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ABSTRACT 
The aim of this study was to gain better understanding of empowerment in the consumer 
service sector by comparing the perspective of mangers and frontline personnel. 
Empowerment can be described as giving discretion to frontline personnel to meet the needs 
of customers creatively. The research questions concerned investigating the level of 
empowerment, the beneficial level of empowerment and the outcome of empowerment in a 
consumer service company. In order to gain insight into these areas a case study was done in 
the insurance company Länsförsäkringar Norrbotten. The manager for the private customers 
department and three employees was interviewed regarding the study. We found that the 
studied department at Länsförsäkringar Norrbotten has a low level of empowerment and that 
this is appropriate for their business. The possibility for increased empowerment did however 
exist but the simple products concerning insurances for tangibles and low customer needs 
made any further implementations unnecessary. The recommendation for the insurance 
industry is to follow Länsförsäkringar Norrbottens way of implementing empowerment with 
strict rules for their employees to decrease their empowerment. Unless there are possibilities 
to widen the departments, giving employees additional tasks besides insuring tangibles, the 
model used in Länsförsäkringar Norrbotten is beneficial. We can recommend further studies 
concerning employee behavior, also a more integrated model for comparing all the three areas 
of empowerment should be the concern for further research in order to provide a more 
practical tool for studying empowerment. 



 
 



 

SAMMANFATTNING 
Målet med denna studie var att få en bättre förståelse för befogenheter (empowerment) i ett 
konsumenttjänsteföretag genom att jämföra perspektiven mellan ledning och kundkontakt-
personalen. Befogenheter handlar om att ge handlingsfrihet till kundkontaktpersonalen för att 
möta kundernas behov på ett kreativt sätt. Forskningsfrågorna behandlade nivån av 
befogenheter, den fördelaktiga nivån av befogenheter och resultatet av ökade befogenheter i 
ett konsumenttjänsteföretag. För att få insikt i detta gjordes en fallstudie på Länsförsäkringar 
Norrbotten. Marknadschefen för den privata marknaden samt tre av hans anställda blev 
intervjuade för vår studie. Vi fann att den undersökta avdelningen på Länsförsäkringar 
Norrbotten har en låg nivå av befogenheter till sina anställda och att denna nivå också befogad 
för deras affärsområde. Möjligheterna för att öka befogenheterna hos de anställda fanns men  
enkla produkter och låga kundbehov gör ytterligare befogenheter omotiverade. 
Rekommendationerna för försäkringsindustrin är att följa Länsförsäkringar Norrbottens 
implementering när det gäller strikta regler för att begränsa befogenheterna. Finns det 
möjligheter att bredda avdelningar, genom att ge anställda extra uppgifter vid sidan om 
sakförsäkringar, kan detta vara en annan väg att gå. Vi rekommenderar framtida studier 
gällande de anställdas beteende samt en integrerad modell som jämför alla tre teoretiska 
områden av befogenheter för att utveckla ett praktiskt verktyg för befogenheter hos de 
anställda. 
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INTRODUCTION, BACKGROUND AND PROBLEM AREA 

 
 
“We don't receive wisdom; we must discover it for ourselves after a journey that 
no one can take for us or spare us.” 

Marcel Proust (1871 - 1922)  
 
 
 
 
 

CHAPTER 1  
INTRODUCTION, BACKGROUND AND PROBLEM AREA 

 
he importance of services in almost every business means that the service-oriented 
employee has become the most critical resource according to Grönroos (1990). This can 

be explained by Gummesson (1994) who describes organizations as constructs of people, 
activities, thoughts, emotions and other intangibles. There is a need for deeper understanding 
of the culture within the organization in order to enhance the employees’ consideration of the 
organizational goals and objectives (Echeverri & Edvardsson, 2002). The role and 
importance of the employees must be considered when implementing organizational 
strategies, goals and objectives (Papasolomou-Doukakis & Kitchen, 2004). Changing 
processes in an organization will require employee participation and in order for this to pay 
off, it must be combined with meaningful information and real influence from the employees 
(Kappelman & Richards, 1996). Real influence from the employee is what empowerment is 
about and it will provide workers with opportunity to influence decisions (ibid). Research on 
empowerment is something that has been studied in the manufacturing industry but, 
according to Bowen and Lawler (1992), Rafiq and Ahmed (1998a) and Melhem (2004), 
studies have not been done comprehensively in the service industry. 

 T

 
This chapter aims to present the concept of empowerment as a part of service marketing and 
relationship marketing. The chapter begins with a background explaining service marketing, 
internal marketing and empowerment. The problem area follows and connects these research 
areas in order to outline a purpose of this study. The final section of this chapter is the 
structure of the thesis. This section explains how the research process are divided into 
chapters.  
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INTRODUCTION, BACKGROUND AND PROBLEM AREA 

1.1 Background 
This section will provide a background to the thesis. Service marketing and internal marketing 
is discussed as a background to empowerment. This will further be compared in the problem 
area, which leads to the purpose of the study. 

1.1.1 Service Marketing 
The more developed countries around the globe have recently started to transform into service 
economies according to Martin (1999). Despite this development the main focus in research 
has been on the manufacturing sector just until recently (Martin, 1999; Zwan & Bhamra, 
2003). Grönroos (1990) concludes that services have grown dramatically in importance. 
Everybody is in the service economy and therefore services should be an integrated part of 
every product offering (ibid). Echeverri and Edvardsson (2002) explain that agriculture was 
the main industry in the beginning of the 20th century. In the beginning of the 21st century this 
has reversed and today services are the more dominant industry in the developed countries 
(ibid). 
 
Services are something special, different from goods, and important to consider (Grönroos, 
1998). Marketing failures in service marketing is often contributed by the fact that differences 
between goods and services has not been taken into account (ibid). These differences are 
defined by Grönroos (1990) and can be seen in table 1.1. 

Table 1.1 - Differences Between Services & Physical Goods 

 
Source: Grönroos, 1990, p. 28 
 
Palmer (2001) defines service marketing as the production of an essentially intangible benefit 
which through some form of exchange satisfies an identified need. Services can be described 
according to different characteristics. Four characteristics can be used when describing 
services. Hoffman and Bateson (1997), Grönroos (1998), Grönroos (2000) and Kotler and 
Armstrong (2001) have described these characteristics which are summarized below: 
 

• Intangibility – A service is not something that can be touched, smelled or tasted. This 
is unlike goods where you can feel something physical. 

• Inseparability – The service involves both the provider and the customer and therefore 
it cannot be separated from the provider. The customer is a part of the service product. 

• Variability/ Heterogeneity – The service will vary in its outcome from one customer to 
another. The service outcome will depend on both the provider and the customer and 
therefore the offer will be customized according to the customer. 
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• Perishability – The service cannot be stored for later use. This means that the provider 
of a service must match the demand of the customers. The service is produced at the 
same time it is used. 

 
Grönroos (1998) does a further description of service marketing by presenting a simple model 
of the service company (see figure 1.1). This shows how the marketing process of a service 
company will be constructed as something different from manufacturing companies (ibid). 
 

 
Figure 1.1 - Service Company’s Tree Marketing Functions 
Source: Grönroos, 1998, p. 79 
 
Traditional marketing is a part of service marketing but Grönroos (1998) explains that 
traditional marketing is somewhat limited and is mainly used for mass communication. In 
services the market and the production will be joined in a marketing process of interaction 
(the marked area in figure 1.1). The interaction in service marketing can be divided in three 
different principals: between customer and company personnel, between customer and 
company system/physical resources and between customers. In service marketing it is natural 
that relations become a basic concept for theories and models (Grönroos, 1998).  
 
When delivering a service, Grönroos (1998) describes the customer contact as important since 
there is an interaction between the seller and buyer. Then the concern about the customer 
contact personnel discretion is of importance (Lovelock, 1983). The customer contact 
personnel are often given little discretion in the service they deliver, this is usually reserved 
for managers and supervisors who are not involved in the service delivery unless a problem 
arise (ibid). The way that the customer experiences the interaction will affect how the whole 
service is perceived (Grönroos, 1998). In order for the interaction to be positive it is important 
to consider the internal aspects of the company. The internal marketing will affect the 
interaction towards the customer and therefore it will affect the whole service offered (ibid). 
Kotler and Armstrong (2001) claims that service marketing is something more than just 
marketing to the external customer. They present a model of three types of marketing in a 
service company (see figure 1.2). 
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Figure 1.2 - Three Types of Marketing in Service Industries 
Source: Kotler & Armstrong, 2001, p. 319 
 
As shown in figure 1.2, service marketing will need to consider internal marketing and 
interactive marketing besides the external marketing (Kotler & Armstrong, 2001). The 
interactive marketing will depend heavily on the customer contact employee as explained 
earlier and the quality of the customer contact employee will in turn be depending on the 
recruitment and training internally (ibid). Kotler and Armstrong (2001) explains this as a 
service-profit chain where internal service quality will lead to satisfied employees that will 
lead to greater service value, which will led to satisfied and loyal customers and this will 
finally mean healthy service profits and growth. The service-profit chain starts with the 
internal aspect of the company (ibid). 

1.1.2 Internal Marketing as a Part of Relationship Marketing 
Relationship marketing is a relatively new approach to marketing theory (Grönroos, 1994). 
There has been a shift in how the marketplace is viewed and this can be described as a 
paradigm shift from the marketing mix to relationship marketing (ibid). In traditional 
marketing the external customer is the most important, but relationship marketing also 
provides additional significance of the internal customer (Gummesson, 1991). In order for a 
service organization to be successful it will need to consider the customers as co-workers and 
the employees as customers (Bowen, referred to in Echeverri & Edvardsson, 2002). The 
employee can be considered an internal market within the organization and from this, the 
concept of internal marketing has evolved (Papasolomou-Doukakis & Kitchen, 2004). 
Internal marketing was first suggested in the 1970s according to Varey & Lewis (2000) and 
Grönroos (2000, p. 334) describes the term of internal marketing as: 

 “…the internal market of employees is best motivated for service-mindedness and prepared for customer-
oriented performance by an active, goal-oriented approach, where a variety of activities and processes is 
used internally in an active, marketing-like and coordinated way. In this way internal relationships between 
people in various departments and processes (customer contact employees, internal support employees, 
team leaders, supervisors, and managers) can best be enhanced and geared towards service-oriented 
management and implementation of external relationships with customers and other parties.” 

Internal marketing is a leader strategy where the employees are treated as customers 
(Grönroos, 2000). Flipo (2000) also describes the employee as a customer in a coalition 
within an organization. The employees must be able to act in a positive environment in order 
to provide good service to the external customer (Echeverri & Edvardsson, 2002). Then it is 
important that the employee feels the confidence from the management (ibid). The purpose of 
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internal marketing is to create, maintain and enhance internal relationships between people in 
the organization (Grönroos, 2000). 
 
As explained earlier internal marketing is important to gain healthy service profits and growth 
(Kotler & Armstrong, 2001). When discussing profitability, customer satisfaction is the 
previous step (ibid). Rafiq and Ahmed (2000) have derived a model for internal marketing 
leading to customer satisfaction (see figure 1.3). 
 

 
Figure 1.3 - A Research Model for the Internal Marketing of Services 
Source: Rafiq & Ahmed, 2000, p. 231. 
 
The center of the framework of internal marketing presented in figure 1.3 is customer 
orientation (Rafiq & Ahmed, 2000). This plays a central role in gaining customer satisfaction 
and therefore the inclusion of empowerment is essential. Empowerment to the frontline 
personnel will enhance service quality, customer orientation and job satisfaction. As seen in 
figure 1.3, empowerment is a part of internal marketing (ibid). When empowered, employees 
will feel better about their jobs and themselves, and this will also resolve in a better quality of 
the offered product (Hoffman & Bateson, 1997; Grönroos, 2000). Many encounters with 
customers will need some kind of action in order to create satisfaction (Bitner, Booms & 
Stanfield-Tetreault, 1990). Giving the employees control empowers them to take action, fix 
problems and respond efficiently (ibid). Rafiq and Ahmed (2000) explains that empowerment 
will affect the service quality and therefore also the customer satisfaction. 

1.1.3 Empowerment 
In the 1990s empowerment became extensively discussed as the new business issue (Bowen 
& Lawler, 1992; Minett & Ellis, 1997; Appelbaum & Honeggar, 1998). The traditional view 
of leadership management is consistent of control and employees waiting to be directed 
(Long, 1996). The new and more effective leader is setting limits of authority and delegating 
responsibility. One example of the need for empowerment comes from the Roman Empire 
where the governors of the regions of the empire needed a lot of authority (Peters, 1982). This 
was because the slow communications between the distant parts of the empire, the best man 
for the job had to be chosen in order to act independently (ibid).  

 5 



 
INTRODUCTION, BACKGROUND AND PROBLEM AREA 

There are many different definitions and levels of empowerment, but to find a universal 
definition might not be profitable since different companies and situations require different 
levels of empowerment (Minett & Ellis, 1997). Showed below are some variations of 
definitions found in theory. 
 

According to Echeverri 
and Edvardsson (2002, p. 
348) empowerment can 
be defined as:  
“…A condition where the 
personnel perceive a feeling of 
confidence from the manage-
ment, power and the concrete 
authority to act after their own 
mind and judgment.” 

Long (1996, p. 6) defines 
empowerment according 
to this concept as: 
“Building the climate wherein 
employees at all levels will 
want to be fully involved in and 
totally committed to the 
successful achievement of the 
overall corporate objectives 
thereby developing both the 
organizational and personal 
performance/potential.” 

Hoffman and Bateson 
(1997, p. 244) on the 
other hand describes em-
powerment as: 
“Giving discretion to frontline 
personnel to meet the needs of 
consumers creatively” 

 
There are some limitations to employee empowerment that must be set with consideration in 
order to gain positive advantages (Argyris, 1998; Grönroos, 2000). Hoffman and Bateson 
(1997), Rafiq and Ahmed (1998b), and Bowen and Lawler (1992) discuss three important 
questions that should be asked with respect to empowerment: 

• How to empower? 

• When to empower?  

• Why to empower?  

1.2 Problem Area 
Service marketing is an area that has grown in importance according to Flipo (1990), Martin 
(1999) and Echeverri and Edvardsson (2002). The importance of services in almost every 
business has meant that the service employee has become important to consider (Grönroos, 
1990). Since there is a big difference between services and goods, the intangible aspect of a 
service will mean that the employees will play a more important roll in the interaction with 
the customer (Lovelock, 1983; Grönroos, 1990; Grönroos, 1998; Palmer, 2001). Factors 
influencing this interaction will affect how well a service is handled to the customer, and one 
of these factors is frontline personnel discretion (Lovelock, 1983). When talking about 
discretion, Kappelman and Richards (1996) are talking about influence in a service delivery. 
This influence can be described as empowerment in the service delivery (ibid). How 
empowerment will be described depends on; how to empower, when to empower and why to 
empower (Hoffman & Bateson, 1997; Rafiq & Ahmed, 1998b; Bowen & Lawler, 1992). 
Because of the lack of studies concerning empowerment in the service industry, this is an 
attractive area to research (Bowen & Lawler, 1992; Rafiq and Ahmed, 1998a; Melhem, 2004). 
This discussion leads to the purpose of this study:  
 

 

The purpose of this thesis is to gain better understanding of empowerment in the consumer 
service sector by comparing the perspective of mangers and frontline personnel. 
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1.3 Structure of the Thesis 
Figure 1.4 describes the structure of the thesis. Chapter one contains an introduction, 
background, problem area and purpose of the thesis. Chapter two presents the literature 
review which includes a short description of the theoretical area followed by three parts 
containing how to empower, when to empower and why to empower? Chapter three continues 
the discussion that ended in Chapter one. This chapter contains the problem discussion, the 
research questions and a theoretical frame of reference. In Chapter four the methodology used 
is described and starts with the research purpose and follows a further description of actions 
and reasoning done in this thesis. In Chapter five the empirical data from the case study is 
presented. The analysis of the empirical data is presented in Chapter six. The thesis ends with 
the results and the recommendations in Chapter seven. This chapter shows how the research 
questions have been answered and how these findings contribute to the main purpose of the 
thesis. The findings are also compared and discussed by using the theoretical frame of 
references to provide the general conclusion of the thesis. Chapter seven includes reflection 
on and discussion of the study and ends with suggestions for further research.  
 

 
Figure 1.4 - The Structure of This Thesis 
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“Let us take things as we find them: let us not attempt to distort them into what 
they are not. We cannot make facts. All our wishing cannot change them. We 
must use them.”  

John Henry Cardinal Newman (1801 - 1890)  
 
 
 
 

CHAPTER 2  
LITERATURE REVIEW 

 
his second chapter starts with introducing the theoretical area of empowerment. Then 
the chapter deals with further review on the three main areas of empowerment: How to 

empower, When to empower and Why to empower. “How to empower” defines different 
empowerment levels suggested from earlier research. “When to empower” explains different 
contingencies and dimensions of empowerment in order to discuss in which circumstances it 
might be good to use empowerment. Lastly, “Why to empower” outlines benefits and costs of 
empowerment, based on previous research. 

 T
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2.1 The Theoretical Area 
Melhem (2004) recommends that when studying empowerment one should not only view the 
results and profits, attention should be focused on the antecedents of empowerment. The 
background factors of empowerment are important to study in order to understand what the 
source of successfully implemented empowerment comes from. Melhem (2004) defines four 
different types of antecedents to empowerment: trust, incentives, knowledge and 
communication. These antecedents of empowerment affect the different sub-dimensions of 
empowerment. The sub-dimensions are control, responsiveness and discretion and point at 
different elements of empowerment (ibid). Coleman (1996) claims that a paradox with 
empowerment is that authority must be delegated without telling employees what to do, and 
still keep a good relationship. In order to get productive employees there must be a process 
that involves trust and teamwork (ibid). Trust is important for empowerment and Rothstein 
(1995) explains that without trust no empowerment can work. Other essential factors to 
consider, according to Long (1996), are attitude, commitment and involvement. 
 
Melhem (2004) discuss the importance of empowerment efforts and explains that more 
studies are required in order to explore conditions and circumstances under which 
empowerment programs might be effective for the service delivery. Figure 2.1 suggests a 
model for studying empowerment.  
 

 
Figure 2.1 - The Form, State & Outcomes of Empowerment 
Source: Lashley, 1999, p. 175 
 
Lashley (1999) describes the first area of empowerment as the forms of empowerment. This 
can be compared to “how to empower” which handles the levels of empowerment and how to 
implement empowerment (Bowen & Lawler, 1992; Hoffman & Bateson, 1997; Rafiq & 
Ahmed, 1998b). The second step described by Lashley (1999), as important when studying 
empowerment, is the state of empowerment. This relates to “when to empower” as it 
describes the conditions needed for empowerment and explains contingencies of 
empowerment (Bowen & Lawler, 1992; Hoffman & Bateson, 1997; Rafiq & Ahmed, 1998b). 
The last factor in Lashley’s (1999) model is the outcome of empowerment. This in turn can be 
compared with “why to empower” and this area can be discussed as benefits and costs of 
empowerment (Bowen & Lawler, 1992; Hoffman & Bateson, 1997; Rafiq & Ahmed, 1998b). 
Because many different authors have recommended this separation of empowerment, this 
chapter will be divided into three sections covering these three different areas. 
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2.2 How to Empower? 
Empowerment might not be for every firm according to Hoffman and Bateson (1997). Firms 
can be successful without empowering employees and the amount of empowerment varies by 
degree. Both the type and the degree of empowerment are important, because they are key 
parameters in defining appropriate actions (Rafiq & Ahmed, 1998a). Bowen and Lawler 
(1992) describe different levels of empowerment and compare this with the industrialized 
service delivery. Hoffman and Bateson (1997) have also chosen to adopt this model. The 
product-line approach is a control oriented approach without empowerment (Bowen & Lawler 
1992). The product line is an example of an organization designed for control. More 
empowerment exists the further you move towards involvement orientation. Empowerment 
can be suggestion involvement when employees are allowed to give recommendations for 
improvement. It can be further used within quality circles where small groups of employees 
brainstorm to generate additional improvement suggestions. The second empowerment 
situation is job involvement were employees can examine the content of their own job and 
define their role within the organization. The final situation is high involvement where the 
employees learn to manage themselves (ibid). These situations exist in a continuum that 
ranges from control-oriented to involvement-oriented approach to empowerment (see figure 
2.2).  
 

 
Figure 2.2 - Levels of Empowerment 
Source: Bowen and Lawler, 1992, p. 145 
 
When the employees are “suggestion involved”, they are not allowed to implement 
suggestions of their own but they are encouraged to suggest improvements for further review 
often through formal suggestion programs (Bowen & Lawler, 1992). The quality circle is 
moving the suggestion approach a bit further by using groups to brainstorm to provide new 
ideas. One examples of this is McDonalds which has introduced products such as the “Big 
Mac” from employee suggestions. (ibid) 
 
In the middle of the continuum is “job involvement”. Firms engage in job involvement use 
teams to increase their service delivery (Bowen & Lawler, 1992). Employees will in this case 
gain more freedom and receive larger feedback from management, employees and customers. 
The reward allocation and higher level decisions will still remain with management. 
Employees in this environment will require some form of training in order to handle the new 
situation that may arise. The supervision will also need to be more directed towards 
supporting the employees rather than directing them. This empowerment type does not 
however change the strategic decision, organization or power structure of the company. (ibid) 
 
The last stage suggested in this continuum is “high involvement” (Bowen & Lawler, 1992). 
The goal of high involvement is to train people to mange themselves. By using extensive 
training the employees can obtain skills in teamwork, problem solving and business 
operations. The reward allocation, decisions, profit sharing and employee ownership of the 
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firm exists in this stage. As seen in figure 2.2, the high involvement stage is at one extreme of 
the continuum and differs a lot from the control stage at the other end. This way of 
empowering the employees will be expensive to implement and it might cause trouble when 
dealing with an alien situation. This might lead to operational problems in the beginning. 
(ibid) 
 
Martin and Adams (1999) describe two ways of empowerment; empowerment by default and 
empowerment by design. Empowerment by default is when managers grant power to 
employees due to their position. Empowerment by design is when empowerment is granted as 
a way to encourage employees to use their own discretion. In figure 2.3 Martin and Adams 
(1999) present a model for service encounter behaviors according to these two ways of 
empowerment. The model describes different behaviors that the personnel can have in their 
service delivery. If empowerment is mostly focused on the default aspect, given by position, 
the behavior will be more routine interpersonal service behavior. If the employee is 
empowered by encouragement, they will behave more creative and problem solving. The 
second line shows how general these behaviors are for all kinds of services. The routine 
interpersonal behavior exists in all service encounters, it is universal, while the creative, 
problem solving behavior might be more specific to the situation at hand because of the 
design approach to empowerment. The last line shows the frequency of these behaviors. The 
most common form of empowerment according to Martin and Adams (1999) is by default 
when there are no rules or regulations for behavior. If the job description of the employee is 
widely used and there are not any formal rules, the employee will be empowered. 
Empowerment by default can also exist if managers accept certain behaviors or fail to control 
them. (ibid) 
 

 

Figure 2.3 - Hierarchy of Service Encounter Behaviors 
Source: Martin & Adams, 1999, p. 195 
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A view frequently expressed by line managers are that empowerment of subordinates will 
result in a loss of control (Lashley, 1999). In reality empowerment as an employment strategy 
is concerned with both commitment and control of employees. It is more a shift in the locus of 
control. Figure 2.4 provides a model which suggests that different employment strategies 
might shift the locus of control along a continuum between externally imposed control of the 
individual to internally generated self control. (ibid) 
 

 
Figure 2.4 - Employment Strategies & the Locus of Control 
Source: Lashley, 1999, p. 176 
 
The figure 2.4 shows that the traditional view means that the strategy will focus on the 
organizational structure and processes. This strategy suggests external control, with very little 
empowerment (Lashley, 1999). The other side of the figure adopts a view of the individual 
where the focus will lie on empowerment and professionalism in the employee strategy. This 
means internal control will be the dominating strategy. According to Lashley (1999) 
empowerment appears to offer the view of engaging the employee on an emotional level 
which ensures commitment to organizational objectives, but which also ensures control of the 
employee’s performance because they have internalized the organization’s policies, 
procedures and commitment to its customers. The perceptions of managers and also the form 
of empowerment being introduced are influenced by the nature of the service being provided, 
the nature of the brand, the degree of discretion needed, and the complexity and intensity of 
labor in the service provided. Figure 2.5 shows the relationship between the locus of control 
of employee performance and the degree of standardization / customization of customer 
service. Some elements of this model has been removed in order to simplify the model. This 
figure shows a model more developed from figure 2.4. (ibid)  
 

