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Abstract :

Thisaticlewill amto invedigate theoreticdly the progpectsfor tranglanting
the notion of | employee empowermentSto the ecific organisgtiond contexts
of dgerian firms it will 2udy and assessthe projection of introducing employee
empowerment asaperformance management HR practicein the dgerian work
environment; an environment characterised with the exertion of authoritarian
and bureaucrdic managerid gyle.

The rationde of thisinvedigation isto criticdly review Human Resources
Management literature around employee empowerment; adgerian nationd and
organizationd culture and grategy implementation theoriesto gructure of the
article and derive from a st of theoreticd frameworks (chosen and discussed
throughout the paper) a series of three gudy axes to exploit and answer the
ressarch quedionsadvanced.

INTRODUCTION

Human resources management is a didinct organizationd distipline
enclosng aset of functionsranging from the traditiond adminigrative FunningG
of employees to a more implicit gudy of the employee (the third factor of
production) in the globa misson of busnesshedth and benefit.

Thisaticle treats of the notion of employee empowerment in Algeria and
the eventud progoectsof tranglanting it in dgerian firms

Employee empowerment isaterm often used in the management language
but it has been a chdlenge to enclose its exact definition. The concept was
nurtured in HRM academic circles and was gpprased asan HR practice and
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eventudly described asadraegic one .

The literature around the concept ismultiple and increasng, the chalenge
lieshowever in the magnitude at which thismanagement notion isconditioned
by numerousindependent factorsand the different pergectivesit holds

Employee empowerment is a term generdly used to label the act of a
upervisor empowering an employee, by definition giving them power.

Employee empowerment has been advocated by the HRM literaure and
proved to hold afront sat within the graegic thinking of a firm, thus this
particular choice of managerid concept.

This pagper will @am to invedigate the progpects of tranglanting thisnotion
of Femployee empowermentGto specific organisttiond contexts (Algeria
in this cax); it will gudy and asess the projection of introducing employee
empowerment a an organistiond HR practice in the dgerian work
environment; an environment characterised with the exertion of authoritarian
managerid tyle.

Thisarticle will addressthe following research quedions

1. How is employee empowerment messured within the agerian work
environment?

2. Aretheorganisationd vauesand work ethicsof thisparticular third world
economy context coherent with the principlesand morasengaged in employee
empowerment?

3. If employee empowerment asan HR practice was to be introduced in
an dgerian company@organisdiond culture and behaviour, wha are the issues
around grategy implementation?

In the light of tackling the above isues quegion one will look for answvers
in the definitions of employee empowerment and the theory tha underpinsits
favourable work atmogphere.

Quedion two will address the present authoritarian managerid gsyle
representaive of the public sector@work environment and contrag the vaues
behind professond authority with those of employee empowerment. Quegion
three will invedigae the implementation drategy literature to underpin the
possbilitiesof such implementation in the Algerian workplace.

This paper will be gructured around these three man partsthat will each
tackle of the above quedions

I.EMPLOYEE EMPOWERMENT
Employee empowerment is a managerid condruct with a multitude of

1Yasar F. Jrrar, Mohamed Zairi, (2002) &mployee empowerment ¥aUK survey of trendsand
bes practices’, M anagerid Auditing Journd, Vol. 17 Iss 5, pp.266 - 271
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dimendons tha by definition refers to the act of empowering a subordinate
(giving them power) or the act of being empowered by a superior (receiving
power). The proliferaion of this particula HRM e practiceGis tking a
colosAl scopeinthe HRM literaure.

The notion of employee empowerment can be used to dexribe the
psychologicd and the individud agpect, aswell asthe organisationa one. It has
been dated that while one isthe cause, the other isthe consequence regectively
in the empowerment baance.

The organistiond agect of employee empowerment reaults from the
behaviour of supervisors/managersthat empower their subordinates whereas
the psychologica agpect of the gpproach describesthe empowered géae of the
aibordinae tha isthe reault of their superior giving the power.

Conger and Kanungo in 1988, Boren in 1994, Harari in 1994 and Rothgein
in 1995 have theorised around the concept of employee empowerment and
have dl been playersin the defining or atempting to definethe concept. Agan
both the individud and the organistiond pergectives are recurring. The
above theorigsdl seem to however identify employee empowerment from the
behaviour of the supervisor(postion of empowering, thusthe organisttiond
pergective. Empowerment has a connotation in its slf tha direct in a firg
insdance to FempoweringGaher than eing empoweredG

The origins of thisHR approach can be found in the definitions of terms
auch asauthority delegation and job enrichment. Authority delegeation refersto
the action of a upervisor giving more power for actionsand decisonsmaking
to their subordinaes Thisidea of authority delegation and decentrdisation of
decison making power isd the heart of today@ understanding of employee
empowerment 2 ; it refers to the very core theory behind the employee
empowerment concept® . The notion of Job enrichment can d be perceived as
oneof thefoundation thoughtsfor today@meaning of employee empowerment.

