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Introduction:

The word empowerment is the buzzword in today's busi-
ness world. Empowerment is considered as a tool for cur-
ing the employees issue like powerlessness and burnout
as well as the organizational issues like attaining the effec-
tiveness and fads. For the above reason many managers
adopted empowerment concept for their organization and
put into practice (Umiker 1992). “Empowerment is telling
the people what you want from them, giving them the
tools to do it, and leaving them alone” moreover it allows
management taking charge in setting the tasks, determine
the relevant tools and people who will be involved and
acting as a initiative for communication in management’s
hand (Cohen, 1993). By the way, the organization as well
as the individual is benefited with the increased productiv-
ity, enthusiasm, morale and creativity; products and servic-
es with high quality; improvement in teamwork, customer
service and competitive position; augment with speed and
responsiveness; adapting organizational changes and re-
structuring. (Umiker, 1992), (Conger, 1988), (Shelton, 1991),
(Brown, 1992), (Von Dran, 1996).

Methodology:

The methodology delineates the screening methodology
employed. First, the keywords are decided to be used in
this study .The search was based on all possible combina-
tions between two types of keywords such as empower-
ment and employee empowerment. The study employed
own library resources and downloaded the articles from
most well-known academic data bases Academic Search
Premier (EBSCO), Emerald Journals (Emerald), ISI Web
of Knowledge (Cross search), JSTOR Business and NBER
Working Papers),Sage Publications , e-library , and pro-
quest for thesis aggregated the results into a single list. In
this search, the authors considered articles, books & thesis
that had a management focus. Articles dealing specifically
with technology were not included in list. Lastly, Article
were read and selected those that could provide any in-
sight to the research questions that were mentioned, i.e.
Systematic review on articles that reviewed with different
outcomes. After this, only 35 articles and 7 book resourc-
es remained and finalized. The following sections analyse
these papers in detail. The information recasted into a dif-
ferent arrangement and developed knowledge that was
not apparent from reading the individual papers in isola-
tion.

Approaches to empowerment:

Empowerment is not considered as a single unified enti-
ty as it is involved with variety of management concepts.
However, it is coherent with the assumptions of employees
and employers. It has the scope to cover the concept from
mechanistic (macro) to the more organic (micro) (Wilkinson
1998). Over the last two decades, empowerment is consid-

ered as with two perspectives. The former one is consid-
ered as macro, it focused on the organizational level and
the second one as micro, and it focused on the individual
level (Spreitzer, 2008). Empowerment is mainly measured
by two constructs. One is psychological empowerment
construct it has gained much attention from researchers in
many business fields (Thomas and Velthouse, 1990; Spre-
itzer, 1995). The other construct is empowerment climate,
which focuses on work environment (Kanter 1997, Spreitzer
1995, Scott and Seibert & Randolph 2004, Russsel el al
2003, Alan Randolph and Kemery 2011, Ruta Kazlauskaite
et al 2012, Meyerson & Kline 2008).

Macro level:

The macro level approach to empowerment is focusing on
how the organization structure and culture affects sharing
of power (Potterfield & Thomas). It is also agreed as rela-
tional or structural approach. On considering the organiza-
tion as a subject, how it should be structured and how the
organizational culture should be designed to develop the
empowered employees is termed as macro level approach.
The relational approach is also based on the management
practices of the organization. It is consists of delegation
of power and decision making authority (Menon, 2001).
Organizational structure is being considered for empow-
erment when the sharing of information and rewards, en-
couraging shared vision, adjusting to external reality, cop-
ing with change are included. (Potterfield, Thomas).

Micro level:

The Micro level approach is focused on individual level
only. This perspective referred to individual feeling as a
sense of control related to their work (Spreitzer 2008). It
also called as psychological approach as it deals with mo-
tivation and it is a tool for increasing the self efficacy of an
individual in the organization by reducing the situation of
powerlessness. (Thomas & Velthouse 1990).

Objectives of the study:
e Theoretical Review on constructing the variables and
outcomes of psychological empowerment.

Psychological Empowerment:

In this study, the psychological empowerment is based on
the contributions of three authors those are Conger and
Kanungo, Thomas and Velthouse and Spreitzer.