 
Figure 2.5 - Standardization of Customer Service & Control of Employee Performance 
Source: Adopted from Lashley, 1999, p. 186 
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Figure 2.5 shows four types of empowerment that will depend on two dimensions (Lashley, 
1999). The offer will, depending on standardization and customization, affect the level of 
empowerment together with the type of control, external or internal. According to Lashley 
(1999) these dimensions suggests a division into four quadrants in which the locus of control, 
the degree of predictability, significance of tangibles and intangibles will interact with the 
dimensions of empowerment to help fashion an organization’s employment strategy. It is 
possible to locate different hospitality service operator’s brands within these quadrants. Figure 
2.5 describes these quadrants as four different leadership styles which are outlined down 
below. (ibid) 
 
The Professional Style is when the offer is customized and the control is external (Lashley, 
1999). This style is usable when the market is somewhat predictable, the task is simple, low 
discretion is needed, when information sharing is limited and when the power is task-specific. 
When these factors concur, external control and customization of offers is recommended. 
(ibid) 
 
The Involvement Style is when the offer is customized but the control is internal (Lashley, 
1999). This style is usable when the market is highly predictable, the volume is low, evolves 
complex tasks, there is a high discretion, there is a power to shape objectives and when there 
is a moral involvement and a trust culture. When these factors concur, internal control and 
customization of offers is recommended. (ibid) 
 
The Participative Style is when the offer is standardized and the control is internal (Lashley, 
1999). This style is usable when the market is highly predictable, there is a moderate volume, 
simple routine tasks, high discretion in tangibles, authority within limits and when there is a 
role-specific power. When these factors concur, internal control and standardization of offers 
is recommended. (ibid) 
 
The Command and Control Style is when the offer is standardized and the control is external 
(Lashley, 1999). This style is usable when there is a high predictability, high volume, simple 
routine tasks, low discretion, when an employee must ask for permission, task-specific power 
and when there is a controllable culture. (ibid) 
 
Furthermore, Lashley (1999) draws an example from McDonald’s Restaurants, who supply a 
highly standardized, efficient, predictable, calculable, controllable product. This is not only 
for operational reasons, but these features are what the customers buy into and consequently 
service interactions are short and simple. Technology is used to both support and supplement 
the labor element of the operation. (ibid) 
 
Rafiq and Ahmed (1998b) propose that empowerment levels will depend on the customer 
needs complexity/variability and the task complexity/variability. The authors present a model 
for this (see figure 2.6) which divides the different empowerment levels into the squares A, B, 
C and D. 
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Figure 2.6 - The Relationship Between Customer Needs, Task Complexity & Discretion 

Source: Rafiq & Ahmed, 1998b, p. 385 
 
Square A. Low customer needs complexity/variability and low task complexity/variability 
In this situation, there is little or no discretion given to the employee (Rafiq & Ahmed, 
1998b). There is often a high routine in the job and the possibility to customize the offer is 
low. There might be situations where customization can be done, but it is then a simple form 
of customization. (ibid) 

Square B. High customer needs complexity/variability and Low task complexity/variability 
This situation occurs when the task is relatively simple but the customer needs are more 
complex (Rafiq & Ahmed, 1998b). The employee is allowed to make own decisions 
depending on the customer requirements. This is although limited by already existing options 
that the employee must offer, and he cannot create new options. This form of discretion is 
typical for the sales personnel and this kind of person is characterized by the ability to be 
adaptive. (ibid) 

Square C. Low customer needs complexity/variability and High task complexity/variability  
An example of this situation is for instance the service engineer, who might be required to 
repair a photocopier machine (Rafiq & Ahmed, 1998b). The task is then complex and requires 
technical expertise. The employee must in this situation use his own expertise, and is 
therefore given a high degree of discretion in order to complete the task. Creative discretion is 
however not required in this case. (ibid) 

Square D. High customer needs complexity/variability and High task complexity/variability 
Customized solutions are required in this situation (Rafiq & Ahmed, 1998b). One typical 
example of this is the relationship between the doctor and his patient. The doctor can hold 
much expertise in the area and is free to act according to this expertise. The patient’s needs 
are complex and the actions of the doctor are only limited by the latitude of his expertise. 
(ibid) 

2.3 When to Empower? 
When deciding on which level of empowerment to use it is important to consider a lot of 
different factors in the company according to Hoffman and Bateson (1997). It is also 
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important for empowerment to work, that customer-focused staff training is used to enhance 
industry knowledge, customer service, communications, presentation and teamwork 
(Lindgreen & Crawford, 1999). Rafiq and Ahmed (1998b) further extend the discussion of 
empowerment implementation by stressing the need for appropriate training and recruitment 
programs to ensure that the frontline personnel will have enough skills to cope with 
discretion. Appelbaum and Hare (1996) describes empowerment as important when the 
workforce feels powerless. When looking at empowerment, an employee could make 
confident and effective decisions, if the person has a sense of competence to make the 
decision in a self-efficient way (ibid). When implementing an empowerment strategy there are 
certain requirements that needs to be fulfilled and Dahle (2000) outlines these as: 

• Empowerment strategy support from company management 

• Allowing room for flexible decision making 

• Training in the necessary staff skills 

• Creating an “owner mentality” 

Grönroos (2000) says that the employees needs; authority, knowledge, skills, possibility to 
retrieve information, compensation system and the support of the superior, in order to be 
successfully empowered. The manager who shares information, authority, resources and 
accountability with employees and treats them as partners is likely to get good performance 
(Coleman, 1996). 
 
Mangers should rate their firms according to five contingencies (Hoffman and Bateson, 
1997). These are the firm’s basic strategy, its tie to customers, technology, the business 
environment and types of leadership (ibid). Bowen and Lawler (1992) have developed a 
model for rating a company according to these factors (see table 2.1). Hoffman and Bateson 
(1997) concurs that these factors described by Bowen and Lawler is in fact practical. The 
score of one in table 2.1 suggests that the company can be described according to the left 
statement (product-line approach). A score of five means that the company is better described 
according to the right statement (empowerment). 
 

Table 2.1 - The Contingency of Empowerment 

 
Source: Bowen & Lawler, 1992, p. 148 
 
The basic business strategy is whether the products of the company are standardized, low-
cost, high volume produced or differentiated, customized, personalized (Bowen & Lawler, 
1992). The more standardized the product lesser amount of empowerment is recommended 
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(ibid). The question is if the extra dollars spent on employee selection, training and retention 
adds value to the service (ibid). In industries where there is a large turnover of employees or 
dependency on part-time employees this added value might not be lasting (ibid). Argyris 
(1998) suggests that an organization ought to consider four basic steps in their strive for 
empowerment. Firstly an organization must state a clear framework (a vision) and 
progressively make it operational so that it will come alive. Secondly an organization must 
define a competitive strategy that is consistent with the vision. This is due to that no one 
inside or outside the organization will have any contradictory between vision and strategy. 
Thirdly the defining of an organizational work process, so that when it is executed, it will 
implement the strategy. And lastly the defining of individual job requirements so that 
employees can carry out the processes effectively. (ibid) 
 
The tie of the customer is the second important factor described by Bowen and Lawler (1992). 
This refers to the relationship the company has with its customers. Discrete transactions over 
short period of time should be dominated by the control-oriented approach. When the 
interaction with customers is of a long-term nature, the employee should be empowered in 
order to be able to meet individual customer needs. The increased relationship towards the 
customers can be the added value when implementing empowerment. (ibid) 
 
If the technology of the firm is simple and routine the costs of empowering the employees will 
outweigh the benefits (Bowen & Lawler, 1992). The purpose of technology in many 
industries is to quickly manage the customers. This is for example true for a telephone 
operator or in a fast food restaurant. Technology can constrain empowerment and then it is 
especially important for management to make clear that the work done by the employees is 
important although it might be routine. (ibid) 
 
The costs will also be larger than the benefits if the business environment is predictable 
(Bowen & Lawler, 1992). Unpredictable business environment will on the other hand require 
empowered employees that can handle client concerns and constantly changing environment. 
If it is possible to predict possible breakdowns or customer concerns, empowerment can be 
replaced by a routine program of action. If it is not possible, greater training of employees is 
required in order for them to handle the chaos that may occur. (ibid) 
 
The final factor to consider is the types of people in the organization (Bowen & Lawler, 
1992). The amount of empowerment will be determined whether the organization is governed 
by a leader which coach and facilitate or control and manipulate. Leaders that can be 
described according to theory Y will view the employees as having high growth needs and 
strong interpersonal skills. Leaders according to theory X see the employees as having low 
growth needs, low social needs and weak interpersonal skills. Theory Y leaders best fit the 
involvement-oriented organizations and theory X leaders best fit control oriented. (ibid) 
 
When ranking these factors according to table 2.1, Bowen & Lawler (1992) explain that firms 
scoring 5-10 are recommended to pursue a control-oriented approach. Score of 11-15 should 
implement suggestion involvement, 16-20 points for the firm means it should utilize job 
involvement. If the firm rates 21-25 points it is suggested to consider implementing high 
involvement. (ibid) 
 
Rafiq and Ahmed (1998b) on the other hand do accept that the framework done by Bowen 
and Lawler. It might be useful in some situations, but there is a major weakness in it, because 
it does not distinguish between customer and employee related contingencies. The model 
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described by Bowen and Lawler fails to present the underlying dimensions behind it 
according to Rafiq and Ahmed (1998b). Rafiq and Ahmed (1998b) present another way of 
reasoning which will hereby be presented. 
 
There is a link between the features of services and empowerment (Rafiq & Ahmed, 1998b). 
This relationship can further be examined by discussing the dimensions of the service 
features. When connecting these features with a service, Rafiq and Ahmed (1998b) outline 
five important issues. 

1. Service product complexity – With high complexity in the product, the customer will 
require the service personnel to be knowledgeable, and therefore a high level of expertise 
is required. This means that there will be a greater need to empower the employees if it is 
a complex product. 

2. Customer needs complexity/variability – Greater complexity in the needs of the customer 
will require the employees to act, and hence more discretion must be given. 

3. Importance of speed of service – When there is a requirement of high speed in the service 
delivery, empowering the employees become less appropriate. 

4. Customization – If the customer expects a product to be customized, higher degree of 
empowerment is needed. 

5. Importance of service quality – The customer need of a high quality product will also 
increase the demand of empowering the employees in order to secure the quality. 

 
Rafiq and Ahmed (1998b) continue this line of reasoning by suggesting that there are ten task 
related contingencies for empowering. For example, if the technology of the task is highly 
nonroutine, this will require a high amount of empowerment. These ten tasks can be placed as 
high or low, and the result of this will determine the amount of empowerment required, were 
high is equal to a high degree of empowerment and low means low degree of empowerment 
(see figure 2.7). (ibid) 
 

 
Figure 2.7 - Features of Task Complexity 
Source: Rafiq & Ahmed, 1998b, p. 388 
 

 18 



 
LITERATURE REVIEW 

After determining each score, the amount of total points will show the degree of discretion 
required (Rafiq & Ahmed, 1998b). Points between 10-20 will suggest a product line 
approach, as also described by Bowen and Lawler (1992) earlier in this section. The 
suggestion involvement approach is recommended if the points range from 21-30. The job 
involvement approach, with moderate degrees of routine and creative discretion will be the 
most appropriate if the scores range from 31-40 and full job involvement with high degree of 
creative discretion will be good if the scores are 41-50 (Rafiq & Ahmed, 1998b). This way of 
determining empowerment has evolved from Bowen and Lawler’s (1992) model presented 
earlier in this section (see table 2.1, p. 15). 
 
Lashley (1999) also describes a number of dimensions of empowerment which provide a 
means of describing, analyzing and locating the form of empowerment being introduced in a 
particular company. Essentially they provide a mechanism for identifying the boundaries and 
contexts set for the form of empowerment being introduced. These dimensions create a 
framework for understanding the likely meanings of a particular form of empowerment within 
a given context. Each of the five dimensions is based on a model which assumes a traditional 
“product-line”, “top-down” approach at one extreme and a more empowered approach at the 
other (see table 2.2). (ibid) 
 
Table 2.2 - Five Dimensions of Empowerment 

 
Source: Lashley, 1999, p. 179 
 
The task dimension considers the discretion which is allowed to the empowered employees in 
performing their tasks for which they were employed (Lashley, 1999). To what extent are the 
empowered allowed to interpret the tangible and intangible aspects of the organization’s 
services so as to satisfy customers? To what extent are the brand attributes, prices and product 
sizes fixed, or to what extent can they be customized? To what extent does the need to control 
these issues set limits on the ability of an organization to empower its members? (ibid) 
 
The task allocation dimension considers the amount of responsible autonomy an individual 
employee or group of employees have in carrying out their tasks (Lashley, 1999). To what 
extent are they directed, or need to ask permission to complete their tasks? To what extent do 
company policies and procedures lay down what has to be done and then let them get on with 
it? To what extent are there tensions between responsible autonomy and the objectives for 
effective performance set by senior managers? (ibid) 
 
The power dimension is concerned with the feelings of personal power which individuals 
experience as the result of being empowered (Lashley, 1999). What is it that the empowered 
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are empowered to do? To what extent is their power limited to tasks? To what extent does it 
involve issues of policy at a more senior level? To what extent do management efforts to 
share power foster feelings of empowerment in employees? What tensions are there between 
strategic objectives and limits on individual power? (ibid) 
 
The commitment dimension explores the assumptions about the source of employee 
commitment and organizational compliance in a particular form of empowerment (Lashley, 
1999). To what extent do they follow patterns in traditional organizations which assume that 
commitment is calculative and based on material extrinsic rewards? To what extend does the 
initiative assume a moral commitment, as the individual takes a personal sense of ownership 
in their activities and work? To what extent is there recognition that individuals may differ in 
their attachments and needs from work? Lashley (1999) asks how, if at all, do the changes 
handle needs for a sense of equity and fairness in the benefits from empowerment. Often, a 
good indication of when employees are self-motivated to take responsibility is their initiative 
to handle new tasks (Coleman, 1996). It is ultimately the individual who decides whether to 
act empowered, whether to focus on the goals of shared values rather than mere controls, and 
commit to meaningful tasks. Leaders need to provide meaning and remove obstacles to 
employees’ performance. (ibid) 
 
The culture dimension examines the extent to which organizational culture fosters feelings of 
empowerment (Lashley, 1999). To what extent can it be typified as being oriented towards 
openness, learning, and employee contributions and creating a climate of trust? To what 
extent can the culture be described as bureaucratic, role, task or control oriented? To what 
extent is the initiative to empower a part of a broad organizational culture, or just 
implemented without any deeper thoughts. (ibid) 
 
Using this five dimension model it is possible to locate the different forms which 
empowerment takes in practical organizational arrangements against the managerial intentions 
and the form empowerment takes (Lashley, 1999). Managerial intentions may not be mono-
dimensional, and particular initiatives may be driven by a range of intentions. Each form of 
empowerment is likely to represent different sources of satisfaction to employees and 
represent different benefits to employers. (ibid) 
 
When employees believe that their managers have both a high level of control over decision 
making and are supportive, they feel empowered (Coleman, 1996). This is also closely 
connected with trust between employers and managers. Some managers fear losing control if 
they share all their information, so they might talk truly about empowerment but not putting it 
into action. Also some employees seek to avoid some decisions when they realize that they 
will be held accountable. These are according to Coleman (1996) some reasons that 
employees need training in team building, team leadership and team decision making. In 
making the transition to empowerment, habits and expectations must change at the same time. 
Empowerment is according to the author to encouraging risk taking, within guidelines, and 
employees need to feel free to ask questions and risk failure without worrying about 
appearing to be “stupid”. Coleman (1996) is reasoning about that managers can actively give 
power to individuals and argues that this is only a way to release self-motivation. The author 
clams that empowerment revolves around changing employee expectations so they believe 
they are in control of their destiny and can shape their work and make it meaningful within 
their organizations (ibid).  
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According to Greasley, Bryman, Dainty, Price, Soetanto and King (2005) the key factors that 
impacts upon the level of empowerment is the type of leadership style implemented by their 
immediate supervisor. The impact of the immediate supervisor can play a crucial role in 
empowering operatives. Supervisors are able to influence whether or not employees are 
offered the opportunity to become empowered and the form that this may take. The 
geographical distance between the senior management and the employee’s may result in a 
higher reliability and also enhancement in empowering employees. Also, the physical distance 
can make it difficult for senior management to enforce any empowerment strategies if the 
employees are spread around a geographically large area. (ibid) 
 
Whatever the intentions of managers may be, the initiatives which claim to be empowering is 
translated into concrete practical arrangements which sets limits and boundaries for operation 
of the employees (Lashley, 1999). Ultimately, the success of a particular initiative will be 
dependent in the first instance on the empowered being given the authority and freedom to 
make decisions which they themselves consider to be valuable, significant and important. 
Whilst this clearly will be subjectively assessed by individuals, who will differ in their 
evaluation of these arrangements, it is important to arrive at an objective analysis of the 
changes which have been introduced. (ibid) 

2.4 Why to Empower? 
One question that should be asked when discussing empowerment is why to empower 
employees (Bowen & Lawler, 1992; Hoffman & Bateson, 1997; Rafiq & Ahmed, 1998b). 
According to Greasley et al (2005) there is often an emotional outcome to being empowered. 
This emotional response is encouraged as the employees feel that they are valuable members 
of the working team and that their contribution does indeed count. Without the opportunity of 
empowerment, the employees can feel that they are treated like robots, especially if the work 
that they are doing is repetitive and monotonous. (ibid)  
 
One barrier to empowerment is if there are many regulations, such as safety and health 
regulations in the construction industry, which can make the employee unable to make 
autonomous decisions and instead report to their immediate supervisor so as to avoid any 
breach of the regulations (Greasley et al, 2005). These regulations can make the employee 
feel that the process slows down. The main barrier to empowerment is according to Greasley 
et al (2005) whether managers is unwilling to share power or has a special way of doing work 
and is inflexible to change. Employees’ responses to their actions and treatment can be 
positive or negative: if empowerment is encouraged and accepted, employees can become 
pro-active and satisfied in their work; if employees feel that they have no control over their 
work, they can withdraw goodwill and slow the working process down. (ibid) 
 
Hoffman and Bateson (1997) describes the question of “why to empower” as a matter of 
comparing benefits and costs of empowerment. This is the positive and negative aspects of 
empowerment. 

2.4.1 Positive Aspects of Empowerment 
Bowen and Lawler (1992) discuss that the benefits of empowerment are: 

• Quicker direct response to customer needs – If the employee can make decisions of 
his/her own this will simplify the service delivery and therefore decrease customer 
frustration and might also create customer satisfaction.  
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• Quicker direct response to dissatisfied customers – It is important to be able to fix 
something that has gone wrong in the service delivery. If this fails the customer will 
remain dissatisfied but if handle quickly the customer can become satisfied and even 
loyal. Figure 2.8 shows the possible outcomes of the service delivery and recovery. 

 

 
Figure 2.8 - Possible Outcomes During Service Delivery & Recovery 
Source: Bowen & Lawler, 1992, p. 141 

 

• Employees feel better about themselves - Job design research has shown that if 
employees have a sense of control and are doing a meaningful work they will be more 
satisfied. This will lead to fewer turnovers, less absenteeism and fewer union 
organizing drives. 

• Employees will interact with customers with warmth and enthusiasm – In the service 
encounter the feelings of the employees will spill over on the customers and this is 
especially important in services where the main product is intangible, then the 
attitudes of the employees are a key part of the package. 

• Empowered employees is a great source of service ideas – The frontline employees 
are often willing to offer their opinion and this can be a good source of information 
about the view of the organizations service quality. 

• They will generate great word-of-mouth advertising and customer retention – If the 
customers can be satisfied no matter what happens this will spread the word around 
about the service. 

 
Bowen and Lawler (1992) suggest that customer satisfaction is an important outcome of 
empowerment. According to Lashley (1999) customer satisfaction is largely dependent on the 
tangible product, though intangibles can be important in providing speedy, predictable 
interactions.  
 
Hoffman and Bateson (1997) also explains that the more customer focused employees that 
can respond quicker to customer needs, the empowered employee will respond more 
positively to a service failure and engage in service recovery strategies more efficient. 
Empowered employees also tend to feel better about themselves and their jobs and this will 
automatically be reflected towards the customer in their interaction. The employees will be 
friendlier and can therefore reduce the service recovery costs and enhance the product quality. 
The frontline employees can also be a source of new ideas for a better service towards the 
customers because they will feel an incitement to report bad and good aspects of the service to 
the management. (ibid) 
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Empowerment can provoke a strong emotional response, which may affect their attitudes to 
their work and to themselves personally (Greasley et al, 2005). If the employees feel that they 
are empowered and are able to take pride in their work, it is likely that they feel a high level 
of self-esteem, which goes well beyond the boundaries of their working world. The higher the 
level of self-esteem and confidence, the more probable it is that the employees will accept 
empowerment as they feel more competent to accept this increased involvement. According to 
the authors, there is a clear link between empowerment and self-esteem indicating that this 
perceived emotional response can have practical consequences. (ibid) 
 
According to Greasley et al (2005) there are two main ways in which employee empowerment 
can be achieved: through the demonstration of trust and by allowing employees to make their 
own decisions in relation to their work. The authors came to the conclusion that the 
recognition of trust was demonstrated through the level of monitoring the employees. The less 
the senior management were monitoring the employees the more the employees felt trusted. 
Also the opportunity and ability to make own decisions is a way to make the employee’s  
feeling empowered, which leads to that the employees feel that they are more involved in the 
work process. Through appropriate decision making by the employees, they can also feel a 
sense of the recognition as individuals and that their individual talents and experience are 
valued by senior management. (ibid) 
 
Greasley et al (2005) explains that the employees are likely to be the best suited to make the 
day-to-day decisions as they are closest to the work and are aware of the best way a particular 
task should be tackled. This is particularly important when managers have not previously 
worked in lower level positions, as they are not aware of the detail of the work. The decision 
making may, according to Greasley et al (2005), improve the efficiency among the 
employees. If the employees feel that they are unable to influence a particular decision, a 
sense of frustration can occur as they feel that they know a better way but because of their 
position they are unable to decide the best course of action (ibid). This reasoning by Greasley 
et al seems to indicate that management might also become more effective when empowering 
the employees to take greater responsibility. 
 
Failure towards the customer can be handled by empowering the customer contact employees 
according to Grönroos (2000). Empowered employees are more likely to respond in a positive 
manner to service failures and more quickly to customer needs (Grönroos, 2000). Another 
benefit of empowering employees is that it can be a source of new service ideas. The 
production of new ideas that are useful, attractive, meaningful, or correct, is described as 
creativity (Colman, 2001). According to Kondo (1997) the desire to work is closely connected 
to creativity and is in fact inseparable from each other. Quality is a source of empowerment 
and when quality improves in a creative way it reduces costs and productivity increases (ibid). 
Peters (1982) describes the potential innovators in a company as champions. When champions 
succeed in their work, it is because failures are accepted. The company must accept failures 
but the big failures are the ones lacking supervision (ibid). Another major advantage of 
empowering personnel is that it gives opportunity for increased sales and cross-selling that 
comes from the interactive nature of the service delivery according to Grönroos (referred to in 
Rafiq & Ahmed, 1998a). 
 
The culture of an organization is very important when considering empowerment (Long, 
1996). A culture which promotes empowerment of the employees will bring many benefits. 
Long (1996) explains these benefits as: 

• Clarity of objectives – This will help the employees see their part in the organization 
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• Involved, motivated and innovative staff – When the staff is encouraged to contribute, 
this can help improve the organization. 

• More effective management response culture – The pressure of senior management 
will be less with an empowered staff, and therefore there will be a more positive 
response to problems within the company. 

• Empowerment breeds effective teams – Team members will identify their roles and 
potential more easily and this will create more effective teams. 

• The evolution of a total quality management culture – The empowerment climate will 
involve the appropriate levels of staff in the process of improving the quality of 
product or service offered. 

2.4.2 Negative Aspects of Empowerment 
The other aspects when discussing why to empower are the negative aspects. Hoffman and 
Bateson (1997) describe this as the costs of empowering employees. Many companies has 
tried to implement empowerment programs but failed according to Argyris (1998). He 
explains that empowerment might just be an illusion. When implementing these programs 
correctly they do not, and cannot foster the behavior they are meant to inspire (ibid). 
 
Bowen and Lawler (1992) determine the costs of empowerment as: 

• A great dollar investment in selection and training – When hiring people to be 
creative problem solvers there must be an extensive screening in order to find the right 
employees. This can be expensive and also training people will cost a lot. The more 
importance of labor in the service, the greater the cost for training and selecting the 
personnel will be. 