H aving gpproached sometheory around employeeempowerment postioned
from the organistiond angle, more recent research has been inclined on the
other hand to andyse the concept of empowerment from the empowered
employee@persective.

Thomasand Velthouseinthepad decade assert that employee empowerment
was to be examined from the psychologicd pergoective when discused in
HRM literature; it istheimpact of employersGtrategic thinking adopted within
an organistion on employees They afirm tha when anaysng and encircling
their employeesrame of mind on their job tasks and how they perceive their
2Kanter, Rosabeth M oss Harvard U niversity, 1983. | Technologicd innovations Organizationd
change and Employee participation$
3Edward J Lawler. 1992. 8Affective Attachmentsto Neged Groups A Choice ProcessTheory. U
American Sociologicd Review 57: 327-339
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role within the organisgtion, employee empowerment can then be meaaured.
Conger and Kanungo have developed atheoretical four dimendond framework
summarized in the followstable:

Employee Description of dimension

empowerment

dimension

Meaningfulness M eaningfulnessdexcribesthe vaue and the purpose tha the

employer would atribute to the notion of empowerment.
M eaningfulnessisthe individud Gown meaning of the term
and isconditioned by hisherspersona idedsand moras
Thisdimenson measuresthe grength of the rela@ionship
between an employee and their persond meaning of their
work. The gronger the employee feelsfor their work,

and the bigger chance they will adopt and embed with
employee empowerment.

Competence Competence isthe individud Gjudgement on their work
and Fegpability to perform task activities kilfullyGsid

Gid in 1987. Competence isthe dimendon supported

by organistiond psychologigswhere resarch has
demongrated that one@belief or view on their work is
very subjective and might overlep the individud Gactud
competence. The dronger one feelsabout their cgpabilities
the more chancesemployee empowerment will be received
and take on employee empowerment.

Self determination | SeIf determinaion refersin thiscontext to Feutonomy

in the initiationGof the individud a work ssid Bell and
Saw in 1989. Thisthird pergective projectsthe grength
of determination the employee would feel towardstheir
job; the further determination and job fulfilment one
would fedl, the greater chancesfor goproving of employee
empowerment.

Impact Impact isthe Fperception of the degree to which an
individua can influence drategic, adminidrétive or
operating outcomesat workGeid Ashforth in 1989.

The dimengon of impact isthe magnitude & which one
employee would feel they have impact on their surrounding
environment. If the employee judgesthey have grong
impact on their subordinaeguperiors he/she will feel
gronger about practicing employee empowerment aspart of
their HR <t of practices
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The table aove illudrates the conceptud employee empowerment
EemplaeGn which the employee identifies highers orientaion towards their
work role and therefore the magnitude a which their potentid receptivenessto
employee empowerment can be meaaured.

The aove conceptud framework is illugrated to srve as a theoreticd
aupport to use to meaaure the level of employee empowerment in the dgerian
workplace. This paper is based on theoreticd literature review to tackle the
ressarch problems if however one would use quantitative methodsto pursue
thisgod, thisabove framework would match perfectly asasupport for empirica
datageathering.

Culturd, socid and psychologicd factors are extra complication in the
employee empowerment equation. The individua that subjectsempowerment
as well as the individud tha is being empowered much fed tha the act
iteelf adheres to their culturd and individud beliefs and frame of thinking.
As EvedernisedGbes practice HRM policies can be, confining employee
empowerment aclosed st of definition leaveslittle or not enough importance
to the unique individud point of view on the concept. One might argue that
if looked & from this Funique individud Gpergective, no generdisdion or
categorisgtion could have been made.

In the fird section, employee empowerment has been discused and to an
extent thefirg of the three research quedionsgated in theintroduction hasbeen
ansvered. Regectively, the next section will condder the notions of culture
and organisttiond culture and will look for answers to the scond research
guegion which queriesthe coherence of the dgerian organistiond culture and
managerid gyle with employee empowerment@implicit vaues

ALGERIAN NATIONAL AND ORGANISATIONAL CULTURE

MMuch of thework in theinternaiond HRM areaconcernswaysin nationd
culture impacts employment practices in hog countries and the limitations
culture creates regarding the ability of Multinationd companies to trander
employment practicesto host countriesGaid Lawer in 1992. Naiond cultureis
one of the very fird problematic issuesfaced by HRM draegids

Wha is nationd culture? And can it be defined? It has certanly been
attempted.

