizations?  

This section begins with describing the viewpoints of employee empowerment and 

organizational culture. The section then continues with the Statement of the Problem, 

Definition of terms, Purpose of Study, Significance of Research, Rationale of Mixed, and 

Multi-level Method, Research Questions and concludes with the Organization of the 

Proposal.

Employee Empowerment - Does it help, or hurt organizations?

A great deal of academic literature suggests there is a direct correlation between 

empowerment and employee job satisfaction  (Ugboro & Obeng, 2000).  Employee 

empowerment scholars suggest both organizations and employees benefit from 

empowerment (Klagge, 1998).   These benefits include increased (1) employee 

accountability (2) personal power, and (3) customer satisfaction.  Scholars reinforce this 

framework by suggesting organizations failing to support employee empowerment and 
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participation programs run the risk of low employee morale, motivation, and poor quality 

(Margulies, 1995). 

In contrast, there are also scholars who argue against the virtues of employee 

empowerment suggesting instead detrimental effects may result from empowerment 

initiatives.  For instance, Locke, Scheiger & Latham (1986) suggest employee 

empowerment may result in  decreased employee job satisfaction, productivity and 

customer satisfaction.  Some researchers describe employee empowerment as complete 

failure.  For example, Mills & Ungson (2003) suggests employee empowerment is a 

moral hazard destine for failure.  Likewise,  Russ (2000) further suggests employee 

empowerment efforts fail in organizations because of: (1) precipitous empowerment 

mandates (2) over reliance of psychological empowerment (3) one size fits all 

empowerment (4)  power sharers neglect and (5) piecemeal approaches.  

Organizational Culture – Shaping and Defining Organizations

Organizational culture is viewed as one of the predominate elements shaping the 

internal environment of both private and public organizations, and as a critical element to 

organizational effectiveness.   This meaning is further illustrated by Thompson & 

Luthans (1990) concept that organizational culture shapes organizations and provides a 

better understanding of complex organizational components, such as empowerment and 

job satisfaction. Because of the importance of organizational culture, it is important to 

study and understand its effect on both organizations and employees.
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CHAPTER 2

Statement of the Problem

Empowerment has garnered a great interest from macro (structural) to micro 

(psychological) perspectives.  Structural empowerment theorists such as Bowen & 

Lawler (1995), Randolph (1995) and Kanter (1977) viewed empowerment as sets of 

management practices and procedures delegating power from managers to front-line 

employees.  The structural views held firm until Conger & Kanugo (1988), Thomas & 

Velthouse and Sprietzer (1995) introduced the concept of empowerment as a motivation 

determinant associated with individuals.  Organizational scholars have made significant 

strides researching both macro (structural) and micro (psychological) empowerment 

dimensions and the relationships of these variables such as customer and job satisfaction.   

However, there has been a lack of research exploring the integration of macro and micro 

empowerment dimensions reflecting the complex nature of modern organizations 

(Seibert, Silver, & Randolph, 2004).   Presently, there are two known groups (e.g. 

Laschinger et. al., and Seibert et. al.,) of researchers exploring the integration of macro 

(structural) and micro (psychological) empowerment.  Nevertheless, research delving into 

the integration of macro (structural) and micro (psychological) empowerment remains in 

the infancy stage and further research is needed to fully understand relational concepts of 

macro (structural) and micro (psychological) empowerment.

The research literature suggest that organizational culture is a pervasive part of 

the organizational working environment affecting performance and behavior (Thompson 

& Luthans, 1990).  This lead to the question whether organizational culture is the pulse  

of organizations and whether that pulse influence management practices and procedures 
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and individuals, namely empowerment.   Consequently, to my knowledge, there has been 

no research combining organizational culture and empowerment dimensions.  Because of 

the gaps in research literature, this study attempts to determine whether organizational 

culture affect empowerment.

Definition of Terms

For this study, the following terms are defined for clarification:

Structural Empowerment

Structural empowerment is defined as the delegation of decision making 

prerogatives from the formal structure to the employees with the discretion to act on 

one’s own (Mills & Ungson, 2003).

Psychological Empowerment

Psychological empowerment is defined as individual experiences of intrinsic 

motivation based on cognitions about a person’s relation to work roles (Spreitzer, 1995).