• Higher labor costs – When a company uses part-time or seasonal personnel with low 
wages these employees’ usually only works for the company short periods of time. If 
investment on training these personnel would be useful they must be convinced to stay 
with the company. This will mean higher wages and turning part-time employees into 
full-time workers. 

• Slower or inconsistent service delivery – The customers is valuing speed in the service 
delivery and will want to know what to expect. When the service delivery process is 
depending on the employee discretion it will become inconsistent in its delivery and 
by customizing customer offers it will also be more time consuming. The service 
recovery must not be at the cost of a reliable service. The most preferable thing is 
always to do things right the first time. This explanation offered by Bowen and Lawler 
(1992) is shared by Rafiq and Ahmed (1998a). 

• Violations of “fair play” – Customer may be more likely to return to the company if 
they were treated well because of company procedures. This might not be the case if it 
was because there was a particular employee working at the moment. If some 
customers get beneficial treatment this might seem unfair to others. 

• Giveaways and bad decisions – Having creative employees breaking the rules might 
not be profitable since this sometimes can cost a lot. There is often a reason for a rule 
and breaking this might cause trouble for the company. The costs for example 
giveaways may far outweigh the return in enhanced customer loyalty. 
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Hoffman and Bateson (1997) describe some similar costs of empowerment. They claim that 
empowering will increase the costs of an organization because it will be needed a greater 
investment in training and recruiting employees that can be empowered. It is important to 
empower the right people so that they can cope with it, empowering low-cost and/or part-time 
labor cannot be done to reach the goal of empowerment. When the costs are increased this 
will also affect the marketing. Since empowering employees will customize the product the 
received service will vary from one encounter to the next depending on the employee 
according to Hoffman and Bateson (1997). The delivery will be slower because of the 
increased time spent with each customer and some customer may receive preferential 
treatment. Empowered employees may try to give away too much or make bad decisions. It 
may be difficult for the employee to determine what the limits are so it still is economically 
feasible. When using a routine system or low cost employees it will be difficult to empower 
employees without increasing costs too much and if the system is nonroutine or complex it 
will almost certainly already use empowerment. (ibid) 
 
A study conducted by Martin and Adams (1999) shows that there are problems with 
empowering the frontline personnel. The main problem discussed is that of a bias behavior by 
the employees where age, race and gender will affect the interaction between customers and 
frontline personnel. When using empowerment on employees, the effect of this will largely 
depend on the reactions the employees have with different customers (Martin & Adams, 
1999). In order to prevent these prejudices their must be extensive behavior training in 
association with empowerment in order to change employee attitudes. If not trained well, the 
service workers might behave badly against some groups of people in their service encounter. 
(ibid) 
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“The trouble with facts is that there are so many of them.”  

Samuel McChord Crothers, The Gentle Reader  
 
 
 
 
 
 

CHAPTER 3  
PROBLEM DISCUSSION AND FRAME OF 

REFERENCE 
 

hapter three will continue the discussion from chapter one. By comparing theories in 
chapter two, this chapter starts with a discussion of the theoretical problem concerning 

empowerment. This discussion then leads to the development of the research questions for this 
thesis. Moreover, the theoretical frame of reference are presented, which will be used for the 
empirical data collection. The frame of reference will be also used to analyze the findings in 
the empirical data 

C 
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3.1 Problem Discussion 
The purpose of this thesis is to gain better understanding of empowerment in the consumer 
service sector by comparing the perspective of management and frontline personnel. When 
researching empowerment, there must be a focus on the background factors affecting it 
(Melhem, 2004). One question that could be asked is under which circumstances 
empowerment might be effective for the service delivery (ibid). Lashley (1999) presents a 
figure for the study of empowerment which can be closely compared with the three important 
factors mentioned by Hoffman and Bateson (1997), Rafiq and Ahmed (1998b), and Bowen 
and Lawler (1992). All the authors above talk about three main areas which can be called: 
levels of empowerment (how to empower), the state of empowerment (when to empower), 
and the outcome of empowerment (why to empower). In an effort to show this, a modification 
has been made in figure 3.1, from the model created by Lashley (1999). 
 

 
Figure 3.1 - The Three Theoretical Areas of Empowerment 
Source: Modified from Lashley, 1999, p. 175 

3.1.1 Discussing “How to Empower” 
When discussing “how to empower”, the degree of empowerment must be considered 
(Hoffman & Bateson, 1997; Rafiq & Ahmed 1998b). Bowen and Lawler (1992) describe four 
levels, in which three of them are related to how to empower employees. These are high 
involvement, where the essence is to use extensive employee training in problem solving and 
to obtain skills in teamwork, job involvement which surrounds formations of teams to better 
the service delivery, and suggestion involvement where the employee are encouraged to 
suggest improvements to the management but are not allowed to implement own suggestions 
(ibid). Martin and Adams (1999) separate the empowerment levels by discussing frequency, 
generalizability and the focus of empowerment (by default or by design). These levels 
describe the different behaviors in the service encounter. Lashley (1999) on the other hand 
describes the levels on a contingency with external control and internal control on the 
extremes. The author also includes four levels of leadership styles within these extremes and 
adds customized offer and standardized offer into the context (ibid). Rafiq and Ahmed 
(1998b) suggest that empowerment levels will depend on the customer need for 
complexity/variability and the task complexity/variability and uses these dimensions to 
present four levels of empowerment. 
 
As seen in theory, there are several authors discussing the importance selecting an appropriate 
level for empowerment. Since these authors describe the area of empowerment levels 
differently, there is clearly an important aspect of asking “how to empower”. The first 
research question can be derived from this reasoning: 
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RQ1: How can the level of empowerment be described in a consumer service company? 

 

3.1.2 Discussing “When to Empower” 
There are a lot of different factors to consider when using empowerment (Hoffman & 
Bateson, 1997). Many authors outline different important aspects of empowerment 
(Appelbaum & Hare, 1996; Rafiq & Ahmed, 1998b; Lindgreen & Crawford, 1999; Dahle, 
2000; Grönroos, 2000). Bowen and Lawler (1992) outline five basic contingencies when 
deciding on empowerment. These contingencies can be rated in order to determine when 
empowerment should be done. Hoffman and Bateson (1997) concur with Bowen and Lawler 
and Argyris (1998) also considers one of these factors, the basic business strategy, to be 
important. Rafiq and Ahmed (1998b) however does not approve of the model suggested by 
Bowen and Lawler. They claim that it does not consider all the aspects of empowerment, and 
they discuss five factors that are of importance. These are: the service product complexity, the 
customer needs complexity/ variability, the importance of speed of service, the customization 
and the importance of service quality (Rafiq & Ahmed, 1998b). This has influenced Rafiq and 
Ahmed (1998b) to develop a 10 factor model for deciding when to empower. Lashley (1999) 
also express five dimension, which can help to decide when to empower. These are fairly 
similar to the contingencies described by Bowen and Lawler, and Rafiq and Ahmed. Another 
aspect discussed by many authors is the management and empowerment connection 
(Coleman, 1996; Lashley, 1999; Greasley et al, 2005). These authors claim that leadership is 
an important factor when deciding to empower the employees or not (ibid). 
 
The authors presented above are trying to explain a concept for rating the need of 
empowerment. The different views of the authors clearly show that “when to empower” is an 
important question. The differences and similarities in how to rate a company for 
empowerment or not has prompted the following research question: 
 
RQ2: How can the factors affecting when to implement empowerment be described? 

 

3.1.3 Discussing “Why to Empower” 
Another important question is why the company should empower their employees (Bowen & 
Lawler, 1992; Hoffman & Bateson, 1997; Rafiq & Ahmed, 1998b). There might be 
difficulties with empowering (Greasley et al, 2005) and the question of why to empower can 
be described as the costs and benefits of the outcome of empowerment (Hoffman & Bateson, 
1997). The benefits, or the positive aspects, of empowerment can be described in many 
different ways (Bowen & Lawler, 1992; Long, 1996; Hoffman & Bateson, 1997; Kondo, 
1997; Grönroos referred to in Rafiq & Ahmed, 1998a; Grönroos, 2000; Greasley et al, 2005). 
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Many authors are also discussing the negative aspects, or costs, of empowerment (Bowen & 
Lawler, 1992; Hoffman & Bateson, 1997; Martin & Adams, 1999). 
 
The discussion of positive and negative aspects of empowerment shows that there might not 
be any automatically improvement when using empowerment. According to theory, the 
outcome of empowerment might provide both benefits and costs. This gives the last research 
question of this thesis:  
 
RQ3: How can the outcome of empowerment be described in a consumer service company? 

 

3.2 Frame of Reference 
In order to answer the research questions, a frame of reference must be constructed. Based on 
the research questions and theories from chapter two, the theoretical frame of reference will 
be used to gather and analyze empirical data. Miles and Huberman (1994) define a theoretical 
frame of reference as a way to illuminate the area of research. Wigblad (1997) says it 
simplifies the research by narrowing the theories that is interesting to research. 
 
Figure 3.2 shows which research question (RQ1, RQ2 & RQ3) are connected with the 
different authors mentioned in chapter two. This frame starts wide from the previous model of 
the three empowerment areas (see figure 3.1) and is then narrowed down to each single area.  
 

 
Figure 3.2 - Theories Connected with each Research Question 
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3.2.1 Framework for “How to Empower” 
In chapter two several authors are presented, giving their opinion on different ways of 
empowering employees (Bowen & Lawler, 1992; Rafiq & Ahmed, 1998b; Lahsley, 1999; 
Martin & Adams, 1999). In order to create a comprehensible frame of reference the findings 
of these authors are used to create four new levels of empowerment. These authors define 
empowerment levels according to widely different dimensions. A combination of the 
definitions within the dimensions will give a more comprehensive definition of different 
empowerment levels. These levels are graded 0-3, were 0 is no empowerment and 3 are 
highly empowered. These levels are described in table 3.1. 
 
Level 0: No Empowerment 
When talking about a level without empowerment, Bowen and Lawler (1992) clearly define 
this as the product-line approach. Lahsley (1999) defines one extreme without empowerment 
as the traditional view with a lot of external control which can be defined as the “command 
and control” style. Lahsley (1999) also describes the command and control style when there is 
high predictability, simple routine tasks, low employee discretion, when an employee must 
ask for permission, task-specific power and when there is a controllable culture. The customer 
need can be considered simple. Bowen and Lawler (1992), and Lashley (1999) are fairly 
similar in describing a level without empowerment. This level will therefore use Lashley’s 
(1999) description of the "command and control” style which can be considered to be a 
product-line approach described by Bowen and Lawler (1992). High control of the employees 
exist (Bowen & Lawler, 1992; Lashley, 1999). 
 
Table 3.1 - Four Levels of Empowerment 
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Level 1: Low Empowerment 
Bowen and Lawler (1992) say that low empowerment can be described as when employees 
can only give suggestions. This can be combined with other authors in order to give a more 
comprehensive definition. Martin and Adams (1999) describe empowerment through the 
behavior of the employees. This does however the “professional style” described by Lashley 
(1999). Also Rafiq and Ahmed (1998b) introduce Square A (see figure 2.6, p 14) as a level 
with low empowerment. The square suggests low task complexity and low customer needs. 
This level can therefore be defined as a situation where employees: only have suggestive 
power (Bowen & Lawler, 1992), the tasks are simple (Rafiq & Ahmed, 1998b; Lashley, 
1999), there is no need for discretion (Lashley, 1999), limited information sharing (Lashley, 
1999), the employees’ behavior is transactional or interpersonal (Martin & Adams, 1999), and 
the customer needs are low (Rafiq & Ahmed, 1998b). Fairly high control maintains from 
management (Bowen & Lawler, 1992; Lashley, 1999). 
 
Level 2: Medium Empowerment 
A level concerning medium empowerment is called job involvement by Bowen and Lawler 
(1992). The behavior of the service employees can be described as routine problem solving or 
extra transactional service behavior according to Martin and Adams (1999). Lashley (1999) 
also suggest this level can be described according to his definition of the “participative” style. 
Square B (see figure 2.6, p 14) in Rafiq and Ahmed’s (1998b) model can be seen as a medium 
empowerment level. The square suggests low task complexity and high customer needs.  
Square C (see figure 2.6, p 14) in Rafiq and Ahmed (1998b) does not fit according to other 
authors in this frame of reference, and has been discarded. According to these authors, a 
medium empowerment level can be described as: using team formation (Bowen & Lawler, 
1992), higher requirement for training employees (Bowen & Lawler, 1992), supervision is of 
a supporting nature (Bowen & Lawler, 1992), unexpected, nonroutine acts from the 
employees (Martin & Adams, 1999), increased employee responsibility (Martin & Adams, 
1999), simple tasks (Rafiq & Ahmed, 1998b; Lashley, 1999), role-specific power (Lashley, 
1999), high customer needs (Rafiq & Ahmed, 1998b). Less control and higher involvement 
exists in this stage (Bowen & Lawler, 1992; Lashley, 1999). 
 
Level 3: High Empowerment 
Bowen and Lawler (1992) call this level high involvement. Creative problem solving is 
stressed by Martin and Adams (1999) as a level with high empowerment. Lashley (1999) 
describes it as the “involvement” style. According to Rafiq and Ahmed’s (1998b) model, 
Square D (see figure 2.6, p 14) can be described as a level of high empowerment. The square 
suggests high task complexity and high customer needs. As described by these authors, high 
empowerment can be defined as: employees manage themselves (Bowen & Lawler, 1992), 
employees handle reward allocation, decisions and profit sharing by themselves (Bowen & 
Lawler, 1992), employees use unique solutions for handling problems (Martin & Adams, 
1999), the tasks are complex (Rafiq & Ahmed, 1998b; Lashley, 1999), high levels of trust 
(Lashley, 1999), the customer needs are high (Rafiq & Ahmed, 1998b). Control is minimal, 
and involvement is high (Bowen & Lawler, 1992; Lashley, 1999). 

3.2.2 Framework for “When to Empower” 
Hoffman and Bateson (1997) consider many different factors as important when empowering 
employees. Many authors also discuss different actions that must be taken when empowering 
employees (Appelbaum & Hare, 1996; Rafiq & Ahmed, 1998b; Lindgreen & Crawford, 1999; 
Dahle, 2000; Grönroos, 2000), but one significant question is how to define empowerment 
according to the appropriate level. Several authors are used to build a frame of reference 
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concerning measuring a service company’s suitability for empowerment (Bowen & Lawler, 
1992; Coleman, 1996; Rafiq & Ahmed, 1998; Lashley, 1999; Dahle, 2000; Grönroos, 2000; 
Greasley et al, 2005).  
 
Table 3.2 describes five dimensions; employee competences, management, customer needs, 
product complexity and business environment. These dimensions contain different aspects of 
empowerment from several authors. The table is meant as a tool when each empowerment 
level should be used. This framework can be analyzed in order to suggest the appropriate 
empowerment level. When grading empowerment in a company each dimension can be 
graded on a scale from 1-5. If a company gets a total score 5-10, the company should not 
implement empowerment to the frontline personnel. A score of 11-15 suggest a low level of 
empowerment could be considered. Scoring 16-20 will mean the company has the 
preconditions for implementing a medium level of empowerment. The highest score, 21-25, 
address the requirement for a high level of empowerment. This score can then be compared 
with the frame of reference of the empowerment levels. It can be suggested that a score 5-10 
would justify an empowerment level of 0: no empowerment. The other scores could be 
compared likewise. Each dimension will be graded according to factors valued from the 
empirical data.  
 
Table 3.2 - Grading an Organization for Empowerment 

Author Dimension 1 2 3 4 5
Coleman, 1996; Rafiq & Ahmed, 1998b;
Lashley, 1999; Lindgreen & Crawford,
1999; Dahle, 2000;Grönroos, 2000 

Employee competences

Bowen & Lawler, 1992; Coleman, 1996;
Rafiq & Ahmed, 1998b; Lashley, 1999;
Dahle, 2000; Grönroos, 2000; Greasley
et al, 2005

Management

Bowen & Lawler, 1992; Rafiq & Ahmed,
1998b; Lashley, 1999

Customer Needs

Bowen & Lawler, 1992; Rafiq & Ahmed,
1998b; Lashley, 1999

Product Complexity

Bowen & Lawler, 1992; Rafiq & Ahmed,
1998b; Lashley, 1999

Business Environment

 
 
Employee Competences 
Several authors mention staff training as important for successfully empowering employees 
(Coleman, 1996; Rafiq & Ahmed, 1998b; Lindgreen & Crawford, 1999; Dahle, 2000; 
Grönroos, 2000). Staff training is important in order to enhance industry knowledge, customer 
service, communications, presentation and teamwork (Lindgreen & Crawford, 1999). These 
skills are important for the employee to obtain in order to cope with empowerment (Rafiq & 
Ahmed, 1998b). Recruitment is also important in order to obtain employees with skills (ibid). 
Lashley (1999) explains commitment from the employees as calculative or moral. 
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Management 
Support from management is fundamental for empowering the employees (Coleman, 1996; 
Lashley, 1999; Dahle, 2000; Grönroos, 2000; Greasley et al, 2005). If managers share 
information, authority, recourses and accountability with the employees, they are more likely 
to perform better (Coleman, 1996). Trust between employees and managers are necessary to 
make them feel empowered (ibid). Lashley (1999) also discuss the control versus trust culture 
of an organization.  A physical distance between managers and employees will make it harder 
to implement empowerment (Greasley et al, 2005). It is vital that managers give authority and 
freedom to the employees; power to influence the direction of policy (Lashley, 1999). If the 
employees are independently responsible, empowerment is advantageous (ibid). Rafiq and 
Ahmed (1998b) include creativity as important for management to grant employees, to 
empower them. Leaders reasoning according to theory X are better suited for non empowered 
employees, and theory Y vice versa (Bowen & Lawler, 1992; Lashley, 1999).  
 
Customer Needs 
There is a greater need for empowerment if there is a value added at point of contact (Rafiq & 
Ahmed, 1998b). Services with long contact time require greater interaction between the 
employee and the customers and therefore more empowered employees (Rafiq & Ahmed, 
1998b; Lashley, 1999). The greater the complexity for customer relationships, the greater is 
the need to empower employees (Bowen & Lawler, 1992; Rafiq & Ahmed, 1998b). If the 
customer demands high service quality or customization, empowerment will be important 
(Rafiq & Ahmed, 1998b). If the speed of service is important, empowerment will be less 
advantageous (ibid). 
 
Product Complexity 
If the focus lies on the process of a product instead of only the product itself, a high degree of 
empowerment is required, if the product is customized or standardized (Bowen & Lawler, 
1992; Rafiq & Ahmed, 1998b; Lashley, 1999). The technology of the product will also affect 
the required level of empowerment. If there is a complexity of the technology used, a high 
degree of empowerment is necessary (ibid). If there is a great variety of the product, 
empowered employees are needed to handle it (Rafiq & Ahmed, 1998b). Complex tasks also 
require empowerment (ibid). 
 
Business Environment 
When it comes to the environment of the company, the predictability will affect which level 
of empowerment that can be suitable (Bowen & Lawler, 1992; Lashley, 1999). If the service 
recovery is important for future business, empowerment is appropriate (Rafiq & Ahmed, 
1998b). Opportunities for interview marketing, selling additional services will prompt the use 
of empowerment (ibid).  

3.2.3 Framework for “Why to Empower” 
When asking the question “why to empower”, Hoffman and Bateson (1997) describe the 
question as a matter of comparing benefits and costs of empowerment. In order to compare 
these positive and negative aspects, a frame for comparing different authors has been created. 
Below these aspects has been summarized. In order to analyze these aspects, each one will be 
investigated whether it is acknowledged or not. If not clearly acknowledged, the empirical 
data must be evaluated whether the aspects can be considered possible. 
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Positive Aspects of Empowerment 

• Quicker response to customer, good employee-customer interaction (Bowen & 
Lawler, 1992; Hoffman & Bateson, 1997; Grönroos, 2000). 

• Employee satisfaction (Bowen & Lawler, 1992; Long, 1996; Hoffman & Bateson, 
1997; Greasley et al, 2005). 

• New service ideas (increase creativity) (Bowen & Lawler, 1992; Hoffman & Bateson, 
1997; Kondo, 1997; Grönroos, 2000). 

• Customer satisfaction/recovery (Bowen & Lawler, 1992; Hoffman & Bateson, 1997; 
Lashley, 1999; Grönroos, 2000). 

• Increased employee efficiency (Long, 1996; Hoffman & Bateson, 1997; Greasley et 
al, 2005). 

• Cross-selling/ increased sales (Grönroos referred to in Rafiq & Ahmed, 1998a). 

• More effective management (Long, 1996; Greasley et al, 2005). 

 
Negative Aspects of Empowerment 

• Investment in employee selection and training (Bowen & Lawler, 1992; Hoffman & 
Bateson, 1997; Martin & Adams, 1999). 

• Higher labor costs (Bowen & Lawler, 1992; Hoffman & Bateson, 1997). 

• Slower/ Inconsistent service delivery (Bowen & Lawler, 1992; Hoffman & Bateson, 
1997). 

• Bias behavior when treatment of the customer depends on who is working (Bowen & 
Lawler, 1992; Hoffman & Bateson, 1997; Martin & Adams, 1999). 

• Bad decision making by the employee (Bowen & Lawler, 1992; Hoffman & Bateson, 
1997).
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“Competence, like truth, beauty and contact lenses, is in the eye of the 
beholder.”  

Laurence J. Peter (1919 - 1988) 
 
 
 
 
 

CHAPTER 4  
METHODOLOGY 

 
n this chapter choices are presented that have been made during this study. There is a 
comprehensive description of the course of action in this thesis. The choices made are 

motivated according to existing theories. The chapter starts with introducing the research 
purpose which explains the general view when doing this study. This is followed by the 
research approach, explaining the qualitative/quantitative approach of the work. Further the 
research strategy, sample selection, data collection, data analysis method, validity and 
reliability are discussed. 

 I
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4.1 Research Approach 
Methodology can be defined as the ways in which techniques are chosen to address a 
particular problem (Lehaney & Vinten, 1994). When choosing the method for a research 
project, Denscombe (2003) claims that the options available must be considered according to 
their positive and negative aspects. The choices will be made according to assumptions about 
the surrounding environment of the researcher (ibid). In this study the purpose is “to gain 
better understanding of empowerment in the consumer service sector by comparing the 
perspective of mangers and frontline personnel”, and this has prompted us to first study 
theories on empowerment in order to grasp the research area. When a researcher first studies 
the theories in an area, this will then be investigated empirically (Hyde, 2000). The results of 
this will be to concur, reject or develop existing theories. When doing the research in this 
manner, it can be described as a deductive approach. The amount of theories in this study was 
plentiful and this enabled us to build the study on previous research in the area of 
empowerment. This deductive view was used in order to build a theoretical frame of reference 
to investigate the area of empowerment in the consumer service sector.  
 
When conducting a research project one of the choices that must be made is how deep the 
researcher should go in the empirical research (Bryman, 1995). The depth of the research can 
be described as qualitative with a large depth, or as quantitative with a larger extent but a 
shallow depth (Bryman, 1995; Denscombe, 2003). Denscombe (2003) explains that these two 
ways of doing the research can never fully be separated, but the researcher must choose a 
level between them where one of the ways will be the dominant one. 
 
Qualitative research can be characterized by the use of small samples, and it offers insight 
into questions that address how people think about something and why (Bryman, 1995; de 
Ruyter & Scholl, 1998; Denscombe, 2003). When a researcher wants to get market insight, it 
will not be determined by the number of respondents but the quality of their response (de 
Ruyter & Scholl, 1998). If the researcher wants an in-depth insight, it will not be the power of 
the numbers, but the power of the words and images that will be important (ibid). Bryman 
(1995) explains that qualitative research is more in line with investigating the social reality 
because of the larger extent investigated in the individual research subject. The qualitative 
research is used to measure patterns in the behavior of people (Denscombe, 2003). 
Quantitative research is on the other hand more suited for larger scale projects (Denscombe, 
2003). The result for every investigated subject will be less but the number of subject will be 
greater according to Bryman (1995). This will then give data that is easily used in tables and 
graphs (Denscombe, 2003). 
 
According to the purpose and the small scale of this study, a deeper understanding was 
needed in one industry in the consumer service sector. Due to this fact, a qualitative research 
method would be the best suited for this thesis.  