Nationd culture is described by the cross culturd theorig Hofgede asthe
st of mind that differentiates one group of people from another. It is ds
described by anthropologigsasthe st of learned vaues behaviour, and beliefs
that ae chaacteridic of a paticular sciety or population ; primaologids
tak about it as i tha complex whole which includes knowledge, belief, art,
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law, mords cugoms and any other capabilities or habits acquired by men as
a member of ciety *S . It isevident tha dthough perceived from different
angles the meaning of nationd culture revolves around a ense of shared
vaues and ideologies portrayed in externd actionsimplying the belonging to
acertan ociety. Greet Hofgede in 1983 created a conceptud framework for
underganding cross culturd differencesin afive dimendon matrix where the
following dimensonsare:

CPower distance
CUncertainty avoidance
Cindividualism/ collectivismn
CFemininity/ masculinity

CLong- term/ short “Aerm orientation

Thispaper will goply Hofgede@crossculturd paradigmstoillusrae Algeria@
culture and thereafter to correlate it with the Algerian organizationd culture.

After reviewing literature around the &gerian culture, the following
asumptions framed on Hofgede@five dimensond culturd models have been
projected.

Algeriaprojectsthe following culturd trats

CHigh power digance where this dimenson correponds to the degree
of inequdity accepted and expected by the individuds In Algeria@ case, this
degree of difference istolerated if not promoted by employees and even more
by employers The notion of power in the typicd dgerian firm isa familiar
one where aubordinates recognize the power exerted on them cugsomary.
T he reasons behind such recognition of vertica power relaionship lie in the
higoricd socid development of the country.

(High uncertainty avoidance wherethisdimenson of uncertainty avoidance
describesi themanner in which membersof acorporation gpproach uncertanty.
Certain culturesfavor it, where othersavoid it: it isthe degree of tolerance that
aculture can accept before having to worry about the consequencesS.

The culturd and organizationd conflict in the Algerian employee@ mind
in regardsto eventud ambiguity of goeech or action isd< the rewult of pog
colonid culturd formation within thisparticular society®.

CCollectiviam depends on the level of independence and freedom that
employeesof acorporation will clam to have. Individudigswill regard identity
from an individud point of view, whereascollectivigswill identify to asociety

4 Wad, 2001STree of Origin: What Primate Behaviour Can Tell Us aout Human Socid
Evolution$

5 Geert Hofgede, 1983 | Culturd Dimensions ExplanedSBook 5
6 Abun-Nag, Jamil M., 1987 | A Higory of the Maghrib in the Idamic PeriodS
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or aocid group. Algeriailludratesa society where mord, politicd and socid
beliefstha focus on human BnterdependenceGind asigns great importance of
to the collective societd perception rather individud vdues Albert Camusin
1955 hasdescribes Algeriato comprise AVl editerranean collectiviamu.

CMasculinity and femininity are conceptsresulting to the given importance
of mordsbehind success and the importance of possessons (masculine vaues)
and the socid environment aswell asindividuas helping each other (feminine
vaues. In the cae of Algeria, masculinity ishigh and the society as a whole
representsatypica example of masculine culture’.

CLong term orientation isthe fifth dimenson that was added to Hofsede®
origind work in 1991 &fter trying to introduce eagern vauesand pergectives
to hisframework. The gudy of Chinese Culturd Connection by Michael Bond
in 1987 hasreveded that Confucian Dynamism culturesrequire alonger time
frame compared to wedern cultures Algeriaisno exception in the ense where
short term orientation isnot the goproach taken by the ociety.

Having lad down Algeria@ typicd societd characterigics the coming
paragrgohsam to answer if nationd culture isbehind organisationa culture.

Organisgtiond culture comprisesa st of beliefs vaues norms and cugoms
that representsthe unique character of an organization, and providesthe context
for ection in it and by it.

Whereasorganizationd dructureisrelatively easy to decribe, organizationd
culture isless concrete and more complex to define. Itsclarity and ggnificance
is crucid though to the homogeneity and well functioning of any company.
Organisgtiond culture is Bhe key to organisgtiond excellenceGrom Schein@
(2004:23) point of view.

The three man characterigics of organistiond culture described by
Kilmann, Saxton, & Serpa, in 1986 are Behaviourd control, Source of identity
and ssarch for gability. The later three can d be interpreted asthe functions
of agiven organistiona culture.