Motivational Model:

The psychological empowerment is defined to be a mo-
tivational process by Conger and Kanungo in 1988. They
defined “empowerment as a process of enhancing the
feeling of self-efficacy among organizational members

INDIAN JOURNAL OF APPLIED RESEARCH = 215



RESEARCH PAPER

through the identification of conditions that foster the
powerlessness and through their removal by both formal
organizational practices and informal techniques of provid-
ing efficacy information”. They promoted the term em-
powerment in a vital way to get recognized among work-
ers. They proposed the empowerment in a process from
where the empowerment state has induced and leading to
employee behavioral changes. They gave 5 stages in em-
powerment process is conceived by the two approaches
Bandura’s Self-Efficacy (1986) and Lawler's Self-Expectancy
(1973) .Those are as follows:

Table 1. Stages in Empowerment

STAGE |Find out the external factors that foster the pow-
1 erlessness among subordinates

STAGE |Using the managerial strategies and techniques to
2 remove the conditions of powerlessness

gTAGE Providing the information of self-efficacy.

ZTAGE Feeling empowered

ETAGE Changing behavior and attitude.

The authors attempted this work to conceptualize the em-
powerment and they did not give any empirical work on
testing the antecedents of powerlessness and the out-
comes (Conger and Kanungo 1988).

Cognitive Model:

After the conceptualizing of empowerment, Thomas and
Velthouse 1990 developed a model further based on the
conger and kanungo’s work. Here the author emphasized
those cognitive variables that determine the motivation.
The cognitive variable called as task assessments. The au-
thors improved the conger and kanungo process by three
ways:

e The concept of empowerment identified by a type of
motivation called intrinsic task motivation.
e They specified a set of task assessments that produce
this intrinsic motivation.
e Personal self efficacy that is viewed here as individual
judgments that influenced the task assessments.
The core of the model is considered with the three ele-
ments those are environmental events, task assessments
and behavior. Environmental events are asserted with on-
going and future behavior about the conditions and rele-
vant events. The task assessment is consisted with impact,
competence, meaningfulness and choice. In turn, the task
assessments induce the individual behavior. Further, they
added the two elements, which are supposed to measure
the task assessments by through the construing of environ-
mental events. Those are global assessments and interpre-
tive styles (attributing, evaluating, envisioning). Therefore,
individuals work setting and the personality characteristics
shape the cognitions of empowerment, which in turn moti-
vate the individual behavior.
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Table 2.Cognitive model comprising factors.

Element 1 Ongoing
Environment Event.

Future

Impact
% Competence
Task Assessment: Meaningfulness
ET Choice

Element 2

Element 3
Activity
Concentration

Behavio Initiative

Flexibility

Element 4 Impact

/ Competence

Global Assessments—— Meanngfulness

Choice

Element 3
/ Attributing

Interpretive Styles 7~ Evaluating
\ Envisioning

Interventions.

Element 6

The very most feature of this model is that the interpretive
styles which acting as a causal variable that shaping the
empowerment of individual as well as the global. (Thomas
& Velthouse 1990).

A Partial Nomological Network

After the work of conger and Kanungo (1988), Thomas,
and Velthouse (1990), Spreitzer combined the four di-
mensions meaning, competence, self-determination and
impact, which is derived to develop an overall, construct
of psychological empowerment. As quoted by the above
authors, the concept of self-efficacy can't be measured
with single construct. The four dimensions are considered
as adequate to measure the psychological empowerment.
By this, Spretizer developed a nomological network which
work-based measure comprised the psychological em-
powerment. This study is regarding the initial step toward
developing and validating a multidimensional measure of
psychological empowerment. The study comprised as
gestalt of empowerment that emphasized personality and
work context variables, which shaped the psychological
empowerment with some other individual outcomes. This
study provided the construct validity for psychological em-
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powerment. (Spreitzer 1995).