4.2 Research Strategy 
This project was based on the case study strategy because of a number of reasons. When 
doing a modest scale research project with a limited number of organizations a case study as a 
research strategy often emerges as the obvious option (Rowley, 2002). Several authors concur 
that one of the most important aspects of the case study is that it answers the questions “how” 
and “why” (Yin, 1994; Denscombe, 2002; Rowley, 2002; Cepeda & Martin, 2005). When 
choosing a research strategy, there are three questions that should be asked: what type of 
research questions there are, is control over the behavior needed and the degree on 
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contemporary as opposed to historical events (Yin, 1994). If the research questions are asked 
“how” and “why”, control over events is not needed and the focus is on contemporary events, 
a case study is to prefer according to Yin (1994). 
 
As discussed earlier this study was constructed as a qualitative research with a deductive 
approach. This and the focus on contemporary processes meant that the strategy of a case 
study was suitable (Denscombe, 2003). We wanted to know how the study subjects acted and 
to do this control was not needed over events in the research. This is also a strong indicator to 
the usability of a case study (Yin, 1994). 

4.2.1 Sample Selection 
In order to fulfill the purpose of this thesis it was important to choose cases for the study 
which could provide us with comprehensive data. The limits discussed in the opening chapter 
gave us the following criteria for the sample selection: 

• The company must be involved in the consumer service sector. 

• The company should be situated in the local region, to enable personal interviews. 

• The company must offer the customer a variety of services which can be described as 
somewhat complex. 

• The company must be able to provide us with time. 
 
With the limits offered by the criteria, several companies concerned with consumer services 
were contacted in order to evaluate the possibilities for this study. The company which could 
best match the criteria was the Swedish insurance company called Länsförsäkringar 
Norrbotten (LFN). This company provided consumers with services and had time for several 
interviews. 
 
Only one company was selected in order to bring a depth to the study. To select more cases 
for this study would increase the possibility to make generalizations but it was considered 
more attractive to develop a comprehensive study in one company. 

4.3 Data Collection 
When collecting data in a case study, there are three key principles that need to be observed: 
triangulation, case study database and chain of evidence (Rowley, 2002). When triangulating, 
data is collected from multiple source, thus enabling their results to be corroborated. The case 
study database means simply to present the result of the data gathering so that other researcher 
may repeat the study and therefore increase the transparency of the findings. The chain of 
evidence means that the researcher must structure the case study database and accurately 
present the citations of the documents and interviews (ibid). 
 
When doing the data collection in a research there are a few different options available. 
Several authors mention different ways of collecting data and the most common methods are: 
Interviews, questionnaires, documents, observations and focus groups (Repstad, 1999; 
Bryman, 2001; Rowley, 2002; Denscombe, 2003). These methods can be combined with each 
other in order to increase the reliability with the collected data but there is a choice of a main 
method (Denscombe, 2003; Bryman, 2001). The strategy chosen for the research will also 
affect the suitability of the data collection methods (Bryman, 2001). 
Because of the depth desired in this study, face-to-face interviews were chosen to be done 
within the case. According to Denscombe (2003) the advantage of face-to-face interviews is 
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that it is possible to ask complicated questions and follow-up questions. When doing this kind 
of sampling the researcher can also gain a better understanding on the reasoning of the 
respondent (Hague, 1993). When doing face-to-face interviews the researcher can follow the 
body language and therefore determine if the respondent hesitate with the answer of a 
question (Denscombe, 2003). 
 
The number of interview required varies depending on how heterogenic the environment is 
(Repstad, 1999). If the respondents are very different from each others more interviews must 
be conducted. In this study four interviews were conducted.  
 
The type of interviews used is what Denscombe (2003) describes as semi structured. This 
means that a list was made of questions that were used as a guideline for the interview, but 
still remained flexible, letting the respondent speak freely. This also gave us the opportunity 
to ask follow-up questions and gain insight into the respondents’ personal experience and 
view in general (Denscombe, 2003). All interview questions prior to the interview were 
reviewed by our supervisor and two other student working on their own thesis. Two guides 
were developed which contained questions for management (see appendix A) and questions 
for employees (see appendix B). The guides were written in both Swedish (see appendix A1 
& B1) and English (see appendix A2 & B2). Before the actual interview a summary of these 
questions in Swedish was also sent to the respondents (see Appendix C1). This was then 
translated into English (see appendix C2). In the interview guides the main questions (the 
black dots) were the ones actually asked to the respondents. The secondary questions (the 
white dots) served only as a checklist for ourselves in order to make sure that we got 
comprehensive answers. We also tried to keep an objective stance to the subject, not to 
influence the construction of the interview questions with our personal opinions. With the 
help of the literature review, interview questions were formed based on the area of the 
research questions (How, When and Why to empower).  
 
When constructing these questions it was done according to the recommendations of several 
authors (Denscombe, 2003; Andersson, 1988). Denscombe (2003) writes that the researcher 
should present himself in a way that does not upset or irritate the respondent. Conventional 
clothing and behavior should be sought after. The attitude should be neutral and it is 
important that the researcher can follow the reasoning with the respondent without loosing 
concentration. The interviewer must remain silent and repeat questions when needed, also the 
researcher should be able to summarize the respondents’ previous answers. It is also 
important to thank the respondent for his time and effort for doing the interview (ibid). Also 
important to consider is giving clear instructions, explaining the purpose of the interview, 
inform the respondent of who is behind it and how the collected information will be used 
(Andersson, 1988). It is more appropriate to let an interview continue than to interrupt it and 
the situation should be more like a conversation. Simple and concentrated questions are better 
than more complex, because it fatigues the respondent. To use a few similar questions might 
also be good in order to remove random errors (ibid). 
 
The employees to interview had to be working in close contact with consumers and the 
managers had to be the one closest in contact with these employees. After contacting the 
manager for the department handling business insurances, we were suggested to contact Mr. 
Anders Långström, Marketing Manager for the private insurances department. After 
discussing the thesis with Mr. Långström, he set up interviews with himself and three other 
employees working with customer contacts. The employees interviewed were Mr. Jan 
Lundgren, Mr. Henrik Nordbrandt and Mrs. Marianne Johansson-Holmfrid. In the empirical 
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data these will be called employee X, Y and Z, without any given order to the respondents. 
The interview with the Manager lasted approximately one and a half hour and the interviews 
with the employees took about one hour each. During the interview with the Marketing 
Manager, data was collected on the background information of the company. After the 
completion we asked if we could return by phone or e-mail if any additional questions were 
needed. This was not necessary since the data collected were very comprehensive. The 
interviews were also recorded on tape and were then summarized in chapter five.  

4.4 Data Analysis Method 
The empirical data collected was summarized in chapter five. This data was then compared to 
the theoretical frame of reference, from chapter three, to form the analysis. The differences 
and similarities between theory and empirical data were compared in this chapter. Wigblad 
(1997) describes the way of creating a theoretical frame o reference as a way of simplifying 
the research in order to narrow the theories that is interesting to research for the empirical 
work. When the researcher is about to analyze the gathered data and report his finding, he 
must have a clear strategy for doing this (Yin, 1994). According to Yin (1994) there are two 
general strategies for conducting case analysis. The first strategy is to rely on the theoretical 
propositions by following the theoretical reasoning that led to the case study. The second 
strategy is to develop a case description for organizing the study when there is a lack of 
theories in the research area (ibid).  
 
Yin (1994) also describes three models for analysis which depends on the basic strategy of the 
researcher. The first model is pattern-matching where a pattern from the empirical data is 
compared with the expected pattern. The second method is explanation building and in this 
instance, the researcher tries to explain the phenomena he encounters in the case being 
investigated. The last model is the time-series analysis. With this model, the researcher 
identifies specific variables which he compares between several different cases, and he draws 
conclusions based on statistic tests on these (ibid).  
 
Another way of analyze the collected data is presented by Miles and Huberman (1991), who 
presents two main models. The first thing the researcher can do is analyze a separate case 
(within-case analysis). Then the researcher presents his results by creating tables, checklists 
and matrixes around collected, qualitative data. By comparing the theory with empirical data 
in these tables and checklists, it will be easy to see similarities and differences. The second 
model proposes that the researcher compares the results from different cases in a cross-case 
analysis. By comparing results from different empirical data this will increase the extent of 
the study and make it easier to generalize. (ibid)  
 
We followed a theoretical reasoning by comparing theories and the empirical data. The 
comparison was done in order to detect patterns that were similar or different from the 
theoretical frame of reference. This study only concerns one case, and therefore a within-case 
analysis has been done as described by Miles and Huberman (1991). The empirical data from 
the manager was analyzed and then the same was done with data collected from the 
employees. A final analysis was made, comparing the views by management and employees 
with the theoretical frame of reference. The analysis chapter is divided into three parts. The 
first part focus on the manager’s view, and the empirical data is compared with the theories. 
The empirical data from the frontline personnel was then analyzed in the second part. Since 
insight was gained from both the manager and the frontline personnel, a comparative analysis 
of the two different views could be done. The first analyzed research question was structured 
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from the empirical findings. The second two research questions were structured according to 
the theoretical frame o reference.  

4.5 Validity and Reliability 
It is important to establish the validity and reliability of qualitative data for increased stability 
and quality of the research (Riege, 2003). These two areas are important for a researcher to 
consider according to Bryman (2001). Validity is concerned with the integrity of the results in 
the research (Bryman, 2001). It is important that the researcher has not influenced the results 
and therefore contributed to alter the information from the study (Denscombe, 2003).  
Reliability concerns the question of whether the results of the study are repeatable (Bryman, 
2001; Denscombe, 2003). This means that the instruments of the study must be accurate in 
order to produce the same results again (ibid). Due to this fact, reliability is mostly important 
in quantitative research (Riege, 2003). In qualitative research, such as ours, the comparability 
of the research can often be questioned (de Ruyter & Scholl, 1998).  

4.5.1 Actions to Increase Validity 
• The interview questions were tested on several different persons in order to limit our 

own influence in the formulation of the questions. 

• By using theories to construct the interview questions we could increase the validity 
by asking the right questions. 

• To avoid misunderstanding we asked several follow-up questions to be sure we 
understood the respondents. 

• By interviewing four persons, both manager and employees, we increased the validity, 
since the data could be triangulated. 

4.5.2 Actions to Increase Reliability 
• Two interviewers present which could later compare the notes to see if the information 

was interpreted similar. 

• A tape recorder was used, so that no part of the information was lost and could be 
repeated with the respondents own words. 

• Since this study was conducted on only one case, more dept could be gained from 
several respondents. 
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“…there is no hocus pocus” 
Mr. Anders Långström, Marketing Manager at Länsförsäkringar Norrbotten, explaining the simplicity of 
insurances.  
 
 
 
 
 
 

CHAPTER 5  
EMPIRICAL DATA 

 
In this chapter the empirical data collected from Länsförsäkringar Norrbotten is 
presented. First the empirical data gained from interviewing the manager is presented, 

followed by the empirical data summarized for all three employees. 
 I
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5.1 The Manager 
This part of the empirical data was collected during an interview with the Marketing Manager 
for the private sector at Länsförsäkringar Norrbotten1. He has a degree in business 
administration and has worked with banking a lot of years. He worked four years at 
Föreningssparbanken, but has been working in LFN for eight years. Of these eight years, most 
of it has been spent at the banking sector of LFN, and he has only been in his present position 
for the last two years.  

5.1.1 Background Information 
Länsförsäkringar is Sweden’s largest insurance company when it comes to insurances of 
tangibles according to the Marketing Manager. The company also has banking, 
administration, damage regulations, and life insurances as separate departments. 
Länsförsäkringar exists in every region in Sweden, but all different regions are independent 
with different terms and prices for their insurances. Together all these different companies 
own a company in the capital city, Stockholm, which takes care of their overall business, such 
as the banking company, life company, fund company and their pet insurance company. LFN 
is owned by their customers and therefore makes no profit. 
 
 LFN divides their customers into two different categories: private customer and business 
customers. LFN´s office is placed in Luleå and has 58 employees. The placement is due to the 
populations, which is more concentrated in the coastal areas, according to the Marketing 
Manager. There are also five independent sales persons on other locations in Norrbotten. Out 
of these 58 employees there are 19 employees working under the Marketing Manager. The 
employees in LFN´s insurance department have salaries as a monthly salary or as a part 
monthly and a part provision according to the Marketing Manager. There is also a department 
for damage regulations, which works in close contact with the private insurance department. 
LFN sells all types of insurances, but they do consider risks when selling which can limit the 
product offered to customers.  

5.1.2 Data Related to Research Question One – “How to Empower” 
Regarding the issue of the employee’s job assignments, the Marketing Manager explains that 
the employees in his department are mainly involved in new sales and customer care. The 
Marketing Manager furthermore points out that 90 percent of the sales in the private sector are 
consistent of incoming calls from customers wanting to buy insurances. Moreover, a bonus 
system has been developed for the customer so that they will get better prices and deals if they 
have been a customer for a long time or have many products with LFN. It is the employee’s 
job to find out what the need of the customer is and recommend products that can be 
necessary for the customers. Every employee has a yearly budget according to the Marketing 
Manager, where their expectations are summarized. Every budget is made individually and 
can differ between employees. The Marketing Manager says that “The insurance industry is 
consistent of simple products”, but this require the knowledge of the terms of the insurance. 
The employee must be able to explain the product to the customer, explains the Marketing 
Manager, but this is an easy task for the employees after a couple of years. The products and 
terms of the insurances does not change a lot, and the Marketing Manager claims that it will 
take approximately two years for an employee to grasp every aspects of their job. 
 

                                                 
 
1 We will herby refer Länsförsäkringar Norrbotten to as LFN. 
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There is a very strong agenda in LFN concerning the information flow. The Marketing 
Manager says that there is a daily opportunity for the employees to ask questions. Moreover, 
the Marketing Manager explains that ten times a year, there are also meetings concerning the 
company, its operations and what has been positive or negative. Changes are discussed 
according to the Marketing Manager, and administrative routines are examined in cooperation 
with the employees. The Marketing Manager also has ten personal meetings per year with 
each and every employee in order to gain a readout of the personal budgets and how things 
are going. Once in the end of the year there is another personal conversation with the 
employee to check their yearly progress, explains the Marketing Manager. The different 
department of LFN has a combined meeting once per quarter. Other than these different 
meetings, the Marketing Manager explains that email is the most important tool for 
information. Instead of contacting each employee every time in person, the Marketing 
Manager can email them and ask them to get back to him. Ten times per year there is also 
general information from the management given to the employees. Informal meeting are also 
held twice per year. 
 
The Marketing Manager describes insurances as something simple. The customers have a 
need to insure themselves against unexpected events. But the Marketing Manager says that 
insurances are really not necessary, until something happens. Not until something happens 
does the customer realize that the insurance was needed. The need of the private customers 
varies with age. The younger you are the fewer things you will probably have to insure 
according to the Marketing Manager. The sales person will often know what the customer 
could need. The customer will often only want to solve a situation that has arisen, like if they 
have bought a house and need insurance for it. The customer is mainly asking about the price, 
this is the most important question. Secondary they will want to be treated well and to talk to 
someone with the right competence. The Marketing Manager explains that in order to provide 
customer service, they are able to call during evening hours if they lack the time during the 
day. When offering the customer products, no company today only offers one cheap product. 
The Marketing Manager claims that the package offering is important.  
 
Regarding how the employees solve problems that occur, the Marketing Manager explains 
that they often present new ideas and suggestions for improvements. This is mainly done 
during the personal talks and a lot of suggestions are then collected. The suggestions continue 
to the product specialists and then gets implemented or rejected. Often the suggestions 
concern change in terms according to the Marketing Manager. It is rare that the employee 
participate any further in the implementation. At most they get to write a rapport about the 
suggested change.  
 
There are clear descriptions of the job assignments according to the marketing manage. The 
Marketing Manager points out that the employees’ job is to sell insurances and this is done 
with standard terms which cannot be changed. LFN educates their personnel internally the 
first few months after hiring. The employees’ authority is to determine what should be offered 
to the customer. This is done by considering the risks of the customers according to the 
Marketing Manager. If there is any doubt to whether a customer should be insured because of 
high risk, the employees are instructed to contact the Marketing Manager. However the 
employees simply choose to offer the insurance to the customer in 99 percent of the times. 
The risks are based on tariffs for the premium the customer should pay. These are statistically 
secured and based on the risk for different customers and different insurance objects. The 
more risk of a vehicle for example, the higher insurance or if a person has many damage 
claims since before the same goes. The employees cannot decide to change the price and there 
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are clear rules for the insurances that state how the procedure of insuring a customer must be 
handled. In some cases the requirement for insurance is that the customer has home insurance 
with LFN since before according to the Marketing Manager. The employees mainly have a 
requirement to be competent and to give the customer the right recommendations. If the 
employee should happen to state something falsely, the customer is still required to read the 
terms for the insurance and therefore the problem can never the too large. It is basically 
impossible for the employee to make so grave error that they will need to be fired according 
to the Marketing Manager. Smaller corrections like wrong payments and such, the employee 
can manage by themselves. 
 
Regarding employee follow-ups, the Marketing Manager explains that there is a quality check 
during the meetings and there are also conversations with the customers to make sure that the 
employees are doing a good job. Furthermore, the Marketing Manager explains that he has 
several control points with which he can check if for instance the employees have tried to give 
a discount to a customer. It is very difficult to make an error that is not discovered according 
to the Marketing Manager. There is rarely any faults made and the customers are very aware 
of the company’s insurances, so the employees can not try to push products on the customers 
that they may not want. 
 
Rewards and other benefits are, according to the Marketing Manager, rarely something that 
LFN usually use, but explains that the company sometimes has sale competitions. Moreover, 
the general manager explains that the employees get free healthcare and access to a gym 
nearby the office. Some discounts on the company products are also given according to the 
Marketing Manager. These benefits are strictly dependent on the company, according to the 
Marketing Manager, and not negotiated with any union.  

5.1.3 Data Related to Research Question Two – “When to Empower” 
Regarding recruitment, the Marketing Manager gives the answer that, “We recruit people, not 
competence”. Furthermore, the Marketing Manager explains that the personal qualities are 
more important than any formal training and points out that it is better to hire a person with 
good personal qualities and then train for increased competence. Because of the employment 
system in Sweden, it is important to be careful when hiring. The person hired should be 
ambitious and easy to cooperate with. When recruiting, the manger in charge of that 
department participates in the entire process; in order to secure these qualities explains the 
Marketing Manager. 
 
Additional training for the employees are explained by the Marketing Manager as, LFN 
educates their personnel internally the first few months after hiring. Moreover, the Marketing 
Manager explains that the employee gets to sit beside an older employee to learn the ropes. 
Hardware, products and insurance system is among the things the employees learn, but also 
selling skills from their mentor during this first period according to the Marketing Manager. 
The important thing for the employees to learn is to be structured in their work. After about 
eight months working with and older employee and trying some individual work, the 
employee will begin to work totally independent. The Marketing Manager explains that 
further education possibilities are discussed during the personal talk between the manager and 
the employees. Certification is something that exists in the life insurance department, but not 
in the department under the Marketing Manager. The Marketing Manager points out that this 
is something that will be implemented in the future. 
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Regarding the issue of resources available, the Marketing Manager explains that no special 
resources or support personal is available to the personnel. The employees are independent 
and only terms and knowledge is added. If there is a problem they can always turn to their 
closest manager, according to the Marketing Manager. If the problem is more personal, there 
is the personnel administrator or the union representative to turn to according to the 
Marketing Manager. Furthermore, the Marketing Manager points out that the employees and 
the managers are situated in the same office, which higher the availability to ask questions to 
each other.  
 
On the issue regarding the extent of the contact with the customer, the Marketing Manager 
explains that the customers are often returning to the employee. The Marketing Manager 
believes it is an age question whether the customer desires to talk to the same employee once 
again. He thinks that older people has that need more than younger. The younger prefers to 
get the deal done quickly. Nevertheless, many customers value the knowledge that they are a 
good customer and in order to do this, a project is on the way which can tell the employee 
how long the customer they are talking to has been a customer. Then the employee can 
express this and offer discount on other product, which are available to long-time customers 
according to the Marketing Manager. It is important to identify and care for the existing 
customers. The Marketing Manager also explains that the extent of the contact can give the 
opportunity for the employee to sell additional products such as banking and life insurances. 
 
What the customers value the most, according to the Marketing Manager is the price. The 
price can not differ too much from the competition but the collective justice is important to 
maintain and a company can not be the cheapest in all insurance. Many customer although 
appreciate the simplicity in the price, where they know everybody gets the same. The 
Marketing Manager also believes that the relation LFN has to this region in Sweden is 
something important. The customer always gets a person when they call and not any 
selections with the phone buttons. The customers always get to Luleå and nowhere else. LFN 
has had the most satisfied customers in Sweden for the last years according to the Marketing 
Manager. When talking about quality in insurances, the only factor determining quality is the 
damage regulations according to the Marketing Manager. This is not something the customers 
consider until the occasion arises. When the customer needs damage compensation, the 
personal contact is important according to the Marketing Manager. Furthermore, the 
Marketing Manager points out that the customer needs must be considered for the customer to 
feel good about the choices that he has made.  
 
Regarding the issue of if the products are complex or easy to use, the Marketing Manager 
points out that nothing new ever happens to the insurances, and explains that there are only 
small adjustments in the prices. The basic product is exactly the same as from the beginning 
of the industry. “There is no hocus pocus” according to the Marketing Manager at LFN. 
 
Predictability of customer problems can be identified according to the Marketing Manager 
and explains that tariffs are used to set the premium of the insurance. Moreover, the 
Marketing Manager points out that these tariffs are based on statistical research. For instance, 
younger care owners are obliged to pay more than older women because of the statistical 
higher risk. There is a standard way of solving problems, such as when a house burns down, 
and then the damage regulator helps the owner to find alternative housings. Furthermore, a 
complaint by the customers is the devaluation for age of an insured item. Then the customers 
do not feel satisfied. If the customer is not satisfied, the Marketing Manager explains, the 
errand goes to the next manager and finally to the general manager of the company. If the 
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customer still is not satisfied, the errand may continue to the National Board for Consumer 
Complaint which acts to investigate the problem without any obligations to either part. If LFN 
is sure of their rightness in the problem, the errand may go all the way to court. Because the 
company is owned by the customers, there are no profits. The company does not profit on 
refusing to pay for damage. The best result of a customer problem is if it is solved early in the 
chain. There is a system for handling customers, which registers who the customer has talked 
to and about what. Then it is clear to see if the fault lies, with the customer or the employee. 
This improves the justice according to the Marketing Manager. 

5.1.4 Data Related to Research Question Three – “Why to Empower” 
Regarding if there is any benefits with additional empowerment to the employees, the 
Marketing Manager shortly explained that there would not be any positive effects. 
Furthermore, the Marketing Manager points out that the products are simple with a collective 
justice. In the short term, more power for the employees to give discounts would increase 
sales, but the collective would loose according to the Marketing Manager. 
 
Regarding the risks of increased employee empowerment, the Marketing Manager points out 
that the customer must always be given the same treatment and that it is unreasonable to give 
empowerment to the employees in this case. The price is set with statistics, not by a 
customer’s ability to negotiate a better price explains the Marketing Manager and points out 
that this is the best for the collective. The Marketing Manager could imagine that the 
employees would probably see the benefits with increased empowerment by having the 
opportunity to sell more and get more provision. But there is a security with knowing the 
limits, without any grey areas explains the Marketing Manager. This is important for the 
employees own security. 

5.2 The Employees 
Employee Y works as an insurance salesperson at LFN. Employee Y is educated as an 
electrician but has also undertaken courses in personnel and questions surrounding working 
environment issues at Umeå University. Employee Y has been in the company for four years, 
all of them in the same position as a salesperson. Employee Z is working as a salesperson at 
LFN. He has finished upper secondary school and has an experience in selling electronics 
since before. Employee Z has been with LFN for six years, all the time in the same position. 
Employee X´s job assignment at LFN is as an insurance salesperson, engine administrator and 
environment coordinator. Employee X has a background as a built environment engineer and 
has participated in courses concerning selling and marketing. She has been with LFN for five 
years, but she has only worked one year in her present position. The data collected from these 
three interviews are summarized below. 

5.2.1 Data Related to Research Question One – “How to Empower” 
The employees’ work assignment as sales persons is described similarly by all the 
respondents. The work as a sales person in LFN involves selling insurances covering 
tangibles. The job involves both handling incoming calls and outgoing calls. The job consist 
of selling and customer care. Employee Y is also working as a tutor in insurances towards 
other employers within LFN. The task of selling insurances is described simple by all the 
employees. In some situation it may be more complex, but insurances for tangibles is a simple 
product according to all the respondents. Employee Y although explains that the product itself 
is more complex than selling electronics in department stores. When Employee Z first started 
working in the insurance industry there was much to learn and it was very helpful to start the 
job by attending a basic training program. He explains that it took him almost half a year 
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before he felt comfortable in his tasks. All the respondents consider company and life 
insurances to be more complex than the insurance of tangibles. This is not handled by these 
employees and if a customer asks for those types of insurances, they are referred to the other 
departments of LFN. 
 