Asprevioudy organized, thissection will outline the dgerian organisationd
behaviour gathered from literature review around the topic framing it on the
three aove organisationd culture@isues

C Behaviourd control: where the employee@ socid and profesiondfs
behaviour isdirected by thecompany@corporateculture. AlgeriaBorganisationd
culture is one where behaviourd control is atained from authority. The
workplace@amosphere isformd, bureaucratic, technocratic, non informative,
closed and very hierarchd @.

7 Judith Surkis 2009 | Sexing the Citizen: Mordity and M asculinityS
8 The politicd Quarterly review, volume 68, issue 4; 1997
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C Source of identity is the activity where the employee will cary its
organizationd culture and feel pat of it. The internd organizaions and
dructures of the dgerian firms confirm the influence Algerian nationdity has
on the management gyles The agerian identity isa complex one where pogt
colonid tracesand religiousmovementshave reaulted in the dgerian employee
to feel very needy of appurtenance aswell asorganizationa gopartenance.

CEncourages gability when the firm@ gods and ams are dlearly identified
and gppropriated by the employees gability in the workplace isacquired.

Hierarchy ladder is very high and decison making within the firm does
not condder general employee consenals employee participation islow and
the involvement and the matter of opinion of the individud isdisused. Senior
employeesare expected to be authoritaive with subordinaesand theterm | co-
workersSisunemployed.

At thispoint of theliterature review it isimportant to mention the dgnificant
gap of literature around the concept of the Algerian organisationd culture.

The dgerian organistiond culture is thereby characterised by the use of
authoritarian management gyle.

Therefore on a closer look, we can observe that mog of the theories on

nationd culture presented above on Algeriaare reflected to a certain extent in
Algerian@corporde culture.

Before going on to the next section of thisarticle, authority and managerid
authority ought to be defined firg.

Authority by definitionisthe power or right to give ordersor makedecisons
Weber aszrtsthat men clam authority asthey feel they have alegitimate right
to expect willing obedience to their command.

Managerid authority workson the same foundation and isdivided into the
following managerid authority types

C Coercive authority that describes motivaing gaf by fear of losng
gaus postions bonusesor jobs

C Reward authority that refersto postive reinforcement of the employee
and award hiswith something of vaue

C  Expert authority iswhere authority isearned if the team regpectsone@®
killsasaproject manager or leader

C Réferent authority tha refersto the ability to influence othersthrough
charigmaand perondity.

The fird of the aove, coercive authority, is the mog aoplicable in the
Algerian organizationa context.

The pad =ction has addresed the second ressarch quegion st out in the
introduction
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CAre the organisttiond vauesand work ethicsof thisparticular third world
economy context coherent with the principlesand morasengaged in employee
empowerment?

After criticd review of literaure, the obvious answvers ae tha the
organistiond work ethics of the Algerian firm are to an extent incoherent
with the philosophy behind employee empowerment st out earlier. Wheress
employee empowerment isaconcept that underlinesand necesstiesvauessuch
as =f dependency, individudism and horizontd and verticd integration to
name afew, the Algerian organisstion portraysto an extent the opposte of that
where high hierarchy, collectiviam, and authority practice are observed.

Thisthird sction of thispaper on drategy implementation will be inclined
more on the problematic conception of implementingwetern HRM drategies
in developing countriesuch asAlgeria

STRATEGY IMPLEMENTATION

Wheress HR draiegy implantaion has been discused on a micro
organistiond level by the likesof Purcell in 2001 or Legge in 1995 who have
discused the problemsfirmsencounter when implementing srategy such asthe
lack of employee commitmentsto generd corporae ams thissection will take
one gep back to look at the very macro perpective of drategy implementation.

In order to expand and grow, in order to globdise from a trading and
economic pergective, the culturd clash ispredictable. M ultinational companies
are modelled and desgned to think, act, and processin acapitdig way that will
overlook some of the badc Kjlobd common senseGauch ashow world cultures
and societiesin their very eseence differ.

Thispaper manly amsto draw atention on the problematic conception of
implementing wegern theoriesin developping countries

Employee empowerment is a condruct born and derived from wedern
anglo- saxon culture and draegic thinking; the progectsof implementing it in
Algeriaare quegionable.