In summary the empowerment is considered as a feel-
ing of self efficacy, which is induced by finding the envi-
ronment that encourage the employees to be felt as less
power and providing the formal managerial strategies
and informal information about self efficacy . Therefore,
encouraging self efficacy is confirmed as the intrinsic mo-
tivation that is defined with the set of task assessments,
environmental variables and interpretive styles. Hence
motivation is manifested with cognitive variables such as
meaning, competence, self-determination and impact.
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Meaning refers to a sense of purpose. The experience of
employees on job that their job having value or impor-
tant one (Spreitzer 1995). Employees caring about their
job whether the goal of work activities is congruent with
their own value system own ideals and standards (Quinn &
Spreitzer, 1997). Thus, meaning reflects, “the value of the
task goal or purpose, judged in relation to the individual's
own ideals and standards” (Thomas and Velthouse, 1990,
p. 672). In other words, it is considered that similarity of in-
dividuals belief's and value of the organization. Therefore,
the sense of meaningfulness is created when the employ-
ee's task counts are judged against value system (Hackman
and Oldham 1980).

Self-determination refers to employee’s perception on the
autonomy in the initiation and continuation of work be-
havior and processes. It involves causal responsibility for
a person’s actions (Deci et al 1989). In other words, it is
the independence in beginning and continuance of work
(Spreitzer 1995). When the individuals with a sense of self
determination perceive themselves as ‘origins ‘rather than
‘pawns ‘in the determination of specifications and behav-
iors (DeCharms 1968) . Self-determination also replicates a
sense of personal control, defined as “an individual’s be-
liefs, at a given point in time, in his or her ability to ef-
fect a change, in desired direction, on the environment”
(Greenberger and Strasser, 1986, p. 165).

Competence is the employee’s belief in his or her capac-
ity to perform based on their skill (Thomas and Velthouse
1990). It is also refers to the knowledge of the individual
to perform particular task. Therefore, it is an analogous to
self-efficacy as it reflects a sense of personal mastery of
one’s tasks (Bandura’s 1977). Competence is defined as
“an individual’s conviction
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that he or she can successfully execute desired behavior
"(Bandura, 1982).

Impact reflects the degree to which an employee can in-
fluence strategic, administrative or operating outcomes
at work (spreitzer 1997). In other words, it is a sense of
progression towards a goal or a belief that their actions
are influencing. (Ashforth, 1989). It therefore reflects the
perceived behavior that as making a difference within the
work environment (Thomas and Velthouse, 1990).

Theoretical review and Outcomes of Psychological Em-

powerment
Table 3:
Design/
Source Purpose mg;@?d_ PE Outcomes
approach
Investigate the |412 em- Psychological
effect of per-  |ployees |\, 1 lempower-
Jaleh ceived person- |of ran | = |ment is posi-
1 |Ferzaneh et |environment fit |North- Vari. tively acted as
al,2014 on organization-|east Gas | |a moderator
al citizen ship  |transfer on the rela-
behavior. company. tionship.
Organization-
al identifica-
: tion and work
ing effects has positive
ofemployee | e
erceptions on A h
) gsychglogical employ- |Medi- [psychological
Zeynep Ok- EmpDOWer: eesin  |ating |empow-
tug, 2013 meﬁt on the different |vari-  |erment.
relationship of working |able Therefore,
organizational sectors it pglftla||y h
identifica- mediates the
tion and work relationship of
enaacement organizational
929 ’ identification
and work
engagement.
Clarifying
the role of 280 | Ind Psvchological
psychological |eMPIoY- |inde- | Psychologica

ees from |pend- |empow-

3 Fahad Malik |em owerment' selected |ent erment

etal,2013 igm;r;ggztees telecom |vari-  |enhances
with the organi- sector of |able | commitment.
Tation Pakistan.
i Transforma-
Analyzing the tional leader-