The difference between the employees is that Employee Y and Employee Z works a lot with 
selling, Employee X work more towards customer care. Employee Y and Employee Z also 
have a provision besides their monthly salary, while Employee X has a set, monthly salary 
only. The work assignments of Employee X also exceed the regular sales job. She also work 
as an engine administrator, corrects things that have gone wrong in the different computer 
systems. Employee X points out that it is not possible to just take over her job without having 
some kind of education and knowledge about computer systems and insurances. Also the 
terminology can be hard for beginners to catch up. Employee X gives the example when she 
started working at the company and other co-workers talked about system one and system two 
without her knowing what they were talking about. Employee X calls the terminology as a 
“Fig-language”. Employee X explains that she has a larger amount of empowerment than the 
sellers, where she has the authorization to handle different computer systems. She must 
sometimes consult with the head office in Stockholm in matters of economical questions. 
Employee X believes that a new member in the staff would need at least two weeks until he 
can use the computer systems and reading new/mail and about one month until he would learn 
the system entirely. 
 
The closest superior and the general manger are situated in the same office as the employees 
and therefore it is easy for the employees to come in contact with them. The employees 
mainly get feedback from the Marketing Manager of their department through personal 
meetings, discussing their work and how the company is doing. Email is also a common tool 
for informing and communicating with the manager according to the respondents. Employee 
Y explains that he gets feedback about once a month from discussions with his closest 
manager. Employee X explains that she thinks that her closest manager does a good job 
giving information to her and to the rest of the department. When it surrounds subjects that 
the manager does not know, he asks other employees to give the information to him and 
others in the staff. There are plenty of insurances in which LFN handles and to have 
knowledge about all of them takes a lot of time and sometimes it is better to ask others for the 
information. There are also meetings once a month where all the departments are gathered and 
quarterly there are meetings where there are more specific subjects handled. At these 
meetings all the department managers are attending and explain what is going on just now. 
 
Employee Y explains that when he started working as an insurance seller, he went through a 
basic internal training program. Every year there is a refreshing of the knowledge regarding 
the company’s products for the personnel. Depending on the job assignments, the personnel 
can sign up for different courses, but it is not possible according to Employee Y to take 
whatever courses he wants. He must consult with his closest manager if he wants to 
participate in a course. Employee Y feels that his abilities have been developed since he 
started working in the company. He has also got some new job assignments which has 
developed his tutoring skills. Newly, Employee Y went through an internal course in traveling 
insurances to teach other personnel in the office.  
 
The abilities that Employee Z had in the beginning of his career as an insurance sales person 
has developed in the sense that he has become more professional in his way of thinking. There 
are always new courses that a sales person has to take if the company has changed or 
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developed a new product. Employee Z also thinks that it is possible for him to attend at other 
courses if he was interested. 
 
Employee X also believes that her abilities have been developed and especially the ability to 
handle new tasks. She does not consider herself to be administrative as a person. When 
Employee X started working for LFN she went through a basic introduction course and 
especially one course, project leader course, which she took not so long ago. She has also 
taken the course to develop her skills as an environment coordinator. 
 
The respondents all feel that they have a high amount of empowerment in their work. The 
ability to act is although limited by regulations, terms of the insurance, to follow which 
contains how to act when selling insurances. The conditions in the insurances are static and 
that means that the conditions cannot be changed. Sometimes these regulations might have to 
be bent and handled together with other departments, primarily the department handling 
claims adjustments according to Employee Y. The employees’ authority to sell insurances is 
limited by the amount of five million Swedish kronor. Beyond this amount, they may not sign 
the insurance without consulting their superior.  
 
In Employee X case, she has the authority to change conditions in different insurances that 
goes back up to four months while the other sellers can change conditions up to five days. 
These changes can Employee X do without asking her manager for permission. Employee X 
believes that she has a great responsibility towards her employer. She considers herself to be a 
specialist in what she is doing and it is important to do the right things.  
 
Employee Z and Employee Y explain that they do not have the authority to give discounts to 
the customers according to the insurance policy. When giving discounts, only the managers 
are empowered to do this. There are however possibility to give discounts by themselves if 
their closest supervisor is not present. Then they must check with him and explain the 
situation afterwards. Employee Z explains that there are very few occasions when he has 
given a little discount to a customer. Employee Z explains that he tries to use the bonus 
system, which is available, to satisfy the customer in the best possible way. 
 
The Employees feel a great responsibility toward the customers and towards the company. 
Employee Y explains that the customer also has own responsibilities regarding reading the 
insurance conditions. The important thing is to do things right. It is never good with bad 
publicity according to Employee Z. Employee X says that she has an overall responsibility as 
an environment coordinator and believes that she does a substantial contribution to the office.  
 
Employee Y claims that his job is selling security to the private customers. The most common 
need of the customers is the need for car insurances and adjustment to already existing 
insurances according to Employee Z. The customer needs depend on the situation, if 
Employee Y himself is taking contact with the customer or if the customer is seeking the 
contact with the company. If the customer is seeking the contact and wants to sign an 
insurance contract on a car, he probably already has other insurances in LFN. Employee Y 
explains that he always goes through the customers insurances, to find new possible needs. 
Because LFN has a large variety of products, he tries to find possibilities to sell banking 
products or just announcing the subject to the customer and then connecting him over to that 
department. In situations regarding private customers, the possibility to sell additional 
products is most often to sell banking products. The respondents explain that they must refer 
these customers to another department for handling. 
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Employee X has recognized that people in average are not as loyal to the insurance company 
as they were twenty years ago. Due to the information flow in the society today, customers 
have more knowledge about the insurance industry and the different offers from other 
competitors. The customers are described as price sensitive, explaining that price is the main 
concern of the customers. The terms of the insurance are not as important to the customers. 
Employee Z makes the assumption that one out of ten wants to know the terms of insurance. 
Employee X explains that she must force the customer to listen to the important information 
that she has before sending a proposal. There are also laws regulating what information must 
be given to the customer and what subjects the insurance must contain. Employee Y explains 
that he thinks the products that he sells is simple to understand, and that almost every 
customer knows what they want. 
 
The time spent with each customer varies depending on the customer needs, according to the 
respondents. If a customer wants to buy car insurance and already has other insurances, there 
is only one contact in a short period of time. If the customer wants a whole package of 
insurances, it will take a longer time and sometimes contact are maintained during several 
years. The time spent with a customer wanting a whole package of insurances varies between 
ten minutes to half an hour. The respondents explain that they do recognize some of the 
customers of LFN. Something that is valued in LFN is when the customer returns back to the 
same seller. Employee Y sees private insurance industry as a mass-market and that it is 
sometimes hard to identify the same customers. 
 
Most of the customer problems that occurs, the employees can handle themselves. If the 
problem that has occurred depends on the employee, he will try to sort it out. The employees 
feel that they can always contact their closest superior when problem arises. The company’s 
policy also restrain the possibilities for selling insurances regarding some objects which is, 
according to Employee Z, a way of making the sure  that some problems rarely occur. The 
risk of being fired for any mistakes that may occur by the employees is considered very 
remote according to the respondents. Depending on the questions to the customer and the 
responsibility towards the customer, the possibility for anything wrong to happen is low. If 
the problem would be that the customer is lying, there are consequences for that. In cases 
when words are against words between the employee and a customer, Employee Z says he 
would solve it by letting his closest manager solve the problem for him but when Employee Z 
sees that the problem can be easily solved, he does is almost immediately. 
 
Employee Y explains that the most common problems regarding customers are the 
compensation issues. The valuation of the customer’s private goods and that it does not have 
the high value as he thinks. For example, a ten year old TV does not have a huge value. If the 
customer is not happy with the result after the conversation with the manager he can talk with 
the general manager. The final way for the customer is by suing the company or by contacting 
the National Board for Consumer Complaint. If there is a clear mistake done by LFN and that 
the customer has got the wrong insurance, Employee Y has the power to annul it. Employee X 
explains that when customers complain about certain things, LFN are in most cases trying to 
solve the problem on a diplomatic way. 
 
Employee Y explains that his closest manager does not have a huge control over his job. He 
explains that the system makes it almost impossible for the employees to make mistakes, but 
if something would happen, the closest manager would realize this by telephone calls from 
customers or when a customer wants to use his insurance. Employee Z on the other hand 
explains that he believes his closest manager “has control over most things”. The manager 
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does not see all the possible mistakes that Employee Z does, but he gets feedback on a regular 
basis from both customers and from others in the office. 
 
The employees feel that they are given the appropriate attention. There are opportunities for 
them to get feedback both during monthly conversations their manager and during informal 
meetings. There is also a one hour meeting once a year. Employee X explains that the other 
sellers have more frequent feedback conversations with the manager than she has, but there 
are development meetings where the manager follow up what is going on. She also gets 
frequent statistical information about how she is doing and how the departments are doing.  
 
It is very beneficially to work in LFN according to Employee Y, because everyone in the staff 
gets food-coupons, having the opportunity for health service such as massages. There are also 
selling competitions within the office. Employee Z explains that he gets the right attention and 
appreciation for doing his job, but can not think of any extra encouragement the company 
offers the individual employee. Employee X feels that she gets the appropriate attention 
regarding her job and once a while she gets flowers for doing a good job. When the office 
passed an environment certificate, she got a lot of appreciation. 

5.2.2 Data Related to Research Question Two – “When to Empower” 
The employees were asked about their experience and skills. Employee Y explains that he 
used to work for IF, which is a competitor to LFN selling insurances, and therefore have a 
great knowledge about the insurance industry.  He says that his communication and social 
skills are good. Employee Y points out that there are few episodes between employees, much 
because of that manager tries to solve problems as fast as possible. As an insurance seller it is 
of most importance to have the ability to take own initiatives and to be social towards the 
customers according to Employee Y. He also explains that he has flexible hours when to 
come and go from work and that no one is dependent on him, but as long as he does his job 
right this is not a problem.  
 
Employee Z says that he thinks that he got the job as an insurance seller at LFN because he 
has a long experience with selling. He also got good references from other jobs that he has 
had when working selling refrigerators and other electronic equipment. Employee Z defines 
his abilities as a sales person as very social, which he thinks is very important when he 
handles a lot of customers every day. Before Employee Z started working for the company he 
had almost no knowledge about the insurance industry.  
 
Employee X used to have her own business handling independent sales representatives all 
around Norrbotten. When Employee X got an arm injury she got in contact with LFN to 
handle the insurances. In the conversation she was persuaded to give up her old job. When 
Employee X started five years ago she had not any knowledge about the insurance industry. 
Employee X considers herself to be flexible and can handle several things at the same time. 
She also sees herself as a person who easily absorbs new tasks and information and is not 
afraid of doing mistakes. 
 
The respondents claim that they often try to come up with new ideas that would better the 
service or the product offered to the customer. It can also be about other ways of doing things. 
The implementation of new ideas happens very often according to the employees. Employee 
X thinks that she have a great power to develop and implement new ideas. 
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The employees had different opinions about the information shared by their manager and the 
control he had over their work. All employees considered the information from management 
as extensive, but Employee X thinks that the other employees receive more feedback than her. 
She feels it is so because her independence is greater. Employee Y thinks the control from 
management is not huge, but Employee Z describes management as having control over most 
things. 
 
According to the respondents, the customers are very knowledgeable about insurances. They 
mainly consider the price when buying and does not consider the terms of the insurance in 
any larger extent. The employees think that good treatment and fast delivery is the main 
important thing for customers buying insurances. It is also important that the sales person is 
knowledgeable and clear according to the respondents. Employee Z says that customers are 
often thankful for annulling insurances from other insurance companies. Employee X also 
believes that the customers appreciate the local connection that LFN has and the accessibility 
to talk with the insurance company personnel in person. The accessibility, having the 
opportunity to call the insurance company at any hour if something happens, Employee Y also 
thinks the customers value. Employee X explains that she often has longer conversations with 
the customers. She believes that there is value in the relationships that she has with her 
customers and she prefers when they are coming to the office in person instead of having the 
conversation by telephone. 
 
Most of the customer problems that occurs, the employees can handle themselves, for 
example if the customer has got the wrong insurance for a car and wants to change it into 
another form of insurance. Employee Y explains that the only thing that he must send over to 
other departments are cases when there is a need for LFN to look at the insured object before 
handling the subject. These cases can also be when customers want to insure very expensive 
cars or houses, which are handled by the claims adjustment department. Employee Y explains 
that the most common problems regarding customers are the compensation issues. The 
valuation of the customer’s private goods and that it does not have the high value as he thinks. 
For example, a ten year old TV does not have a huge value. 
 
Employee Y explains that he thinks that the products that the company offers toward their 
private customers are simple. There are several laws regulating the insurance industry and 
what parts they must contain. The products are not that different between insurance 
companies. As a customer having all his insurances within the company he gets the most 
discounts he can possibly get. The product itself is, according to Employee Z, very easy to use 
and is seen as simple from a customer perspective. Employee X believes that the products are 
very standardized and easy for the customers to understand. Most of the insurance products 
are based on statistics and are thereby standardized and cannot easily be bent. Employee X 
explains that the product itself is somewhat complex in the sense that there are many different 
parts of what the insurance covers. 
 
To support the employees there is mainly the claims’ adjustments department (the damage 
regulations) that can be used for consulting in different cases. In some cases the employees 
must consult specialists in different insurances. According to Employee X, she must 
sometimes consults with other employees at the office who have a larger knowledge about 
different things.  
 
The employees explained that they try to be creative by asking questions and give answers, to 
best find the best solution to the specific customer need. It is very important to acknowledge 
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the customers need for different insurances. The employees feel that it is very easy to sell 
additional insurances. Employee X says that the customers sometimes feel guilty for betraying 
LFN if they buy some insurance from other insurance companies. Some customers do not 
however have the need for a large variety of services and it is useless to try to sell them these 
insurances according to Employee Y. In situations regarding private customers, the possibility 
to sell additional products is often to sell banking products. Employee X explains that if the 
pressure is hard and many customers are in line, the room for extra speculation of different 
solutions is limited. Sometimes Employee X can ask if someone of the sellers working during 
late hours can call the customers back to ask further questions and find solutions. 

5.2.3 Data Related to Research Question Three – “Why to Empower” 
When asking the employees if enlarged empowerment would be beneficial. Employee Y 
explained that it is very rarely that he thinks that he would prefer more empowerment to solve 
his tasks as an insurance sales person. Furthermore, Employee Y thinks that it is a security for 
not having such a large empowerment in that sense that he could offer any discounts he wants. 
In Employee Z´s point of view, he has the empowerment that he needs for doing his job. 
There are some cases when he must consult the managers because he does not have the 
authority to handle it, which would make the process a little shorter, but it is very rarely 
explains Employee Z. Employee X claims that she does have a lot of empowerment to handle 
her tasks and that it would not change her performance if she would get larger empowerment. 
 
The issue regarding if the employees see the risks of them having additional empowerment is 
explained by Employee Y as it would seem misleading towards the customer for not offering 
the same price to everyone. There is also a possibility that the damages would be larger, 
explains Employee Y. Employee Z on the other hand explains that the risk is that he would 
make even larger mistakes if he would have a larger empowerment. Moreover, a larger 
empowerment must come with the knowledge of the employee being empowered, says 
Employee Z. Furthermore, the risk that Employee X feels with employees having too much 
empowerment is that sellers would try to sell insurances with huge discounts which would 
lead to the destruction of the industry. At the same time Employee X feels that her 
empowerment is larger than the rest of the selling personnel, which is in her mind something 
positive, that she does not have to ask for permission in certain situations. It is instead the 
selling staff calls to Employee X for help in handling issues. 
 
Regarding the positive and negative aspects for management by giving the employees 
additional empowerment, the answers from the employees were diverse. Employee Y thinks 
that his closest manager would only see disadvantages with him having larger empowerment. 
He draws the example of that it would be untenable to give some customers discounts and 
some not. If one customer that does not want to negotiate price hear about others that has the 
same insurance but another price, he would question why he is not given the same discount. 
The advantages that Employee Z thinks his superior manager might consider by giving a 
larger empowerment to his employees is that Employee Z does not have to make the decisions 
by himself. Moreover, the negative aspects of a larger empowerment are explained by 
Employee X, who speculates that her closest manager would probably be threatened, though 
she does already have a lot of empowerment. Employee Z explains that the disadvantage is 
that the employees often do not have the knowledge about all things surrounding every aspect 
of the insurance industry. 
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“It is by acts and not by ideas that people live.“ 

Anatole France (1844 - 1924)  
 
 
 
 
 
 

CHAPTER 6  
ANALYSIS 

 
n this chapter the data analysis is presented. First an analysis is done concerning 
management. The theoretical framework is compared to the empirical data collected from 

Länsförsäkringar Norrbotten (LFN). This is followed by an analysis of the employees at the 
company. The final part of the analysis compares management with the employees. The 
analysis is illustrated graphically, when appropriate, as suggested by Miles and Huberman 
(1991). 

 I
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6.1 Analysis of Management 
The empirical data collected from management at Länsförsäkringar Norrbotten (LFN) will in 
this section be compared to the theoretical frame of reference developed for each research 
question. 

6.1.1 Analysis of the Empowerment Level 
How Can the Level of Empowerment be Described in a Consumer Service Company? 
 
The first research question handles the level of empowerment in a consumer service company. 
By comparing theories from Bowen and Lawler (1992), Rafiq and Ahmed (1998b), Lashley 
(1999) and Martin and Adams (1999), with the empirical data collected, the level of 
empowerment can be analyzed at Länsförsäkringar Norrbotten. Table 6.1 illustrates the 
comparison between the theoretical frame of reference and the empirical data. Grey marked 
areas were factors not matched between theory and the empirical data. The table shows for 
example that simple products in the empirical findings did match level 0, 1 and 2 of 
empowerment in theory. 
 
Table 6.1 - Management Analysis of RQ1 

 
 
When comparing the theoretical frame of reference with the empirical data collection for 
management, some similarities can be identified. There seems to be simplicity in the product 
and employee work assignment in the company. The empirical data collected from 
management showed that the products in the insurance industry are simple. It is the terms of 
the insurance that can be more difficult to grasp. Yet the data suggests that the work 
assignments of the employees are simple, consistent of selling and customer care. The 
employees are very limited in their work assignment and their main job is to advise the 
customers to choose insurances. According to theory the tasks and products are simple when 
there is no, low or medium empowerment in the company (Rafiq & Ahmed, 1998b; Lashley, 
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1999). When comparing theory and empirical findings the products and work assignments at 
LFN indicates that low discretion is needed by the employees to complete their work 
assignments. Therefore a no, low or medium level of empowerment in the company can be 
recognized. These factors could be clearly seen in both theory and the empirical data. The 
empirical findings suggest that no special competence is needed for the work assignment and 
therefore the scale for empowerment according to this factor could be considered to go from 
level 0 to 2 in when compared to the theoretical frame of reference. 
 
The information flow in the company was described as high in the empirical findings. The 
information flow in the company was suggested to be high with interactions between 
management and employees on several occasions per year. Email is one of the most important 
tools for communicating towards the employees according to management. When the 
empowerment is low, the amount of information sharing is also low (Lashley, 1999). Since 
there is an extensive information flow this indicates a medium or high level of empowerment 
when comparing to theory.  
 
The need of the customers varies with age, but the needs can mostly be described as simple. 
The main question for the customers is the price. They also want to be treated good and 
quickly according to management. There are clear directives that the employees must follow 
when dealing with customers. In theory, low customer needs are best compared with the no or 
low empowerment level (Rafiq & Ahmed, 1998b). Evidence for low customer needs is found 
in the empirical data suggesting the level 0 or 1 of empowerment. 
  
The employees can not easily be held responsible for bad advise, since the customers is 
obliged to read and accept the terms of any insurance they buy. Management can follow-up 
the work of the employees through several checkpoints for supervision. By talking to the 
customers and employees, management makes sure limits are not exceeded. The empirical 
data indicates that the supervision is not prioritized, because management expects the 
customers to have enough knowledge of the products to detect errors from the employees, and 
then complain. Theory explains the responsibilities of the employees as high when there is a 
medium level of empowerment in the company (Martin & Adams, 1999). There is not much 
the employees can do wrong and be held responsible for. These factors suggest empowerment 
to be lower than medium compared to the frame of reference. In theory there is low 
empowerment when employees must ask for permission and only have suggestive powers. A 
higher level of empowerment exists when employees manage themselves and are held 
responsible for their action according to theory. This indicates an empowerment level of 0 or 
1. Theory also presents the different leadership styles for management according to theory X 
and theory Y (Bowen & Lawler, 1992; Lashley, 1999). The kind of supervision that could be 
analyzed from the empirical findings shows either a high amount of trust from management or 
that management does not have sufficient time for supervision of the employees. This can 
point to a fairly high level of empowerment in the company. Therefore the factors concerning 
supervision checkpoints must point towards a medium or high level of empowerment. 
 
The empirical data showed that rewards or benefits are rare in the company. Some benefits 
like free healthcare exist but the extent of rewards towards the employees is fairly low. The 
employees have a few sale competitions and some of them have a salary partially consistent 
of provision. The internal competition however, do not seem to be large among the employees 
themselves. In theory commitment and involvement exists where there is a high level of 
empowerment (Bowen & Lawler, 1992; Lashley, 1999). Since there is not any incitement in 
the form of rewards, this might indicate a low level of commitment and therefore a low level 

 57 



 
ANALYSIS 

of empowerment. The lack of competition between the employees is not mentioned as a 
determining factor in theory. Theory is lacking more comprehensive details about rewards. 
The only thing suggested in theory is that rewards are allocated by the employees when there 
is a high level of empowerment. This has not been recognized in the empirical data in the 
same manner that other reward discussions are lacking in theory. This can be seen in table 6.1 
as marked in grey. 
 
According to management, good personal qualities are more important than any formal 
education. The information given showed that good personal qualities of the employees where 
the main important thing considered by management. The other forms of competence were 
developed within the company through internal training programs. Lower need for training 
means that a level of empowerment below medium might exist (Bowen & Lawler, 1992). 
Theory suggests that low need for education must point towards a low or nonexistent level of 
empowerment. The empirical findings can be a sign of good social skills in the company since 
management hire employees on the basis of their personalities. In theory this indicates a level 
of empowerment that is medium or high. The average level that may exist in the company 
must be low or medium due to the comparison between theory and empirical data concerning 
employee training. The need for social competence is high but the need for additional 
employee training is low. Since theory mainly discusses the formal education, the social 
aspects of the employees are something that is lacking from theory when compared to the 
empirical findings. 
 
The question of employee behavior, described in theory, has not been found in the empirical 
data concerning management. The predictability of the employees and in which manner they 
act has not been recognized from our findings. 
 
Due to this analysis, the level of empowerment in LFN can be defined as low. This is verified 
by the findings concerning the tasks of the employees, the customer needs, employee 
responsibilities, employee commitment incentives and the training and competence needs of 
the employees. The amount of information sharing, the competence requirements of the 
employees and the low form of supervision contradicts this by suggesting a higher level of 
empowerment. In theory level 1 of low empowerment concurs with the empirical findings in 
most ways. Theory is then not totally in agreement with the empirical findings because high 
information sharing, high trust and low control can exist in situations with low empowerment 
which according to the empirical data collected from management is the case. Other questions 
about theory concern the education factor. Can it be that social competence is as important as 
formal education? If this is so, theory is not developed in order to grade this factor. Theory 
also suggests that medium empowerment can exist in situations with simple tasks. This can 
also be questioned, because the empirical findings do not seem to support this claim. 

6.1.2 Analysis of the Possibilities for Empowerment Implementation 
How Can the Factors Affecting When to Implement Empowerment be Described? 

 
The second research question handles when empowerment in a consumer service company 
can be implemented. By comparing theories from Bowen and Lawler (1992), Coleman 
(1996), Rafiq and Ahmed (1998b), Lashley (1999), Lindgreen and Crawford (1999), Martin 
and Adams (1999), Dahle (2000), Grönroos (2000), and Greasley et al (2005) with the 
empirical data collected, the different factors deciding the dimensions of empowerment can be 
analyzed concerning empowerment at LFN. Table 6.2 illustrates the comparison between the 
theoretical frame of reference and the empirical data. The dimensions are graded each and the 
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total score will decide which empowerment level that is suitable for LFN according to the 
empirical findings from management. 