Empowerment Climate 

Empowerment climate is defined as shared perceptions about the extent to which 

an organization makes use of structures, policies, and practices supporting employee 

empowerment (Seibert, Silver & Randolph, 2004).

Organizational Climate 

Organizational climate is defined as shared individual perception of those 

organizational polices, practices, and procedures that show; through rewards, support and 

expectations (Kopelman, Brief, & Guzzo, 1990).   Additionally, Joyce and Slocum 

(1990) argues climate is based on the perception of individuals.
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Organizational Culture

Organizational culture is defined as a shared perceived meaning reflecting 

organizational members’ beliefs, thinking, and feelings based on organizational myths, 

stories, and norms (Moran & Volkwein, 1992).  Further, organizational culture is 

conceptualized on three levels: basic assumptions, value and artifacts (Schein, (1996b).

Organizational Subculture

Organizational subculture is defined as a patterned system of perceptions, 

meanings, and beliefs about the organization which facilitates sense-making amongst a 

group of people sharing common experiences and guides individual behavior at work

(Bloor & Dawson, 1994).

Occupational (Professional) Subculture

Organizational subculture is defined as participants having (1) a self-identify from 

belonging to an occupational group where boundaries are established (2) uniform 

reference point deriving meaning (3) commonalty in unusually emotional demands (4) 

favorable self-image about their occupation and (5) extension of social relations in non-

work life (Trice, 1993).

Job Satisfaction

Job satisfaction is defined as the degree in which job characteristics, based on 

individual perception, will fulfill a person’s intrinsic or extrinsic needs.

Purpose of Study

The purpose of this proposed study is to examine and understand the 

interrelationship of organizational culture; macro (structural) and micro (psychological) 

empowerment; and job satisfaction. To accomplish the purpose, the research seeks to 
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answer four main hypotheses; and four secondary directional hypotheses to assess 

comparative results of two subcultures within a Federal sector organization, FEDCON.  

The research study will include a mixed level design; and will employ hierarchical level 

quantitative methods.

Significance of Research

The study makes both theoretical and practical contributions.  On the theoretical 

level, the study seeks to accomplish three objectives.  First, the study strives to determine 

the extent in which organizational culture influences empowerment at the macro 

(structural) and micro (psychological) levels.  Presently, there is no known research 

assessing the relationship of organizational culture, empowerment, and job satisfaction.  

This study aims to utilize a sample derived from a federal sector organization to initiate 

research dialogue on the influence of organizational culture on empowerment.  Second, 

the study attempts to bridge and solidify existing macro (structural) and micro 

(psychological) empowerment research.  Presently, there is very little research examining 

the integration of both macro (structural) and micro (psychological) empowerment.       

To date, Laschinger, Finegan, Shamtan & Wilk (2001) and Seibert, Silver & Randolph 

(2004) are the only known researchers integrating macro and micro empowerment 

perspectives and the effects of these variables on job satisfaction.  However, both 

research studies either did not (1) consider the multi-level nature of organizations 

(Laschinger et al., 2001) or (2) utilize reliable data collection instruments (Seibert et. al., 

2004).  This study remedy these issues by utilizing data collection procedures and 

analysis techniques that better capture empowerment and job satisfaction relationships.  

Third, the study, in a small way, contributes and provides empirical based knowledge 
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linking macro and micro empowerment as integrated constructs.  Although there is a 

great deal of research addressing macro and micro empowerment, there is very little 

research investigating the two constructs concurrently.  Scholars attribute the lack of 

research to the slow progress developing macro empowerment constructs comparable to 

the micro constructs (Seibert et. al., 2004).

On the practical level, this study seeks to accomplish two objectives.  First, the 

study provides practitioners and managers with insight as to ways organizational culture 

can influence the success and failure of empowerment based structural policies.  Second, 

the study may help to enhance the practitioners’ and managers’ awareness of 

empowerment as an effective and beneficial management tool.  This is especially 

important for today’s practitioner and manager in the federal government.  In the Federal 

government, politics and bureaucracy impact culture, which may, in turn, impact 

employee empowerment and job satisfaction (Gore, 1993). Empowerment may be an 

important solution for attracting, keeping, and motivating employees.  The General 

Accountability Office (GAO, 1995b) report  “Taking steps to meet current and emerging 

human capital challenges page 24” estimated that 40% to 50% of the federal workforce 

will would be eligible for retirement within a five-year period.  GAO warned this could 

result in an employee exodus resulting in loss of expertise and experience within the 

government or “brain drain loss”.  