empowerment
mediating the 200 man-

: - agers ating
relationship of o?large Vari-  |vision in life

Medi- |ship enhances
the follower's

4 Parminder transformational ? o
kaur,2013 leadershio and | ©792niza- |able and positive
follower’spvision tion in self-esteem
in life and posi- India gg\?vr;rfnngnt in
tive self esteem. mediating,
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Employee
participa-
tion, training
Investigating {249 em- development,
the impact of  |ployees organizational
antecedents working |De- |culture, incen-
Zahrani et |Of supporting  |at Jor- |pend- |tives, leader-
8 |32012 organizational |danian |ent |[ship pattern
’ innovation on  |& Saudi |vari-  [& team
constructs of  |industrial [able  |work are
psychological  |corpora- significantly
empowerment  |tions. related to the
psychological
empower-
ment.
Determine the
casual relations
between organi-
zatio}r:al justicle,
sychologica .
Empowermen, Poychologia
gcr,grs%'izt?ntlggf I 378 uni- |Inde-  |ment directly
9 |Sajdetal, |job satisfaction vgrsmes pend- anld pé)&t]Vﬁ ly
2011 and organiza- | S0uc ent jreated wit
tional citizenship tional  |vari-  |job satisfac-
behavior by experts |able |tionand
examining organ|_ztat|ont
the mediat- commitment.
ing role of job
satisfaction and
organizational
commitment.
Affective job
insecurity
had a main
effect on 3
dimensions of
psychological
empow-
Examine the 442 em- erment
gelationship ployees |, o ﬁzr;ﬂrﬁﬁ;eg(ce,
etween in a govt :
10 Stander et |psychological |and a gﬁtnd— quﬁ?)egé
al,2010 empowerment, |manu- |°o o (o pa gment
job insecurity  |facturing able Thgre%ore ’
and employee |organiza- psychologiical
engagement.  |[tion. empower-
ment inter-
acted with
affective job
insecurity to
affect employ-
ee engage-
ment.
Transfor-
mational
leadership I
was positivel
Find out the 2|30 em- relatSd to fo%—l
consistency in gfoayeGeé vt lower innova-
transactional tive behavior
and transforma- angtehncy Mod-  |only when
11 |Anne et tional leadership INetl'i erating |psychological
al,2009 with innovative land vari-  [empower-
behavior when |€M2"%° lable  [ment is high.
psychological .Cnomr:'nl: However,
empowerment ltis%ur:e transactional
moderates. ratings leadership
9s- was negative-
ly related to
under these
conditions.