Table 6.2 - Management Analysis of RQ2 

 
 

Employee Competences 
In theory, several authors stress the importance of staff training in order to successfully 
implement higher levels of empowerment (Coleman, 1996; Rafiq & Ahmed, 1998b; 
Lindgreen & Crawford, 1999; Dahle, 2000; Grönroos, 2000). It is important that the 
employees have skills to cope with increased empowerment; this should be considered when 
recruiting personnel (Rafiq & Ahmed, 1998b). Whether the commitment of the employees is 
calculative or moral will also have an impact on the appropriate implementation of 
empowerment (Lahsley, 1999). According to management, the company does not recruit 
competence but personal qualities such as people skills. The empirical findings showed that 
when recruiting, the formal education was less important and internal training for the job was 
given. In two years from starting to work at the company, the employee would have all the 
knowledge needed for the job. The support resources for the employees to use are few 
according to the empirical data. The employees are fairly young and ambitious and they are 
often presenting new ideas. Management feels that good treatment of the customers is 
important. When comparing the theoretical frame of reference with the collected empirical 
data, the employee competences can be considered low when it comes to formal education. 
The fact that the company recruits personnel with good people skills does however increase 
the total aspect of the employees’ competences. The situation at the company according to 
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management can therefore give the score of 3. This is because the company does value the 
customer service from the employees as high. By looking only at the employee competences, 
according to the empirical data collected from management, LFN has the foundation for a 
high level of empowerment. 
 
Management 
In the theoretical frame of reference, support from management is of importance for 
empowerment (Coleman, 1996; Lashley, 1999; Dahle, 2000; Grönroos, 2000; Greasley et al, 
2005). If managers share information, authority, recourses, accountability and trust, higher 
levels of empowerment can be implemented (Coleman, 1996). Other important determinants 
for empowerment is control versus trust (Lashley, 1999), physical distance (Greasley et al, 
2005), authority, freedom, independent responsibility, power to influence (Lashley, 1999), 
creativity (Rafiq & Ahmed, 1998b) and leadership style (Bowen & Lawler, 1992; Lashley, 
1999). The empirical data shows that additional sales are encouraged by management. The 
follow-up by management is done by a few checkpoints and by talking with customers and 
employees. Management is situated in the same office as the employees. The employees are 
independent and additional support is scarce. Management does not believe that additional 
empowerment is required for the employees in order to do their job. There is an extensive flow 
of information in the company. The accountability of the employees is also low, where the 
customer must take a lot of responsibility for the purchases they make. The comparison 
between the theories and the empirical data designate a situation in the company that will be 
beneficial for empowerment implementation. The high amount of information between 
management and employees is according to theory important for empowerment. Additional 
sales are also encouraged and the psychical distance to the employees also suggests that 
empowering them could be done when comparing theory with collected data. In theory 
support from management, resources and accountability is important. This is something that 
seems to be lacking according to the empirical findings. Management does not think more 
empowerment should be implemented, which can negatively affect the suitability. There is a 
difficulty in grading the dimension of management since the empirical findings show that 
management do share information without keeping a tight leash on the employees. This 
despite the fact that management does not want increased empowerment for their employees. 
According to theory this might indicate a leadership style according to theory X. The score for 
the company appropriate for the management dimension can be considered to be 4. 
 
Customer Needs 
In theory there are several important factors when it comes to customer needs. When 
implementing a higher level of empowerment, the following factors will be important 
according to theory: value added at point of contact, customer demands for high service 
quality or customization, speed of service (Rafiq & Ahmed, 1998b), long contact time (Rafiq 
& Ahmed, 1998b; Lashley, 1999), the complexity of customer relationships (Bowen & 
Lawler, 1992; Rafiq & Ahmed, 1998b). According to management there is sometimes 
extensive contact with the customers. Mostly the customer wants a short, quick deal, but 
sometimes there is a need for a longer time of contact. The data indicate that older customers 
value a longer contact time more than the younger ones. The customers mainly value the price 
according to the empirical data, but there is also a value added at point of contact. Many 
customers value the knowledge that they are good customers and appreciate the company for 
acknowledging this. The personal contact with the customers is considered very important by 
management. The quality of the service, which is the damage regulation, is not considered by 
the customers until they need to make a claim for damages. As seen in theory, value added at 
point of contact is considered important to the management of LFN. In theory, service quality 
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is important, but according to the empirical findings, most customers do not recognize this 
importance. This suggests that the quality of the service is not that important. The speed of 
service is claimed as another important factor in theory. The empirical data explain that this is 
important to most of the customers. Long contact time is important according to management, 
but management also suggests that most customers do not want it. Comparing to theory, the 
need for more complex customer relations can be considered low. By grading the different 
aspects of customer needs, a score of 2 can be appropriate. 
 
Product Complexity 
Focus on processes, complex technology and customized products suggest that empowerment 
can be implemented (Bowen & Lawler, 1992; Rafiq & Ahmed, 1998b; Lashley, 1999). 
Complex task with great variety in the products also point to the direction of empowerment 
(Rafiq & Ahmed, 1998b). The empirical data suggest that the product of insurances is fairly 
simple to understand. The possibility to change the product is very low, only small changes in 
the insurance terms are made. Comparing to the theories, the empirical data clearly shows a 
low product complexity at LFN. The products do not vary over time and the technology 
seems simple. The score for the product complexity must therefore be 1. 
 
Business Environment 
Low predictability of the business environment will mean that empowerment can be 
implemented (Bowen & Lawler, 1992; Lashley, 1999). The importance for service recovery 
will also prompt the usability for empowerment (Rafiq & Ahmed, 1998b). The empirical data 
shows that the damage claims for insurance can be predicted by the use of statistic risk 
considerations. By being able to consult statistic on damages that will occur in a certain event 
means that the company can predict the needed costs for the insurance, and can therefore set 
the price accordingly. LFN aims to solve customer problems as soon as possible. The 
company is owned by its customers, and therefore they do not have a major interest in making 
profits just to please the stakeholders. Since the predictability of the business is strongly 
connected with statistical risk, the predictability according to theory can be determined low. 
The service recovery is said to be important by management, but since the company do not 
make profits, the questions is whether it is that important after all. But since the predictability 
is so high, this will point to a very low score of 1. 
 
Total Score 
The employee competences were scored 3, management 4, customer needs 2, product 
complexity 1 and the business environment 1. This gives the total score of 11 which 
according to the frame of reference suggests a low level of empowerment to be appropriate 
for LFN. According to the frame of reference concerning research question one, this analysis 
shows that the level 1 of low empowerment as described is suitable. All theories suggested to 
be concerned with research question two has been found in the empirical data. The empirical 
data did not suggest any need for other theories than those stated in the theoretical frame of 
reference. The question that could be asked is if the dimensions stated in theory could be used 
separately to analyze the level of empowerment. The total score in this case was consistent of 
evaluated factors concerned with each dimension. 

6.1.3 Analysis of the Outcome of Empowerment 
How can the Outcome of Empowerment be Described in a Consumer Service Company? 

 
The last research question handles the outcome of empowerment. This analysis is made with 
theories from Bowen and Lawler (1992), Long (1996), Hoffman and Bateson (1997), Kondo 
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(1997), Grönroos (referred to in Rafiq & Ahmed, 1998a), Martin and Adams (1999), 
Grönroos (2000), and Greasley et al (2005). Comparing the statements of benefits and costs of 
empowerment from the empirical data with the theories can indicate the potential outcome of 
empowerment in a consumer service company. Table 6.3 shows the comparison made 
between theory and empirical findings. Grey marked areas did not match between empirical 
findings and theory. 

Table 6.3 – Management Analysis of RQ3 

 
 
The Positive Aspects of Empowerment 
According to theory quicker response to customer, employee satisfaction, new service ideas, 
customer satisfaction/recovery, increased employee efficiency, cross-selling/increased sales 
and more effective management can be positive results (Bowen & Lawler, 1992; Long, 1996; 
Hoffman & Bateson, 1997; Kondo, 1997; Grönroos referred to in Rafiq & Ahmed, 1998a; 
Lashley, 1999; Martin & Adams, 1999; Grönroos, 2000; Greasley et al, 2005). The empirical 
data obtained from management at LFN suggests that there are no benefits to gain from 
further empowering the employees. The short term benefit could be additional sales, if 
employees were allowed to adjust the prices of the insurances by themselves. In the long term, 
the effects would be a failure to the collective justice. When comparing theories with the 
empirical data, it is fairly simple to see that some benefits are not considered at LFN. The 
additional sales are positive aspects in the short term according to the data, and it is also 
described in theory (Grönroos referred to in Rafiq & Ahmed, 1998a).  
 
In earlier empirical data, the management explains that encouragement of additional sales and 
customer care is important. Many new ideas from the employees were also, according to the 
empirical findings, positively recognize by management. In theory the benefits of new service 
ideas do match this statement (Bowen & Lawler, 1992; Hoffman & Bateson, 1997; Kondo, 
1997; Grönroos, 2000). All these benefits of empowerment were not considered to improve 
further with greater empowerment according to management. The benefits of more effective 
management (Long, 1996; Greasley et al, 2005), increased employee efficiency (Long, 1996; 
Hoffman & Bateson, 1997; Greasley et al, 2005), customer satisfaction/recovery (Bowen & 

 62 



 
ANALYSIS 

Lawler, 1992; Hoffman & Bateson, 1997; Lashley, 1999; Grönroos, 2000), quicker response 
to customer (Bowen & Lawler, 1992; Hoffman & Bateson, 1997; Grönroos, 2000) and 
employee satisfaction (Bowen & Lawler, 1992; Long, 1996; Hoffman & Bateson, 1997; 
Greasley et al, 2005), was not identified in the empirical findings.  
 
The Negative Aspects of Empowerment 
According to theory the risks of empowering the employees are: investment in employee 
selection and training, higher labor costs, slower/ inconsistent service delivery, bias behavior 
when treatment of the customer depends on who is working, and bad decision making by the 
employee (Bowen & Lawler, 1992; Hoffman & Bateson, 1997; Martin & Adams, 1999). 
According to the empirical data, the risk with increased empowerment is that the customers 
are not given the same treatment. The best for the collective is that everyone gets the same 
price if they have the same insurance. In theory the inconsistency in the service is also 
considered as a negative aspect (Bowen & Lawler, 1992; Hoffman & Bateson, 1997). It is 
better for the employees with lower empowerment since they will feel more secure in their 
work, they will have clear limits. This is not something that is considered as important I 
theory. In a comparison between theory and the empirical data, the treatment of the customer 
and bad decisions by the employees seems to be clear reasons why not to empower the 
employees at LFN. The negative aspects that can be described as a bias behavior towards the 
customer is also matching between the empirical findings and theory (Bowen & Lawler, 
1992; Hoffman & Bateson, 1997; Martin & Adams, 1999).  
 
The education and training at LFN is not that extensive and higher costs in selection and 
training could also be the results if a higher level of empowerment would be implemented. 
The negative aspects of investments on employee training is described in theory but was hard 
to recognize in the empirical data. This aspect can be considered to exist since additional 
empowerment might require employees to learn additional aspects of the insurances. In table 
6.3, the connection does not show since this assumption might be of the mark. The fear of 
employees making bad decisions is not clearly stated in the empirical findings, but when 
comparing to theory, the management has a fear of giving the employees authority to issue 
discounts to customers. This can be considered to be a fear for employees making bad 
decisions (Bowen & Lawler, 1992; Hoffman & Bateson, 1997). Compared, there seem to be a 
risk for errors both according to theory and the empirical findings.  
 
Outcome of Additional Empowerment in LFN 
The outcome of additional empowerment in LFN would according to management be 
negative. The costs would far exceed the gains in short term sales improvement. It is clear that 
the negative attitude towards increased empowerment at LFN will overshadow the benefits 
that might be gained according to theory. A lot of the theories mentioned in the theoretical 
frame of reference were not clearly explained in the empirical data. These factors were 
derived by contemplating other factors that may have strong connections with the specific 
positive and negative aspects. This means that these factors from theory might be needed to 
reformulate in order to get a better comparison. Therefore some inconsistencies can be viewed 
between the empirical data and theory. 

6.2 Analysis of Frontline Personnel 
The theoretical frame of reference will in this section be compared to the empirical data 
gained from the employees at LFN. Each research question will be analyzed by comparing 
theories and empirical findings in a similar ways as has been done during the analysis of 
management. 
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6.2.1 Analysis of the Empowerment Level 
How Can the Level of Empowerment be Described in a Consumer Service Company? 
 
The first research question handles the level of empowerment in a consumer service company. 
Table 6.4 illustrates the comparison between the theoretical frame of reference and the 
empirical data collected from the employees at LFN. Grey marked areas were factors not 
matched between theory and the empirical data. The table shows for example that simple job 
in the empirical findings did match level 0, 1 and 2 of empowerment in theory. 

Table 6.4 - Employee Analysis of RQ1 

 
 
The work as a sales person at LFN was described as mostly selling insurances covering 
tangibles and handling private customer support, according to the empirical findings. 
According to the empirical data, the employees thought the job was fairly simple. In the case 
of Employee X, she also worked as an engine administrator, which was described as a little 
more complex than the sales job. Her job was described as handling problems of the 
customers and employees besides working as a sales person. While the sales persons had 
limits of five million Swedish kronor and could change insurances five days back in time, 
Employee X could change it for four months. She also considers that she has more authority 
than the other sales personnel. The terms of insurances is static and the employees are not 
allowed to change terms or to give discounts, although discount may be possible in rare 
conditions. In theory simple tasks was claimed to describe a company to have a level of 
empowerment ranging from no empowerment to medium empowerment (Rafiq & Ahmed, 
1998b; Lashley, 1999). When comparing the situation in LFN with the theories concerning 
the task of the employees, it is clear to see that the job of selling insurances is a routine job. 
On the other hand there is a more complex situation emerging with handling problems with 
the insurances, and the situation for Employee X can be described as more complex. The level 
of empowerment according to this factor can be suggested to be low or medium. The 
discretions of the employees are described as low in companies lacking empowerment 
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(Lashley, 1999). Comparing to the empirical findings, this also indicates that the low 
discretion of the employees can be a sign of a low level of empowerment. Employee X, on the 
other hand had a higher discretion which gives her a more specialist situation in the company, 
different from the other employees. 
 
The former experience of the employees was not similar. One of the respondents had never 
worked with insurances before joining LFN, but had worked with selling before. Another was 
experienced since before selling insurances at another insurance company. The third 
respondent had not worked with insurances, but was educated as a built environment 
engineer. All employees had undergone some form of internal training when they started their 
work in LFN. This training was during a couple of months with mostly practical exercises. 
The theoretical frame of reference indicates that higher requirement for training employees 
exists in a company which has a medium level of empowerment (Bowen & Lawler, 1992). 
When comparing theory and empirical findings, this indicates that LFN has low 
empowerment to the frontline personnel since their training for the job is not requiring formal 
education and only a couple of month’s internal training. 
 
According to the empirical findings, the manager and employees are situated in the same 
offices. This is something that is expressed to be positive according to the respondents 
because it creates a closer contact with their superior. The employees believe the information 
gained from their superior is enough, although Employee X claims she does not receive 
feedback in the same extent as the other employees. According to the theory, sharing of 
information by management is mostly done in companies with a medium or high level of 
empowerment (Lashley, 1999). The situation in LFN can therefore be discussed as a higher 
level of empowerment. The feedback to Employee X do seem to be because she has higher 
authority than the rest of the employees, which therefore can seem to contradict the notion of 
a higher empowerment level being present in companies with a lot of empowerment to their 
frontline personnel. The analysis can also work the other way around by questioning if the 
situation according to the feedback level might point to theory being wrong in claiming that 
there is less feedback in a low empowerment situation. 
 
When it comes to responsibilities of the employees, they can not do much wrong in their 
work. The terms of the insurances are static and the customer must read and accept them 
according to the empirical data. In the theoretical frame of reference, the responsibilities of 
the employees are greater when there is a higher level of empowerment (Martin & Adams, 
1999). The comparison to theory shows because the employees can avoid responsibilities due 
to the static terms of insurances, the level of empowerment can therefore be considered low. 
The employees did however express there responsibilities as high towards the company and 
the customers, but this only concerns giving the employees good advice and trying to 
maintain a good company reputation. 
 
The customer needs, according to the empirical data, were fairly simple. The customer wanted 
a quick deal, where the price was very important. The data showed that selling additional 
products to the customers was easy, but most of the time the customers only wants a single 
product. The employees think that the customers understand the products and know what they 
want. The customer often does not want longer time of contact, but it happens. The needs of 
the customers are simple in companies concerned with a low level of empowerment (Rafiq & 
Ahmed, 1998b). Comparing the theory with the empirical findings, the level of empowerment 
can probably be suggested to be low at LFN. 
 

 65 



 
ANALYSIS 

When customer problems occur, the employees try to solve them by themselves, and it can be 
done in most cases. When this fails they will refer the problem to the department manager, 
according to the empirical data. The employees do not feel that they can be fired for making 
error of their own. The employees also claim that they always try to find a diplomatic way of 
solving problems. The problems of the customers are fairly similar according to the 
respondents. In theory, Martin and Adams (1999) explain the situation of unique problem 
solving of customer problems as taking place when there is high empowerment. Rafiq and 
Ahmed (1998b) also believe unique problem solving occurs with high empowerment. 
Comparing to the theories, the customer problems are clearly not too complex and the solving 
of the problems are handled by the employees. The more complex problems are referred to 
management which is why the level of empowerment may seem to be low, as described in 
theory. 
 
The control of management over the employees seems to be enough according to the 
empirical findings. One of the respondents feels that the manager does keep an eye on what he 
does while the other felt he was not too concerned with their work. The encouragement from 
management towards the employees was not considered to be low, but the data suggests that 
the company lack benefits. Employee X felt that she got a lot of individual appreciation, while 
the other respondents mostly got the same benefits as everyone else. In theory low control 
over the employees exists when they are empowered and trusted (Bowen & Lawler, 1992; 
Lashley, 1999). The commitment and initiative of the employees was according to 
empowerment high when there was high empowerment (ibid). The comparison to theory 
shows that the low control indicates a higher level of empowerment. The lack of benefits on 
the other hand could mean that the incentives are too low for improved commitment from the 
employees. This could mean a low level of empowerment since the employees seems to be 
short of motives for using any empowerment that might be given to them. This speculation 
can however be criticized since the motivation can be moral. If the working situation is good, 
the incentives from the employees will be to help the company and not themselves and 
therefore empowerment can already exist. 
 
Analyzing the empirical data gained from the employees shows that the level of 
empowerment in LFN can be defined as low. This is verified by the findings concerning the 
simple jobs, low discretion in the work, former experience not required, situated in the same 
offices, low responsibilities, low customer needs, lack of benefits. The only factors 
contradicting a low empowerment level is the high amount of information to the employees 
and the lack of control from management. The empowerment situation in LFN can therefore 
be described as level 1, low empowerment, as seen in the theoretical frame of reference. The 
theoretical area described as employee behavior was difficult to gain insight into, and 
therefore this part cannot be analyzed. The empirical findings of low rewards and good 
personal qualities were seen as an important aspect but they were not explained in theory. 
This might be something that might have to be taken in consideration in further studies. 

6.2.2 Analysis of the Possibilities for Empowerment Implementation 
How Can the Factors Affecting When to Implement Empowerment be Described? 
 
In the second research question, the same theories apply as when analyzing management. The 
theoretical framework for research question two will be compared to the empirical findings. 
Table 6.5 illustrates this comparison. The factors from theory can be more or less described in 
the empirical findings, hence the table does not show any marks for similarities or differences 
between theory and the empirical findings. 
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Table 6.5 - Employee Analysis of RQ2 

 
 
Employee Competences 
Regarding the employees experience and skills, the empirical data shows that there is a high 
importance for social competence in the work of the employees. The need for formal 
education does not seem to be important. All the employees concurred that their social skills 
were high before they started in the company but their increase in competences, since being 
employed, mainly consisted of learning about the company products. In theory staff training 
and recruitment is required for companies with high empowerment (Coleman, 1996; Rafiq & 
Ahmed, 1998b; Lindgreen & Crawford, 1999; Dahle, 2000; Grönroos, 2000). The employee 
competences in this case can be considered important for LFN, and the fact that they have not 
developed their main social skills, which seems to be the most important, shows that 
recruitment is very important in LFN. The comparison against theories suggests that this may 
be basis for the opportunity to implement a higher empowerment level. This has prompted the 
score of 4 for the employee competences. 
 
Management 
Concerning the information share by management, the empirical data differs in opinion 
between the respondents. The respondents feel that the information is extensive, but Employee 
X feels that she receives less feedback than the other staff members. The support 
opportunities for the employees are mainly the claims department, but the respondents feel 
that they may always consult their closest supervisor when trouble arises. The theoretical 
frame of reference shows that the management aspects are important to consider when 
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implementing empowerment. The leadership style, information sharing, physical distance, 
encouraged creativity and resources will affect the suitability for empowerment (Bowen & 
Lawler, 1992; Coleman, 1996; Lashley, 1999; Greasley et al, 2005). When comparing to the 
empirical data, it shows that the employees work in the same offices as management which is 
good for increased empowerment. The information sharing in the company seems large and 
therefore this also indicates suitability for a high level of empowerment. Management feels 
that new ideas from the employees is a positive thing, according to the employees, and is 
encouraged. This is also comparable to the theories as a factor increasing the suitability for a 
high empowerment level. The employees also feel that they are not lacking access to any 
resources, although they are not plentiful. This is the only factor decreasing the suitability for 
higher levels of empowerment. The final score for the management dimension according to 
the employees must therefore be 5. 
 
Customer Needs 
The empirical findings show that the customers’ needs are simple and they often do not 
require long time of contact when they buy insurances. The employees feel that the customers 
are very knowledgeable and price sensitive. The accessibility for the customers is high with 
evening phone hours, because some customer needs to be flexible when in the day they need 
to talk to the company. The problems of the customers are few and often easy to handle 
according to the respondents. Only when the customer requires insurances for something 
more expensive, there is a more complex process for them when buying. Added value in 
contact with the customers is a perquisite for the need of empowerment according to theory 
(Rafiq & Ahmed, 1998b, Lashley, 1999). When the complexity for the customers is high, high 
empowerment is also suitable (Bowen & Lawler, 1992; Rafiq & Ahmed, 1998b). 
Requirement for high service quality and less need for speed in the service will prompt 
suitability for empowerment (Rafiq & Ahmed, 1998b). The theories show that because the 
customers require fast services, and have simple needs, a high level of empowerment will not 
be suitable. There is a value added in the longer contact time for some customers but mainly 
there is a need for transactional buys according to this comparison. The score for the customer 
needs must therefore be 2. 
 
Product Complexity 
The products in LFN are described as very simple according to the empirical findings. The 
products are fairly standardized and do not differ between companies. There are set 
regulations controlling the product and changes in it are very small. The customer does not 
have any trouble understanding the products. In theory, simple products are best suitable for a 
low level of empowerment (Bowen & Lawler, 1992; Rafiq & Ahmed, 1998b, Lashley, 1999). 
If there is a great variety in the product, the need for empowerment is also important (Rafiq & 
Ahmed, 1998b). The theories, compared to the empirical findings, suggest that the need for 
empowerment is very low concerning the product complexity dimension. The products are 
simple and the difference between companies is low, which will prompt a low score for the 
company’s suitability for empowerment. The score can not be any other than 1. 
 
Business Environment 
According to the empirical data, there are little changes in the product of insurances; the 
product looks the same for many different companies. The availability for the employees to 
sell additional products is described as high. The theory claims that the less predicable the 
business environment is the higher is the need for empowerment (Bowen & Lawler, 1992; 
Lashley, 1999). The possibility for service recovery is also important if considering increased 
empowerment according to Rafiq and Ahmed (1998b). There seems to be a highly predictable 
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business according to the empirical data compared to theory. This will mean that the need for 
empowerment is lower. The score of 1 seems appropriate. 
 
Total Score 
The employee competences were scored 4, management 5, customer needs 2, product 
complexity 1 and the business environment 1. This gives the total score of 13 which 
according to the frame of reference suggests a low level of empowerment to be appropriate 
for LFN. This can be compared to the theoretical frame of reference concerning research 
question one which explains how the level of low empowerment can be described. 

6.2.3 Analysis of the Outcome of Empowerment 
How can the Outcome of Empowerment be Described in a Consumer Service Company? 
 