Mog wedern theory, management and HR theory included are usudly
referred to as normaive theory. In thisterm, we note the use of the word
normative; thisvery part of the paper isenquiring on the meaning of thisword
normaive. Normative impliesnormd, normd impliesobjective and objective
impliesfactud. However the Fnaingream theorigsGtrained in dassicd and neo
classicd theory possess afoonviction based on fath in the supremacy of market
economy driven by rationdism and profit motiveGand asthe quote dates the
conditions of idediam and profit vaues are cepitdid ones they therefore by
definition contradict their label of normative or gandard.

9 Ozay Mehmet, 1995, | Wedernisng the third worldS, p.5
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The rationd used in these theoriesis clearly influenced by deeper abdract
judgementstha do not fit into the third world picture and certainly do not fit
into the dgerian one.

Theory by definition should be vaue- free, however there hasbeen evidence
in the theory themselvesthat prove otherwise. The hidden wegern idedsused
in mog management theory even more in the economicsonesare conditioned.
When agaement isconditioned, it isby definition biased.

The idea of hidden vaues dfecting the judgement of such KBormative@
theory can be used the other way around in the sense where a country was
inditutiondised as Algeria might have problems smply Emplementing
draegyG where as dated factors of condition such as ingitutiondisn and
path dependency should be taken into account when for indance dating that
employee empowerment isaFHR good practiceG

The current management literaure as a whole and Internationd HRM
management literature doeslargely originae from the U nited Satesand Europe.
It isdmog implied from thisuni-9ded literature tha there isgloba consensus
of universdity in the policieson internationd HRM in the ssneewhere ultimate
objective of profitability through bes practice HRM iscongdered gandard.

Wedern dravn management theorieshave portrayed great atribution to the
performance of their drategiesrather than the relevance and contextudistion
of these often controversd FHR bed practice(olicies

Many theorigshave afirmed that new internationd HRM drategiescan be
of immense added vdue to any multinationdsif only suganed of creative vdue
and neo conggency®®

The above paragraphs have amed to illudrae the problemaic isues
of drategy implementation from wedern to non wedern lands it has come
to address one of the isues the third resserch quegion pointed out in the
introduction rases

CIf employee empowerment asan HR practice wasto be introduced in an
dgerian company@ organisgtiond culture and behaviour, wha are the issues
around grategy implementation?

As the above paradigms illudrate, drategy implementation from wedern
bordersto third word country onesisproblematic, and prior to progecting the
functiondity of any HR practice or drategy in the am of implementing it, it
semsthat the crosing naiond boundariesshould be tackled fird.

Thispaper doesrecognize however that the isuesdiscussed in thispag
ction are far too macro and universalig to expect immediate action taken

agand it.

10 Barney, 1991 and Wright and McM ghan, 1992
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CONCLUSION

The am of thisresearch hasbeen to explore the prospectsfor transplanting
the notion of Eemployee empowermentGdvocated in omeHRM commentary,
to organisationd contextsin Algeria

T he £ndtive concept of employee empowerment can be meaaured through
the four st of issuesdescribed in Thomasand Velthouse reviewed dimendond
empowerment model. On that framework, the agerian organistiond culture
doesnot embed employee empowerment in itsgraegic thinking.

Having defined and discuseed nationd culture and organisationd culture, and
following Hofgede@ cross culturd paradigm and Kilmann, Saxton, and Serpa@S
main organizetiond culture characteridics frame, it is clear that the Algerian
naiond culture thereafter organizationd culture does not posess the same
vauesand work ethicsengaged in the conception of employee empowerment;
it even sfemsto contrad it.

Findly, the problematic nature of wedern draegy implementation has
projected the dendty and complexity of tranglanting wesern dravn HRM
practicesuch asemployee empowerment in the third world dgerian firm

Asaconcluson, the overdl evidence gppearsto indicate tha while jury is
dill out on the gpplicability of wesern management techniquesin developing
countries managersin these countrieswill continue to borrow from wegern
prectices they have no other choice. Effective indigenous practicestake time
to develop. Nevertheless companiesin developing countriesmud not Smply
mimic wesern management practices but mug examine how well the various
elements of a company@ HRM drategy fit together. Managers should be
awae of why certain wedern practices have been succesful and consder the
underlying factorsof such success which are necessary and gppropriate to their
own advancement

Thisarticlehad limiteditsscopein defining corethemes reviewing necessary
maerid in order to underdand man concepts cary out a purely quditetive
research methodology to answer research quedions and andyse findings by
contraging themwith literature review findings The scde of the research meets
the article and management review length limitations

In further research where larger scde and scope of gudy isinitiaed,
the posshilities of supplying greater empirica evidence to produce a st of
Evorking recommendations3n order to implement employee empowerment
or even generd e practiceHR grategiesare very promising.
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