Organization-
al Empow-
erment is
significantly
Clarifying the related to
meaning of Psychologjical
empowerment empower-
an ﬁeterlmin— Survey of ment.
ing the role in - {211 cus- .
HRM Practices |tomer-  |Direct Ef%/chologlcal
Ruta (Organizational |contact |and ] meer)to ;vcteing
Kazlauskaite empowerment)- |employ- | medi- as a mediat-
Performance  |ees at 30 [ating  |;
etal, 2012. . ing factor
outcomes upscale |vari- (along with
(Psychological  |hotels in |able. affec‘gve com-
empowerment, |Lithu- mitment) for
Job satisfac- ania. ttment) 1o
tion & affective organizational
commitment) empowe(;—
linkage. ment an
customer-
oriented
behavior.
Moral
Leadership is
significantly
related to
psychological
empower-
ment facets.
Whereas me-
diation results
Examine the Self ;P:owed tlhat,
mediating role |report Ie: dr:rzl:a is
of proce: ;ral st}Jcr\Z/ey ot relatlepdl
justice an of 241 )
interactional subordi- De—d to mi)a:mn '
Chenwei et |justice on nates at pe? - |mpa tan
al,2012 the relation- clothing {e/nri— \f\,%mrﬁ) © re nce_
ship of moral  |compa- gl d el P ?ce
leadership and [niesin  [7'¢ | qrat JLQS |ced
4 facets of southern :itm {ﬁ uce )
Psychological ~ |mainland i 0 the equa
empowerment |china on.
The moral
leadership is
not related to
self-determi-
nation when
the interac-
tional justice
is introduced
into the equa-
tion.
700
employ-
) ees at
!tﬂ\éeisrggztc?c of different Through
organizational levels of empo""ﬁr‘
Linjuan Rita |leadership style OSIIONS | 1. {nen'gc, the
Men & Don |and employee C;om ating translcirmda-
W.Stacks, |empowerment 'Vekrse vari- ﬁna ea_\t'er—l
2012 on employees’ works ¢ able Sf'f’ p05|d|vehy
erception of units o intluencec the
grganizational a fortune organizational
reputation 500 reputation.
’ company
in the
USA.
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Empower-
ment has
a strong
positive rela-
tionship with
Examine the (1723 employee
P outcomes
individual employ- such as
responses to  |ees at . |organizational
Marcus HIWP while 21 retail |Medi- cormmite
12 |M Butts et focusing on the |centers  |ating ment. ‘b
; possible inter-  [located  |vari- ‘)
al, 2009 y ; performance
vening role of  |in south- |able End iob stress
empowerment |eastern wherJ1 POS is
and moderating |United high rather
effect of POS ~ |states. than low. It
also mediates
the relation-
ship of HIWP
and other
outcomes.
Find out the Locus of
influencin 319 control, job
factors of locus  [frontline characteristics
of control, job  [employ- [De-  |& superior-
Sumi & characteristics |ees of  [pend- |subordinate
13 |Shreeku- (& superior- five-star [ent variables
mar,2008  |subordinate hotels lo- |Vari- | positively
relationship on [cated in [able  |related to
the Psychologi- |the city psychological
cal empower- | Mumbai. empower-
ment. ment.
The research
roves that
Examining the tFLe psy-
linkages of chologically
organizational empowered
| commitment, 640 Pre- climate., the
yotsna strategic hr ndian  |dicting |strategic
14 |Bhatnagar, |roles, psycho- Vari 9 |HR roles
2007. Iogicar)empolell— glrsnag- ang facilitates the
erment as we organiza-
as organiza- tional learning
tional learning capa |||3/
capability. that leads to
higher com-
mitment.
Transfor-
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leadership
To hypothesis ar;dc gl‘i‘_')t'\.’_e
al:d to study | Fc)a canita :
the conceptua .
James model IinkFi)ng 3 '\Q.ed'_ tare related
15 |B.Avey et |concepts of working |39 | ertn%ower-
al,2007 leadership adults vgrll— ment. tm-
and positive avle pow$rmer|1t s
organizational significantly
behavior reated to
intensions to
quit but not
to employee
cynicism.
Employees
whc? found to
be gmpodw—
2000 ered tend to
salaried have hlgherl
employ- |nterpers+1or1a
Findoutthe |eesata [Inde- |fustintherr
Melinda relationship fortune  |pend- n'\;Ianagers. I
16 |J.Moye et |between 500 ent d eiZ?Q%%’?ieo n
al,2006 empowerment |manu-  |vari- J impact
& trust facturing |able :':e slig-pa
gg%amza- nificantly re-
USA lated to trust.
However,
competence

has negative
impact.

. Employee

Determine empow-
the level of erment
employee fosters the
organizational organizational
commitment 211 commitment.
as well as their |customer |Medi- )

Ruta ka- empoyverment contact ating If fchel_'e Isa

17 |zlauskaite, |that stimulat-  femploy- |vari- |raise in level
ing employee  [ees of  [able of employee

2006 commitment | Lithu- empower-
as well as the |anian ment and
interrelation- hotels commitment,
ship between which in turn
employee com- can lead to
mitment and a decrease
empowerment in employee
turnover.
Empower-
Test the ment is
Sally A. relationship of 174 Medi- ?ggiaastsitwu”{he
Careless, ~ |psychological |customer | - ati ﬁ]

18 (2004 climate and service \3/'2_9 ﬁa |noigs l%d
job satisfaction |employ- agle coen? etgenace
when empower- |ees contﬁbut—
ment mediates ing more for