The last research question handles the outcome of empowerment. This analysis is made with 
theories from Bowen and Lawler (1992), Long (1996), Hoffman and Bateson (1997), Kondo 
(1997), Grönroos (referred to in Rafiq & Ahmed, 1998a), Martin and Adams (1999), 
Grönroos (2000), and Greasley et al (2005). Comparing the statements of benefits and costs of 
empowerment from the empirical data with the theories can indicate the potential outcome of 
empowerment in a consumer service company. Table 6.6 shows the comparison between 
theory and the empirical findings. Grey marked areas show that there is a mismatch between 
theory and the empirical findings. 

Table 6.6 - Employee Analysis of RQ3 

 
 
The Positive Aspects of Empowerment 
According to theory quicker response to customer, employee satisfaction, new service ideas, 
customer satisfaction/recovery, increased employee efficiency, cross-selling/increased sales 
and more effective management can be positive results (Bowen & Lawler, 1992; Long, 1996; 
Hoffman & Bateson, 1997; Kondo, 1997; Grönroos referred to in Rafiq & Ahmed, 1998a; 
Lashley, 1999; Martin & Adams, 1999; Grönroos, 2000; Greasley et al, 2005). In the 
empirical findings, the employees claimed that they were satisfied with the amount of 
empowerment that they already have. The employees could only find few additional benefits 
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with increased empowerment. The job of selling would be easier with the ability to give 
discounts. Some parts of the job would be easier to handle with more empowerment according 
to one respondent, claiming that he would not have to confront the manager as often. The 
employees feel that the manager would see mostly negative aspects of additional 
empowerment, but the work burden for the manager would probably be less according to the 
respondents. Compared to theory the benefits would be more effective management and 
increased sales. The other benefits mentioned in theory were not implied in the empirical data. 
The empirical finding of easier problem solving can be compared to theory explaining quicker 
customer response and more efficient employees; therefore a match between theory and the 
empirical findings can be derived. 
 
The Negative Aspects of Empowerment 
According to theory the risks of empowering the employees are: investment in employee 
selection and training, higher labor costs, slower/ inconsistent service delivery, bias behavior 
when treatment of the customer depends on who is working, and bad decision-making by the 
employee (Bowen & Lawler, 1992; Hoffman & Bateson, 1997; Martin & Adams, 1999). The 
employees felt that one negative aspect of empowerment is the larger risk for bigger damage 
due to their mistakes. The employee thinks that the manager would mainly see disadvantages 
with empowerment with larger costs destroying the business. The amount of discount would 
increase and therefore the loss of revenue would become a large setback. The customers 
would also get different treatments because of these discounts. The manager could also be 
expected to feel threatened in his position if the employees got greater empowerment for 
some of the work he is doing today. The employees often do not have the knowledge to 
handle increased responsibility according to one respondent. This would mean that additional 
training might be required. In theory this is also mentioned as a negative. There would mainly 
be risks involved when increasing the level of empowerment according to the similarities 
between empirical data and theory. The knowledge needed to become higher which concurs 
with the theory discussing the costs as higher investments in training (Bowen & Lawler, 1992; 
Hoffman & Bateson, 1997; Martin & Adams, 1999). The empirical data suggests that the 
business could be destroyed if discounts could be given. This concurs with the theory about 
inconsistent service delivery, where every customer gets different prices (Bowen & Lawler, 
1992; Hoffman & Bateson, 1997). The employees claimed that this would be something 
negative, which suggests that they doubt their own judgment in making decisions. This is a 
negative outcome just as described in theory (Bowen & Lawler, 1992; Hoffman & Bateson, 
1997). High labor costs were not discovered to be any negative outcome, as described by 
Bowen and Lawler (1992), and Hoffman and Bateson (1997). 
 
Outcome of Additional Empowerment in LFN 
The outcome of additional empowerment in LFN would according to the employees be 
mainly negative. It seems that the employees mainly see costs with increased empowerment, 
both for themselves and for management. As in previous analysis the factors of positive and 
negative outcomes of empowerment did not show clearly in the empirical data. The answers 
from the employees needed to be evaluated carefully in order to spot the similarities with 
theory. The theoretical frame of reference could be claimed to be somewhat different in shape 
as seen in the analysis above. 

6.3 Analysis Comparing Management and Employees 
The theoretical frame of reference will in this section be compared to the empirical data 
gained from both management and employees at LFN. Each research question will be 
analyzed by comparing theories and empirical findings in a similar ways as has been done 
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before. This comparison aims to analyze the situation at LFN, in order to present the reality of 
the company as it is viewed by management and frontline personnel.  

6.3.1 Analysis of the Empowerment Level 
How Can the Level of Empowerment be Described in a Consumer Service Company? 
 
The empirical findings of management and employees, from research question one is in this 
section compared with theory. The difference between management and employees is 
analyzed concerning which level of empowerment that may exist in LFN. Table 6.7 illustrates 
the comparison between the theoretical frame of reference and the empirical data collected. 
Grey marked areas were factors not matched between theory and the empirical data. The 
factors presented for management and employees are somewhat different. This is due to the 
answers provided by the respondents. The differences are only in the name of the factor and 
not in its content. Below the comparison is made and differences in the content and also 
similarities are described. These are not visually shown in table 6.7. 

Table 6.7 - Comparison Analysis of RQ1 

 

 
When there is no or low empowerment the products and tasks are simple in the company 
according to theory (Rafiq & Ahmed, 1998b; Lashley, 1999). According to the empirical 
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findings the job of selling and customer support was described as simple by both management 
and the three employees. Because of the regulations concerning the job assignments of the 
employees, the work is simple with set rules to follow. Comparing to theory the situation at 
LFN can, according to the job description, be described as a low level of empowerment. The 
employees do not need empowerment to do their job. The products are also described as 
standardized by the managers and employees which is another point towards low 
empowerment. The managers and the employees were very similar in their views of the job 
assignments and therefore the situation at LFN can be clearly stated.   
 
According to the theory, sharing of information by management is mostly done in companies 
with a medium or high level of empowerment (Lashley, 1999). According to management the 
information flow in LFN is very extensive. There is several feedback sessions each year with 
the employees. The employees thought that the information from management was enough. 
One of the respondent felt that she received less feedback than the other employees. She also 
claimed that this could be the case because of her position as an engine administrator. The 
information flow can be analyzed as going mostly from management to employees and not in 
the same extent the other way around. Comparing the empirical data from management and 
employees shows that the information flow indicates that a high level of empowerment should 
exist in the company. The reason for this information flow must be to help empowering the 
employees. The employees must be informed from management in order for them to be 
empowered and the empirical findings shows that they are well informed. Even if the 
employees themselves do not take the opportunity to increase their awareness of the overall 
company business.  
 
In theory, low customer needs are best compared with the no or low empowerment level 
(Rafiq & Ahmed, 1998b). Both management and employees explains that the customer needs 
are simple and the price is of main concern. The empirical findings showed that the customers 
mostly wanted a quick transactional type of deal. Comparing to theory it is fairly easy to 
recognize a low level of empowerment according to the customer needs.  
 
The discretion (Lashley, 1999) and responsibility (Martin & Adams, 1999) of the employees 
are described as low in companies lacking empowerment. Due to the terms in the insurances, 
the employees feel that they cannot do much wrong in their work. Much of the responsibilities 
lie with the customers to read these terms. Management concurs that this is the case. This 
term also regulates what the employees can do and their discretion is described as low by the 
employees. Due to the low responsibilities and low discretion of the employees, theory 
indicates that the company is lacking empowerment. The views by management and the 
employees are also very similar in this case.  
 
The employees’ behavior is transactional or interpersonal if the empowerment level is low, 
according to theory (Martin & Adams, 1999). The empirical findings does not clearly state 
which behavior the employees have. Since the products are standardized and the needs of the 
customers are simple, this could indicate a transactional or interpersonal behavior. Both 
management and employees on the other hand seems to indicate that social skills are very 
important in the contact with the customers. Since the empirical findings contradict each 
other, it cannot be stated that this indicates a certain level of empowerment. 
 
In theory low control over the employees exists when they are empowered and trusted (Bowen 
& Lawler, 1992; Lashley, 1999). According to the empirical findings, management claims to 
have several checkpoints to supervise the employees. The employees, on the other hand, feel 
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that the control generally is not large but they feel that the control of their work is satisfactory. 
Comparing these different views it seems that the employees feel secure in their work and 
trusted by management. This low level of control seems to indicate a high level of 
empowerment for the employees. The lack of control enables them to make decisions without 
being questioned by management. There is a little difference in view between management 
and employees, but the overall picture presents a company with a high level of trust going 
both ways.  
 
In theory commitment and involvement exists where there is a high level of empowerment 
(Bowen & Lawler, 1992; Lashley, 1999). Both management and employees claimed that there 
are not many benefits or rewards given to the employees. Management does not say whether 
it is necessary or not to reward the employees. The employees feel that they are appreciated, 
but the views are a little different between the employees. Compared to theory the lack of 
tangible benefits may decrease the motivation for commitment and involvement by the 
employees in the company. It also seems that the employee who had the most responsibility 
was mostly rewarded both in tangible and intangible ways. It clearly shows that the 
empowerment level at LFN, mostly considered the employees point of view, is low when 
compared to theory. 
 
Lower need for training means that a level of empowerment below medium might exist 
(Bowen & Lawler, 1992). The empirical findings suggest that formal education is not 
necessary in order to work as a sales person at LFN. Management claims that this is the case 
and findings of the employees’ education confirm this. Good personal qualities, mainly social 
skills, are the most important factor for the employees according to the empirical data. 
Comparing to the empirical data and theory, there is a higher requirement for social 
competence but not formal education, which indicates that a medium level of empowerment 
may exist. 
 
To summarize this analysis of research question one, comparing the views of management 
and employees, it can be claimed that the empowerment level in LFN can be considered to be 
level 1. The similar aspects of management and employees confirm this to be so. From the 
theoretical frame of reference, the definition of level one of low empowerment concurs in 
many ways with the empirical findings (see table 6.7). Some factors like the information 
sharing and management control seems to contradict this result, but the other factors are 
stronger in suggesting a low empowerment level.  

6.3.2 Analysis of the Possibilities for Empowerment Implementation 
How Can the Factors Affecting When to Implement Empowerment be Described? 
 
Table 6.8 illustrates the comparison between the theoretical frame of reference and the 
empirical findings. The grey score in the table are for the employee findings and the black are 
for management findings. The score marked with a circle is the score that was the same for 
both management and employees. 
 
 
 
 
 
 
 

 73 



 
ANALYSIS 

Table 6.8 - Comparison Analysis of RQ2 

 
 
Employee Competences 
In theory staff training and recruitment is required for companies with high empowerment 
(Coleman, 1996; Rafiq & Ahmed, 1998b; Lindgreen & Crawford, 1999; Dahle, 2000; 
Grönroos, 2000). It is important that the employees have the skills to cope increased 
empowerment; this should be considered when recruiting personnel (Rafiq & Ahmed, 1998b). 
Whether the commitment of the employees is calculative or moral will also have an impact on 
the appropriate implementation of empowerment (Lahsley, 1999). According to the empirical 
findings management do not recruit competence but good personal qualities. The recruitment 
process was long and thoroughly done. The information provided by the employees’ shows 
that they were recruited by their personal qualities, such as people skills, and not by any 
formal education that they had. When comparing this with theory, it shows that the 
recruitment process is prioritized by management and the additional training was provided 
internally. The possibility for further implementation of empowerment is according to this 
factor large. The score according to management was 3 and according to the employees 4. 
The score for the employees competences can be 4 since the employees as well as 
management believes in the social capabilities of the employees. There was also a lack of 
benefits and rewards in the company which could indicate that any commitment from the 
employees might be more moral than calculative. This is however hard to analyze more 
precisely, but according to theories it might indicate the score of 4 to be appropriate when it 
comes to enabling increased empowerment due to the employee competences. 
 
Management 
The leadership style, information sharing, physical distance, encouraged creativity and 
resources will affect the suitability for empowerment (Bowen & Lawler, 1992; Coleman, 
1996; Lashley, 1999; Greasley et al, 2005). According to the empirical findings, the amount 

 74 



 
ANALYSIS 

of information sharing within the company is large. Both management and employees agreed 
that this is a positive thing and the employees are encouraged to present new ideas. The 
resources for the employees are stated as low by all the respondents. Management and 
employees are situated in the same office which the employees feel is positive. According to 
the leadership style by management, both employees and management seem to indicate that 
there is a high amount of trust between them but the employees are much limited in their work 
assignments. The question is whether the manager’s leadership style can be described 
according to theory X or Y (Bowen & Lawler, 1992; Lashley, 1999). Most factors speak for 
the suitability for higher amount of empowerment, but the lower resources and questionable 
leadership style, that mainly seems to respond to theory X, indicates that the score for 
management cannot be maximized. The total score when comparing both employees and 
managements view must be 4. 
 
Customer Needs 
Added value in contact with the customers is a perquisite for the need of empowerment 
according to theory (Rafiq & Ahmed, 1998b, Lashley, 1999). When the complexity for the 
customers is high, high empowerment is also suitable (Bowen & Lawler, 1992; Rafiq & 
Ahmed, 1998b). Requirement for high service quality and less need for speed in the service 
will prompt suitability for empowerment (Rafiq & Ahmed, 1998b). The empirical findings 
reviled that the customer needs are simple, according to both management and employees. 
The quality of the service is considered to be the damage regulations, which is something that 
the customers do not consider before an accident occurs. Price is main important issue for the 
customer and they want fast and quick deals. The employees on the other hand explain that 
some customers do require more contact time and a more relational type of buying. The 
summarized score for LFN, after comparing both management and employees, must be 2.  
 
Product Complexity 
In theory, simple products are best suitable for a low level of empowerment (Bowen & 
Lawler, 1992; Rafiq & Ahmed, 1998b, Lashley, 1999). If there is a great variety in the 
product, the need for empowerment is also important (Rafiq & Ahmed, 1998b). Empirical 
data from both management and employees suggests that the product of insurances for 
tangibles is fairly simple. The product does not differ that much from one company to another 
and the terms of insurances are pretty static. The statement of management and employees do 
not differ at all in this opinion and therefore the score for empowerment due to product 
complexity must be 1. 
 
Business Environment 
Low predictability of the business environment will mean that empowerment can be 
implemented (Bowen & Lawler, 1992; Lashley, 1999). The importance for service recovery 
will also prompt the usability for empowerment (Rafiq & Ahmed, 1998b). The empirical data 
presented for management and employees describes the predictability in the insurance 
industry as high. All risks with signing the insurance are calculated through statistical 
evidence enabling the price to be set according to risks. It is difficult to analyze the need for 
service recovery, but since the product of insurances are described as standardized in the 
empirical findings, it can be assumed that it is easy for customers to change insurance 
company. Compared to theory, the need for service recovery can be described as high. There 
were not any major differences in the view between employees and management and this 
prompt the score of 1 due to the business environment.  
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Total Score 
When comparing management scores with those from the employees’ analysis the differences 
are few. The score according to the empirical data collected from management was 11 and 13 
from the employees. This score could be summarized for each dimension to give a compared 
score for each dimension. The total scores for LFN after comparing the views from 
management and employees was 4 for the employee competences dimension, 4 for the 
management dimension, 2 for the customer needs dimension, 1 for the product complexity 
dimension and 1 for the business environment dimension. The total score for LFN was 12 due 
to this comparison and according to theoretical frame of reference this suggests a low level of 
empowerment. The views of management and employees were practically the same when it 
came to describing the five dimensions found through theory. There could be little questions 
about the findings since both managers and employees considered the situation in such similar 
ways. When looking at theory, the frame of reference was found to be almost 100 percent 
accurate compared with the empirical data. 

6.3.3 Analysis of the Outcome of Empowerment 
How can the Outcome of Empowerment be Described in a Consumer Service Company? 
 
For the last comparison between management and employees regarding the last research 
question the analysis will compare views of the outcome of empowerment. This has prompted 
a final description of outcomes of empowerment in LFN. This comparison is shown in table 
6.9 below. Grey marked areas shows differences between theory and the empirical findings. 

Table 6.9 – Comparison Analysis of RQ3 

 

 
According to theory quicker response to customer is a positive aspect of empowerment 
(Bowen & Lawler, 1992; Hoffman & Bateson, 1997; Grönroos, 2000). This was not noticed 
as a benefit neither by management or employees. But because the products are standardized, 
this quicker response is fairly high even without a higher level of empowerment. The aspect 
of good employee-customer interaction is another benefit described in theory (Bowen & 
Lawler, 1992; Hoffman & Bateson, 1997; Grönroos, 2000). Neither was this considered by 
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management nor employees. The situation of simple customer needs in LFN may prove that 
this is not a positive aspect that can be gained through increased empowerment.  
 
According to theory, employee satisfaction can be an outcome of empowerment (Bowen & 
Lawler, 1992; Long, 1996; Hoffman & Bateson, 1997; Greasley et al, 2005). This was another 
aspect not considered by the respondents. The employees described their situation as good as 
it was but still one of the employee respondents had larger empowerment than the rest. 
According to the employees they did not want any more responsibilities and this view was 
shared by management. New service ideas are a positive aspect of empowerment (Bowen & 
Lawler, 1992; Hoffman & Bateson, 1997; Kondo, 1997; Grönroos, 2000). Both management 
and employees felt that new service ideas was something positive and encouraged by 
management. This must clearly be an outcome that may improve with a higher degree of 
empowerment, although it was considered to improve by neither management nor employees.  
 
Theory describes customer satisfaction/recovery as an outcome of empowerment (Bowen & 
Lawler, 1992; Hoffman & Bateson, 1997; Lashley, 1999; Grönroos, 2000). Management did 
not consider this to be a positive outcome of increased empowerment, but the employees felt 
that they could easier handle problems if empowered more. This seems to be a valid positive 
outcome of empowerment. Increased employee efficiency is a positive aspect of 
empowerment according to theory (Long, 1996; Hoffman & Bateson, 1997; Greasley et al, 
2005). According to the empirical data, management felt that employees might increase their 
efficiency in selling short-term, but the overall result of this would be that costs would 
increase with too many discounts. This was also stated by the employees who indicate that the 
efficiency by the employees might not be a positive aspect in the long-run. Therefore the 
outcome of additional cross-selling and increased sales described in theory (Grönroos 
referred to in Rafiq & Ahmed, 1998a) would neither be a benefit of increased empowerment. 
More effective management is also described as a positive aspect of empowerment in theory 
(Long, 1996; Greasley et al, 2005). This was not considered by management but the 
employees suggested that this might be a benefit. The employees also suggested that 
management could feel threatened if employees would adopt more managerial tasks which 
could prevent the efficiency when compared to theory. 
 
In theory, the negative aspects of empowerment could be the higher labor costs (Bowen & 
Lawler, 1992; Hoffman & Bateson , 1997), slower/inconsistent service delivery (Bowen & 
Lawler, 1992; Hoffman & Bateson , 1997), bias behavior when treatment of the customer 
depends on who is working (Bowen & Lawler, 1992; Hoffman & Bateson , 1997; Martin & 
Adams, 1999), and bad decision making by the employee (Bowen & Lawler, 1992; Hoffman 
& Bateson , 1997). Higher labor costs were not considered by management or employees. 
Slower inconsistent service delivery and bad decision making by the employees was found as 
significant costs of empowerment according to both management and employees. Bias 
behavior was not clearly stated but management suggested that employees could treat the 
customers differently. Both employees and management felt that it would mainly be 
disadvantages with a high level of empowerment. 
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“In the modern world of business, it is useless to be a creative original thinker 
unless you can also sell what you create. Management cannot be expected to 
recognize a good idea unless it is presented to them by a good salesman.” 

David M. Ogilvy 
 
 
 
 

CHAPTER 7  
RESULTS AND RECOMMENDATIONS 

 
 

his chapter presents the results and recommendations of this study. The chapter begins 
with the findings concerning each research question. Then the purpose of the thesis is 

answered. Finally, recommendations are given to insurance companies concerned with 
consumer services and further research. 

 T
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7.1 Results 
To present the results of this study, the research questions and the purpose is answered. Each 
research question was analyzed in chapter six and this analysis has prompted the following 
answer to each research question. 

7.1.1 Answer to Research Question One 
Research question one was: how can the level of empowerment be described in a consumer 
service company? The question was analyzed from both the perspective of frontline personnel 
and management. According to the statements from employees and management, the level of 
empowerment in LFN is clearly level one, low empowerment as described in the theoretical 
frame of reference. Because of the simple products, simple customer needs, simple job 
assignments, low responsibility and the low need for education, LFN is clearly a low 
empowerment company. The company seemed to have very strict job descriptions that the 
employees were obliged to follow and the encouragement from management seemed to be 
low in forms of physical rewards. The employees’ responsibilities and authority could also be 
described as low. There was however a high amount of trust and extensive information 
sharing within the company which could indicate otherwise. But the analysis of the 
employees suggested low interest on their part to obtain this information. Management was 
positive to this large flow of information and stressed hard on the amount of meetings that 
were held just to inform the staff. This can be discussed as a way of encouraging the 
employees but without any more responsibilities within the company, it is easy to see the low 
interest from the employees.  
 
In the theoretical frame of reference the behavior and predictability of the employees was 
included as a factor for empowerment. This has not been seen in the empirical findings. The 
questions asked to the respondents in this study did not seem enough to give this information 
or the factors is simply not important in order to determine the empowerment level. Although 
the though of employee behavior would seem interesting, it was not necessary to investigate 
in order to describe the empowerment level in LFN. There was also a question of good 
personal qualities that was described as important in the empirical findings but not in theory. 
There could be as important to have good social skills as a good education. This will all 
depend on each company and situation. 

7.1.2 Answer to Research Question Two 
The second research question was: how can the factors affecting when to implement 
empowerment be described? By analyzing the different findings from management and 
employees, the answers from them were found to be fairly similar in this case too. The 
dimensions described in the theoretical frame of reference were closely examined against the 
employees and management. The management and employees competence dimensions both 
indicated that a higher level of empowerment would be appropriate. The simplicity in the 
products, the high predictable business environment and the low customer needs on the other 
hand brought down the total score. Combining low customer needs with simple products must 
make any empowerment, how possible it might seem, pretty useless, and therefore these 
factors might be considered more important. If the employees were empowered but could not 
use this empowerment in their work, this would mean that the efforts to maintain this level 
would be wasted. The results of which level of empowerment the company should implement 
is level one, low empowerment as it is described in the theoretical frame of reference. 
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The theories used in the theoretical frame of reference were very easy to spot in the empirical 
data collected and the situation was therefore easy to evaluate. Management and employees 
thought that high social skills were needed in the company and that every employee working 
in the sales department should have it. 
 
One question that arises from the analysis of research question two was if the need for 
empowerment could be widely different within one department. Will all employees need to be 
empowered or could the organization be a hybrid with empowerment to a few employees 
handling situations of higher complexity? 

7.1.3 Answer to Research Question Three 
The last research question was: how can the outcome of empowerment be described in a 
consumer service company? In this case there were a few differences between management 
and the employees. Management did not recognize any major positive outcomes of 
empowering the frontline personnel and the employees did not think management saw any 
either. The employees did however reason that management could become more efficient if 
the employees were empowered. Increasing empowerment would however bring more 
responsibilities which were thought of as negative by the employees. Management also 
conceived these negative aspects of empowering that would occur for the employees. Both 
positive and negative outcomes could be identified for LFN but they were not clearly 
described as they were in theory. Increased empowerment could mean that cross-selling 
would increase but both management and employees considered that they would only make 
bad decisions by given too many discounts. This was also considered to give inconsistency in 
the service to the customers. It was surprising to find out that the employees considered 
themselves to be bad decision makers. They actually believed that given more empowerment, 
they would give discounts to the customers only to increase their own sales and get more 
provision. This indicates that their motives, if empowered, would be only calculative, 
considering their own benefits before the company’s. The lack of tangible benefits in the 
company as described in the analysis under research question one, indicate that it can not be 
the tangible benefits that keep the employees with the firm. There must be a more informal 
way of encouraging the employees and therefore the speculation that the employees would be 
calculative in their motives when empowered seems ridiculous. There were not a lot of 
tangible benefits but the employees said they were satisfied. Neither management nor 
employees seem to feel that the employees are capable of achieving more.  

7.1.4 Answer to the Purpose of the Thesis 
The purpose of this study was “to gain better understanding of empowerment in the consumer 
service sector by comparing the perspective of mangers and frontline personnel”. All research 
questions that were derived from theory, in this study, have a very close connection with each 
other. The purpose was answered by the research questions and the following description of 
empowerment was derived from this study. 
 