Acknowledging the Federal workforce retirement dilemma, the Clinton 

Administration commissioned the National Performance Review in 1993.  The Review 

assessed the efficacy of federal agencies during the Clinton Administration and reported 

the culture of the Federal government as bureaucratic and mired by “Red Tape”.  The 
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Review suggested that employees’ perception of  powerlessness may contribute to an 

exodus of Federal government employees (Gore, 1993).  In addition, the Review 

emphasized younger adults may not find the federal government appealing as an option 

for employment because of the perceived “Red Tape” and powerlessness inherent in 

federal sector jobs.  

In essence, therefore, both these documents suggest that keeping and motivating a 

capable workforce is critical for the federal government to function effectively.  A more 

thorough understanding of the efficacy of empowerment strategies utilized within the 

federal government may be helpful in slowing the anticipated brain drain loss predicted 

in the GAO report.   

Rationale for mixed method design and multi-level methods

Mixed Level Design

For this study, mixed methods were used to enhance quantitative finding results 

with qualitative data.  Mixed method designs combine both quantitative and qualitative 

data collection and analysis (Creswell, 2003).  Mixed-methods seem best suited to 

accomplish the study’s intended purpose.  Quantitatively, the study seeks to assess:

(1) Whether organizational culture directly influence federal organizations’ macro 

empowerment (empowerment climate);

(2) The relationship of macro empowerment (empowerment climate) and micro 

(psychological) empowerment; 

(3) To determine whether micro (psychological) empowerment plays a mediating 

role between macro (empowerment climate) empowerment and job satisfaction; 

and
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(4) The relationship of employee empowerment and job satisfaction.

Qualitatively, the study seeks to identify and understand the integrated 

phenomena of organizational culture, empowerment dimensions, and job satisfaction. 

Specifically, the qualitative portion of the study compliments the quantitative results by 

providing a more robust and enriched effect of the study’s variables.  

 Various researchers advocate the use of mixed methods designs and have 

developed guidance.  For example, Creswell (2003) and Curall & Towler (2003) provide 

guidance and benefits for using mixed-method designs.  Creswell (2003) suggests mixed-

methods designs expand the understanding of various methods, while Curall & Towler 

(2003) suggests management and organizational researchers use mixed method designs to 

investigate phenomena to yield more enhanced information, than from a single method.  

This study’s use of the mixed-level design will result in a more robust descriptive data 

that explores greater divergent views. 

Also, the study employed concurrent data triangulation, a mixed-method 

technique that improves research validity.  Essentially, concurrent data triangulation 

consists of collecting several forms of data at the same time during research and 

afterwards data are integrated into combined results (Creswell, 2003).  As a result, there 

is a more complete portrayal of the study’s participants from multiple perspectives (Jick, 

1979).  Furthermore, triangulation off-set bias, thus strengthening results validity 

(Greene, Caracelli, & Graham, 1989).  To ensure a more comprehensive analysis of the 

study’s data, concurrent triangulation was employed. 
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Multi-level methods

Organizational behavior scholars argue that the organizational behavior field has 

become rapidly complex and not representative by single level research (Rousseau, 

1985).   These arguments suggest increased emphasis on multi-level research to capture 

the complexity of modern organizations.  This study captures and considers the 

complexities at both organizational and individual levels of analysis.  Hierarchical Linear 

Modeling (HLM) provides researchers procedures to study relationships existing at two 

or more organizational levels (Hoffman, 1997).   HLM provides the tool researchers need 

to study organizational phenomena at the correct level of analysis (Roberts, Madsen, & 

Desai, 2004).

To recapitulate, the study employed a mixed-level design, namely triangulation.  

Triangulation involves utilizing both quantitative and qualitative data.  Qualitative data 

was used to enhance the meaning of quantitative data.  Quantitative and qualitative data 

was collected and analyzed concurrently to provide a more robust research results.  

Research scholars conclude organizational behavior has become a more complex research 

field encompassing organizational, group and individual levels (Rousseau, 1985).  Multi-

level methods have become the vehicle researchers’ use to adequately capture various 

levels of today’s organizations without compromising levels of analysis.  Thereby, the 

organization reviewed in this study is very complex in nature, specifically at the 

organizational and individual levels. 