mediating.
Psychological
empower-
Test t]tfwe mefdiat— men;cc is |
ing effect o significantly
psychological Eﬁ?siagt related to
Bruce empower- a large Medi- |organizational
19 |J Avolio et |MeNton the b |ating  [commitment.
312004 relationship of ﬁos ial |Vari-  |Result found
’ transformational G Plal lable  |that the
leadership and  [2N9% psychological
P pore.
organizational empow-
commitment. erment
mediating the
relation also.
\}:vr;)i?j ﬁg @ Psychological
empow-
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S climate, tested Medi . )
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hes |USA performance
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like commu-
nication with
supervisor
and general
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- with meaning,
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21 |Susan et |of empower- r:g:f ent not with the
al,2000 ment related to facturing vari- competence.
4 components | able
of psychological : Teamwork
empowerment is related to
meaning and
impact.
Concern for
performance
is related to
meaning &
self-determi-
nation.
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Empoxlver- |
. ment directly
Examine the §?8|m|d|- Ind related with
relationship © Jevel |INSe" linnovative,
Spreitzer et |between supervi- 1pend- |, oy vard influ-
22 . sors from |ent pw
al,1999 psychological ¢ THICUL  |encing and
empowerment | = o | ble inspirational.
and leadership. |- 9 Not with
on. monitoring
behaviors.

Outcomes of all the above study is of psychological em-
powerment is measured only with the Spreitzer's scale.
The literature has been taken from the studies when the
Spreitzer's scale was first validated (Spreitzer 1995).The
psychological empowerment has been into many studies
as dependent and independent variable, mediating and
moderating variable.

Findings

Independent Variable:

The psychological empowerment acted as an independ-
ent variable to find out the organizational outcomes such
as organizational commitment(Fahad et al 2013& Sajid et
al 2011), job satisfaction(Stander et al 2010), job insecu-
rity (Jyostna 2007), employee engagement, trust( Melinda
2006), leadership (Spreitzer 1999).

Dependent Variable:

The psychological empowerment being an outcome or re-
sult of the study when it is tested with different variables
such as moral leadership (Chenwei et al 2012), anteced-
ents of supporting organizational outcomes (such as em-
ployee participation, training and development, organiza-
tional culture, incentives and leadership pattern and team
work)(Zaharani et al 2012),Locus of control, Job Charac-
teristics and superior-subordinate relationship (Sumi et al
2008),contextual factors like communication with superior
& general relations, team work and concern for perfor-
mance (Siegall 2000).

Mediating Variable:

Psychological is acting as a mediating variable in testing
the relationship with different variables such as organi-
zational identification and work engagement (Zeynep et
al,2013),Transformational leadership and Self Esteem (Par-
minder kaur et al 2013), Organizational Empowerment
and Customer-oriented Behavior (Ruta kazlauskaite et al
2012),Transformational leadership and organizational repu-
tation (Linjuan et al 2012),high involvement work processes
and other outcomes such as organizational commitment,
job performance and job stress (Marcus et al 2009), Lead-
ership and organizational behavior (James et al 2007), Or-
ganizational commitment and employee commitment (Ruta
kazlauskaite et al 2006), Psychological climate and Job
Satisfaction(Sally A Careless, 2004), Transformational lead-
ership and organizational Commitment (Bruce et al 2004),
Empowerment climate, individual performance and Job
satisfaction (Scott.e.Seibert et al 2004).

Moderating variable:

The psychological empowerment is also considered as a
moderating variable t in some relations such as perceived
person-environment fit on organizational citizen ship be-
havior (Jaleh Ferzaneh et al,2014), transactional and trans-
formational leadership with innovative behavior(Anne et
al,2009)

Implications:

The study revealed that empowerment is contributing
major part in managing employees. In such that, the em-
ployees all want is to be empowered wherever they work.
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From the review of papers, the outcomes of empowerment
are having the impact on psychological.

Further study:

The employee empowerment is not only relying on
the psychological aspects of human. However, it also
influenced by the structural aspects of the organiza-
tion. (Spreitzer 1996, Scott.e.Seibert 2004 laschinger et
al.,2001,2006,& kanter 1977). Hence, the study is suggest-
ing for future study on empowerment impact with the en-
vironment.

Conclusion:

A substantial body of research in understanding the em-
powerment had brought down last two decades (Spretizer
2008). Although it contained very broad aspects and fa-
miliar in various disciplines such as psychology, sociology,
management and nursing, empowerment is considered as
both process and outcome. Particularly this study revealed
the empowerment has been used as a variable to find
out managerial outcomes in different contexts and various
countries. The study concluding that still various aspects
of research should carry forward to reveal the empowering
outcomes.
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