As described in the prior parts of the result, LFN can be described to have a low level of 
empowerment and the most important dimensions seems to indicate that this is the appropriate 
level. The outcome of increasing empowerment in the department of tangible insurances 
would be costly, which is confirmed by both theory and empirical data. LFN can therefore be 
described as a company with strict rules for their employees but also a high level of trust and 
an atmosphere giving the employees moral motives for following the rules and feeling 
appreciated in the company. The customers are important to treat similarly and the products 
are simple which is why the level of individual authority must be low. The outcome of 
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increased empowerment would mean that the company will lose consistency in their service 
delivery and the decisions of the employees would bring negative consequences for the 
company. The situation at LFN can be described as ideal with its current products and 
customer needs, although the management and employee aspects would enable higher 
empowerment. The employees situation at LFN could be described as hard for ambitious 
people, since ideas are encourage but the involvement from the employees were otherwise 
very restricted. Being ambitious and not able to help implement new ideas will decrease 
motivation. The situation is however ideal for employees satisfied with their current situation, 
since they have a clear working situation that does not require them to take responsibilities 
beyond their ambition. 
 
The analysis showed that there were high amounts of trust and still low empowerment in the 
studied organization. The connection between trust and empowerment in theory is challenged 
by the empirical findings in this study. Trust has been studied before but the clear connection 
to empowerment is weaker than suggested in earlier studies. There were also extensive 
information between management and employees, yet the empowerment was proven to be 
low. In theory there is a connection between large amounts of information and high 
empowerment but the findings of this study challenges this connection.  

7.2 Recommendations 
By answering the research questions there are some aspects to consider for the company and 
further research. Below the possible implications are presented for the industry, the company 
studied and recommendations for further research. 

7.2.1 Managerial Implications 
First of all, it can be seen that the way LFN is handling empowerment would bring mostly 
benefits and that this is the appropriate level for insurances of tangibles. In this aspect we 
believe that LFN could be a model for other companies in this industry. Theory seems to 
indicate that the way LFN keeps strict rules but still manage to share information and 
encourage their employees without tangible benefits works to the best for this department.  
 
The benefits of increased empowerment could be that cross-selling increases for the other 
products of LFN. If the employees were empowered they could be trained to handle many 
other products within the company than just insurances of tangibles. This could improve the 
sales without the need for discounts to the customers and the increased responsibility could 
increase motivation for the employees to further take part in the company as a whole. 
Although research question two showed that the company does have an appropriate level of 
empowerment, the questions could be if this department could be more efficient if combined 
with the banking department. By training the employees to handle insurances and banking at 
the same time, the benefits of increased empowerment could be larger. While keeping the 
organization as it is today, increased empowerment would not bring additional benefits but if 
combining the departments of banking with insurances this would bring the more complex 
customer needs and more complex products into the spectra. Therefore the high possibilities 
indicated by management and employees for empowerment could be achieved. Increasing the 
resources and training of the employees would be costly but in the long run the operations 
could run more smoothly and increasing the customer satisfaction and possibilities for 
additional sales.  
 
This recommendation could although be hazardous since other departments have not been 
investigated and therefore a description of empowerment is not possible. The 
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recommendations for LFN must therefore be to keep up the good work and maybe try to 
investigate the possibility for additional organizational changes. These recommendations are 
for other companies that can be described similar as LFN in terms of their customers, product, 
business environment, employees and management. The recommendations are to implement 
the empowerment level described in LFN if they have a separate department for tangible 
insurances. Strict rules but still the encouragement from management seems to be the key 
ingredient for a successful level of empowerment.  

7.2.2 Implications for Further Research 
When studying empowerment to the frontline personnel in an insurance company, the image 
of the situation was clearly presented. The way of dividing the theoretical frame of reference 
between the questions was very difficult to do without intruding on the other areas. When 
looking at the structure of the thesis in retrospect, a more combined model for all the three 
research questions could have been useful and would decrease the need to separate these three 
theoretical areas in the same extent. 
 
The second model presented in the theoretical frame of reference did however present five 
easy to use dimensions to investigate. Further research confirming these dimensions to be the 
key factors when deciding a level of empowerment will be required. Theories concerning the 
final research question were dually noted as usable in this study. The empirical findings did 
not provide additional outcomes due to the analysis and therefore the theories presented in the 
theoretical frame of reference concerning the outcome of empowerment can be subject to 
further studies for confirmation. The description of these outcomes must however be 
examined to see if they can be simplified and therefore making the comparison with empirical 
data easier. We recommend further testing of the framework presented in this study in order 
to confirm its suitability. We can strongly recommend further research to provide an 
integrated model for level, dimensions and outcome of empowerment. Further research needs 
to investigate the possible outcomes that are not depending on particular industries within 
services, but to present possible outcomes of all services combined with different 
empowerment levels. This would present a complete tool for practical evaluation of 
empowerment in the service industry.  
 
Further we found that the model for employee behavior made by Martin and Adams (1999) 
was interesting and presented another aspect of empowerment, but to use this model to 
investigate employees was difficult and the results were weak in this area. Further research to 
confirm the practical usage of this model can be recommended. Behavior of employees is 
interesting but it might not be necessary for determining empowerment due to the lack of 
empirical findings. 
 
When studying the area of empowerment the education of the employees was deemed to be 
significant. The empirical findings however did recognize the social capabilities as more 
important. The recommendations for further research can therefore include this as an 
imperative factor when researching empowerment. The empirical data also showed that 
management thought that employees who were given empowerment would feel insecure. This 
was not discussed in theory and this statement by management should therefore be further 
studied to confirm or reject the finding. Theory further claimed that simple tasks existed in 
level 0-2 of empowerment. The question is whether the tasks really are simple in medium 
empowerment situations? This study can neither confirm nor reject this to be correct and 
therefore further studies are recommended. 
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APPENDIX A  
INTERVIEW GUIDE: MANAGEMENT VERSION 

A1 – Swedish Version 
Denna intervju görs av Peter Fjällborg och Patrik Heckscher på Luleå Tekniska Universitet. 
Syftet med vår studie är att få en förståelse för hur befogenheter till personalen kan beskrivas 
för ett företag i tjänstesektorn. Vår förhoppning är att kunna utveckla en djupare insikt i hur 
företag hanterar befogenheter bland sin personal. Intervjun beräknas ta 1-1,5 timme. Vi tackar 
på förhand för er medverkan! 
 
Grundfakta 
 
Namn: 
 
Befattning/ position: 
 
 
 
Bakgrund (utbildning & Erfarenhet): 
 
 
 

År i företaget: 
 
År i nuvarande befattning: 
 
Bakgrundinformation 

• Hur många anställda har företaget på sitt kontor i Luleå? 

• Vilken typ av verksamhet bedriver ert företag? 

• Hur många arbetar mot privata kunder? 

• Vilka produkter tillhandahåller företaget till sina privata kunder? 

• Vilka avdelningar existerar som har ett direkt samband med den privata kundmarknaden? 

• Vilken typ av lön har de anställda under dig? 

o Månadslön, timlön eller provision? 

 

How Can the Level of Empowerment be Described in a Consumer Service 
Company? 

• Hur skulle du beskriva arbetsuppgifterna för personalen som arbetar med dig som 

chef? 

o Enkla eller komplexa? Svårighetsgrad? 

• Hur informerar du din personal? 
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o Hur mycket, vad, på vilket sätt delar du med dig av informationen? 

• Hur beskriver du de privata kundernas behov? 

o Vill kunderna ha enkla standardprodukter eller mer komplexa specifika 

lösningar?  

o Rena transaktioner eller mer relationsorienterade behov 

• Hur mycket befogenhet anser du att personalen behöver för att utföra sina 

arbetsuppgifter och hantera kundproblem? 

o Vilket ansvar har de anställda? 

o Beror befogenheten på arbetsuppgifterna? 

o Hur mycket kan de agera själva utan att kontakta dig? 

o Hanteras kundproblem främst av anställda, chefer eller finns en gemensam 

problemlösning? 

o Vid brådskande kundproblem, kan personalen lösa dessa på egen hand? 

o Finns formella vägar att gå för att lösa kundproblem? 

o Finns det ett standardiserat system för att lösa kundproblem eller utvecklas 

unika lösningar varje gång? 

o Finns det möjlighet för personalen att vara kreativ i sitt möte med kunden? 

o Vilka beslut kan de anställda som jobbar med kundkontakter fatta? 

• Hur följer du upp dina anställda? 

o Kontroll, styrning och ledarskapsstil? 

• Belönas de anställda på något sätt förutom i form av lön? 

o Belöningsprogram, förmåner? 

 

How Can the Factors Affecting When to Implement Empowerment be 
Described? 

• När företaget rekryterar ny personal till din avdelning, vilka egenskaper är viktiga? 

o Kunskap om branschen 

o Kundmedvetenhet (attityd i mötet med kunden) 

o Kommunikativ förmåga 

o Förmåga att presentera information 

o Samarbetsförmåga (förmåga att arbeta i grupp) 

• Genomgår personalen någon form av utbildning för sina arbetsuppgifter? 

o Internt 

o Hur ofta (varje år) 
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• Vilka resurser finns tillgängliga för personalen? 

o Ekonomiska, stöd från chefer/avdelningar 

• De anställda du är ansvarig för, befinner de sig på samma ort? 

• Om du generaliserar, hur skulle du beskriva initiativförmågan och den sociala 

förmågan hos de anställda? 

• Hur omfattande är kontakten med privatkunderna? 

o Köp över flera år eller ett köp? 

o Hur komplext är kontakten med kunderna? 

o Finns ett värde i denna kontakt som förbättrar tjänsten för kunden? 

• Vad tror du kunden värderar mest när de köper era produkter? 

o Hur viktig tror du att kvaliteten i servicen är för kunderna? 

o Hur viktigt är det med snabba leveranser för kunderna? 

o Hur vill du beskriva dina produkter, som kundanpassade eller standardiserade? 

o Ligger fokus på leveransen av produkten eller på produkten i sig? 

• Är produkterna komplexa eller enkla att använda? 

o Varierar produkten från kund till kund? 

o Hur komplext är köpet för den anställde respektive kunden 

o Många långa procedurer eller en kort enkel process? 

• Går det att förutse händelser och problem vid köp av era produkter? 

o Är kundernas problem likartade eller vitt skilda från varandra? 

o Om ett problem skulle uppstå, hur agerar företaget för att hantera detta? 

o Beskriv bästa och sämsta möjliga resultat av detta? 

• När företagets personal möter privatkunder i ett specifikt ärende, finns det utrymme/ 

uppmuntran för dem att erbjuda kunderna företagets övriga produkter? 

o Finns möjlighet till utökad försäljning? 

 

How can the Outcome of Empowerment be Described in a Consumer 
Service Company? 

• Vilka fördelar tror du att vidare befogenheter (beslutsrätt) till personalen skulle 

medföra? 

• Vilka risker ser du med att öka personalens befogenheter? 

• Vilka för-, respektive nackdelar tror du att personalen ser med detta? 
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A2 – English Version 
This interview is conducted by Peter Fjällborg and Patrik Heckscher at Luleå University of 
Technology. The purpose of this thesis is to gain better understanding of empowerment in the 
consumer service sector by comparing the perspective of mangers and frontline personnel. 
The interview will take approximately 1 to 1.5 hours. We thank you in advance for your 
participation! 
 
Basic Facts 
 
Name: 
 
Position: 
 
 
Background (Education & Experience): 
 
 
 

Years in the company: 
 
Years in present position: 
 
Background Information 

• How many employees have the company at the office in Luleå? 

• What kind of business is the company involved in? 

• How many employees are working towards the private customers? 

• What products does the company provide to the private customers? 

• What departments exist in connection with the private customer market? 

• What kind of salary do your employees have? 

o Monthly, per hour or provision? 

 

How Can the Level of Empowerment be Described in a Consumer Service 
Company? 

• How would you describe the job assignment of the employees working with you as 

their closest superior manager? 

o Simple or complex? Level of difficulty? 

• How do you inform your personal? 

o How much, what kind and how do you share information? 

• How can you describe the needs of the private customers? 

o Do the customers want simple standardized products or more complex specific 

solutions? 
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o Pure transactions or more relationship oriented needs? 

• How much empowerment do you think the employees need for their work and to 

handle customer problems? 

o Responsibility of the employees? 

o Does the empowerment depend on the work assignment? 

o How much can the employees act without consulting you? 

o Is customer problems handled by employees, managers or is there a joint 

problem solution? 

o Can the personnel solve urgent problems by themselves? 

o Are there formal ways of solving customer problems? 

o Are there standardized systems for solving customer problems or are unique 

solutions developed each time? 

o Are there opportunities for the personnel to be creative in their meeting with the 

customers? 

o What decisions can the employees make when working with customer contact? 

• How do you follow-up your employees? 

o Control, supervision and leadership style? 

• Do the employees get rewarded with anything besides salary? 

o Reward programs, benefits? 

 

How Can the Factors Affecting When to Implement Empowerment be 
Described? 

• When the company recruits new personnel to your department, which qualities are 

important? 

o Knowledge about the industry? 

o Attitude towards customers? 

o Ability to communicate? 

o Ability to present information? 

o Ability to cooperate?  

• Do the employees have any additional training to handle their work assignments? 

o Internally? 

o How often (yearly)? 

• What resources are available to the employees? 

o Economical, support from management/departments? 
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• Are your employees situated in the same town as you? 

• If you generalize, can you describe the initiative and social skills of the employees? 

• How extensive is the contact between the private customers and the employees? 

o Rebuy’s over several years or single purchase?  

o How complex is the contact with the customers? 

o Is there a value in this contact that improves the service for the customer? 

• What do you think the customers value the most when buying the company products? 

o How important do you think the quality of the service is to the customer? 

o How important is fast deliveries to the customer? 

o How would you describe your products; customized or standardized? 

o Is the focus on the delivery or the product itself? 

• Are the products complex or easy to use? 

o Are there variations in the product offered to different customers? 

o How complex is the buy for the employee and the customer? 

o Many long procedures or a short simple process? 

• Is it possible to predict events and problems when buying your products? 

o Are the customer problems similar or widely different from each other?  

o If a problem should arise, how would the company handle it? 

o Describe the best and worse result of this? 

• When the company employees meet the private customers in a specific errand, is there 

room/encouragement for them to offer the customer additional company products? 

o Are there possibilities for additional sales? 

 

How can the Outcome of Empowerment be Described in a Consumer 
Service Company? 
 

• What benefits do you think additional empowerment to the employees would bring? 

• What do you think is the risks with increasing employee empowerment? 

• What benefits or risks do you think the employees see with empowerment? 
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APPENDIX B  
INTERVIEW GUIDE: EMPLOYEE VERSION 

B1 – Swedish Version 
Denna intervju görs av Peter Fjällborg och Patrik Heckscher på Luleå Tekniska Universitet. 
Syftet med vår studie är att få en förståelse för hur befogenheter till personalen kan beskrivas 
för ett företag i tjänstesektorn. Vår förhoppning är att kunna utveckla en djupare insikt i hur 
företag hanterar befogenheter bland sin personal. Intervjuerna beräknas ta en timme styck. Vi 
tackar på förhand för er medverkan! 
 
Grundfakta 
 
Namn: 
 
Befattning/ position: 
 
 
 
Bakgrund (utbildning & Erfarenhet): 
 
 
 

År i företaget: 
 
År i nuvarande befattning: 
 
How Can the Level of Empowerment be Described in a Consumer Service 
Company? 

• Hur skulle du vilja beskriva dina arbetsuppgifter? 

o Komplexa, enkla, svårighetsgrad? 

• Hur ser du på informationen du får från din närmaste chef? 

o För mycket, för lite, vad och hur? 

• Hur beskriver du de privata kundernas behov? 

o Vill kunderna ha enkla standardprodukter eller mer komplexa specifika 

lösningar?  

o Rena transaktioner eller mer relationsorienterade behov 

• Hur mycket befogenhet anser du att du behöver för att utföra dina arbetsuppgifter och 

hantera kundproblem? 

o Vilket ansvar har du? 

o Beror befogenheten på arbetsuppgifterna? 

  VII



 
INTERVIEW GUIDE: EMPLOYEE VERSION  APPENDIX B 

o Hur mycket kan du agera själv utan att kontakta chefen? 

o Hanteras kundproblem främst av anställda, chefer eller finns en gemensam 

problemlösning? 

o Vid brådskande problem, kan du lösa dessa på egen hand?  

o Finns formella vägar att gå för att lösa kundproblem? 

o Finns det ett standardiserat system för att lösa kundproblem eller utvecklas 

unika lösningar varje gång? 

o Finns det möjlighet att vara kreativ i ditt möte med kunden? 

o Vilka beslut kan du göra? 

• Hur skulle du beskriva din chefs uppföljning av dina arbetsuppgifter? 

o Ledarskapsstil, kontroll, styrning? 

• Känner du att du får rätt uppskattning? 

o Belöningsprogram, förmåner, uppmuntran? 

 

How Can the Factors Affecting When to Implement Empowerment be 
Described? 

• Hur skulle du vilja beskriva dina egenskaper innan du började arbeta på företaget? 

o Kunskap om branschen 

o Kundmedvetenhet (attityd i mötet med kunden) 

o Kommunikativ förmåga 

o Förmåga att presentera information 

o Samarbetsförmåga (förmåga att arbeta i grupp) 

• Har dina förmågor utvecklats sedan du började arbeta på företaget? 

o Har du genomgått några internutbildningar eller liknande? (hur många, hur 

ofta?) 

• Använder du några resurser i dina arbetsuppgifter? 

o Ekonomiska, stöd från chefer/avdelningar? 

• Beskriv ditt ansvar i företaget? 

• Beskriv din initiativförmåga och din sociala förmåga? 

• Hur länge brukar du vanligen ha kontakt med dina kunder? 

o Köp över flera år eller ett köp? 

o Hur komplext är kontakten med kunderna? 

o Känner du igen kunderna vid återbesök? 

o Anser du att du skapar ett mervärde för kunden i och med denna kontakt? 
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• Vad anser du kunden värderar mest när de köper era produkter? 

o Hur viktig tror du att kvaliteten i servicen är för kunderna? 

o Är det viktigt med snabba leveranser för kunderna? 

o Hur beskriver du företagets produkter: som kundanpassade eller standardise-

rade? 

o Ligger fokus på leveransen av produkten eller på produkten i sig? 

• Är produkterna komplexa eller enkla att använda? 

o Hur komplext är köpet för den anställde respektive kunden 

o Många långa procedurer eller en kort enkel process? 

o Varierar produkten från kund till kund? 

• Går det att förutse händelser och problem vid köp av era produkter? 

o Är kundernas problem likartade eller vitt skilda från varandra? 

o Om ett kundproblem skulle uppstå, hur agerar företaget för att hantera detta? 

o Beskriv bästa och sämsta möjliga resultat av detta? 

• När du möter privatkunder i ett specifikt ärende, brukar detta leda till utökad 

försäljning? 

 

How can the Outcome of Empowerment be Described in a Consumer 
Service Company? 

• Vilka fördelar tror du att vidare befogenheter (beslutanderätt) skulle medföra för dig? 

o Skulle du välkomna ytterliggare befogenheter, är du nöjd med din situation 

idag? 

• Ser du några risker med ökade befogenheter? 

• Vilka för-, respektive nackdelar tror du att chefen ser med detta? 
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B2 – English Version 
This interview is conducted by Peter Fjällborg and Patrik Heckscher at Luleå University of 
Technology. The purpose of this thesis is to gain better understanding of empowerment in the 
consumer service sector by comparing the perspective of mangers and frontline personnel. 
The interviews will take approximately one hour each. We thank you in advance for your 
participation! 
 
Basic Facts 
 
Name: 
 
Position: 
 
 
Background (Education & Experience): 
 
 
 

Years in the company: 
 
Years in present position: 
 
How Can the Level of Empowerment be Described in a Consumer Service 
Company? 

• How would you like to describe your job assignments? 

o Complex or simple, degree of difficulty? 

• How do you look at the information you get from your closest manager? 

o Too much, too little, what kind and how? 

• How would you describe the private customer’s need? 

o Do the customers want simple standardized products or more complex specific 

solutions? 

o Pure transactions or more relationship oriented needs? 

• How much empowerment, in your point of view, do you need in your job and to 

handle customer problems? 

o What responsibilities do you have? 

o Does the empowerment depend on the work assignment? 

o How much can you act without consulting your superior? 

o Is customer problems handled by employees, managers or is there a joint 

problem solution? 

o Can you solve urgent problems by yourself? 
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o Are there formal ways of solving customer problems? 

o Are there standardized systems for solving customer problems or are unique 

solutions developed each time? 

o Are there opportunities you to be creative in your meeting with the customers? 

o What decisions can the you make when working with customer contacts? 

• How would you describe you closest manager’s follow-up with your job assignments? 

o Control, supervision and leadership style? 

• Do you feel you get the right appreciation? 

o Reward programs, benefits, encouragement? 

 

How Can the Factors Affecting When to Implement Empowerment be 
Described? 

• How would you describe your personal abilities before you started your job at the 

company? 

o Knowledge about the industry? 

o Attitude towards customers? 

o Ability to communicate? 

o Ability to present information? 

o Ability to cooperate? 

• Have your abilities been developed since you started working with the company? 

o Have you participated in any internal education programs or similar? (How 

many, how often?) 

• Do you use any resources available when completing your assignments? 

o Economical, support from management/departments? 

• Describe your responsibility to the company? 

• Describe your power of initiative and your social abilities? 

• How long do you usually have contact with your customers? 

o Rebuy’s over several years or single purchase?  

o How complex is the contact with the customers? 

o Do you recognize the customers when they revisit? 

o Is there a value in this contact that improves the service for the customer? 

• What do you think customers value the most when buying products from your 

company? 

o How important do you think the quality of the service is to the customer? 
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o How important is fast deliveries to the customer? 

o How would you describe your products; customized or standardized? 

o Is the focus on the delivery or the product itself? 

• Are the products complex or simple to use? 

o How complex is the buy for the employee and the customer? 

o Many long procedures or a short simple process? 

o Are there variations in the product offered to different customers? 

• Is it possible to predict events and problems when buying your products? 

o Are the customer problems similar or widely different from each other?  

o If a problem should arise, how would the company handle it? 

o Describe the best and worse result of this? 

• When you are meeting private customers in a specific errand, does it usually leads to 

additional selling? 

 

How can the Outcome of Empowerment be Described in a Consumer 
Service Company? 

• What advantages do you think more empowerment would mean to you in your job? 

o Would you appreciate additional empowerment or are you satisfied with your 

present situation? 

• Do you see any risks with additional empowerment? 

• What advantages and disadvantages do you think your closest manager would see with 

you having additional empowerment? 
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APPENDIX C   
HANDOUTS BEFORE INTERVIEW 

C1 – Swedish Version 
Denna intervju görs av Peter Fjällborg och Patrik Heckscher på Luleå Tekniska Universitet. 
Syftet med vår studie är att få en förståelse för hur befogenheter till personalen kan beskrivas 
för ett företag i tjänstesektorn. Vår förhoppning är att kunna utveckla en djupare insikt i hur 
företag kan hanterar befogenheter bland sin personal. Denna studie görs som en 
magisteruppsats i marknadsföring. Till denna studie behöver vi göra 3 intervjuer med 
anställda som arbetar i nära kontakt med era privata kunder, samt deras närmaste chef. 
Intervjuerna beräknas ta en och en halv timme med chef och en timme per intervju med 
övriga. 
 
Vi tackar på förhand för er medverkan och ser framemot en intressant inblick i 
Länsförsäkringar Norrbotten. 
  
Följande områden kommer vi att beröra under intervjuerna 
 

• Personalens roll och arbetsuppgifter i företaget 

• Företagets produkter 

• De anställdas interaktion med kunderna 

• Samarbetet mellan ledning och personal 

• Personalens befogenheter i mötet med privatkunden 

• Personalens utbildning, erfarenheter och kompetenser 

• Personalens hantering av kundproblem 
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C2 – English Version 
This interview is conducted by Peter Fjällborg and Patrik Heckscher at Luleå University of 
Technology. The purpose of this thesis is to gain better understanding of empowerment in the 
consumer service sector by comparing the perspective of mangers and frontline personnel. 
This study is made as a master’s thesis in marketing. For this study we need to conduct three 
interviews with employees working in close contact with your private customers, and also 
their closest superior. The interviews will take approximately one and a half hours with the 
superior manager and one hour each with the employees. 
 
We thank you in advance for your participation and are looking forward to an interesting 
insight to Länsförsäkringar Norrbotten. 
   
The following areas will be handled during the interviews: 
 

• The role and the work assignments of the employees in the company 

• The company products 

• The employees’ interaction with the customers 

• The cooperation between management and personnel 

• The empowerment of the employees in their meeting with the private customers 

• The education, experience and competence of the employees 

• The handling of customer problems by the employees 
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