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Abstract

This paper presents the review of various empirical studies on the effects of employee
empowerment on critical work outcomes. Review of various studies suggests that employee
empowerment increases the job satisfaction and organizational commitment among employees.
Empowered employees also tend to remain with the organization for long time and also use
their creativity in the work. In service sector, empowerment gives more freedom to employees
to satisfy consumers’ needs in their own way which improves service quality. Empowerment
practices also result in better performing employees. It has also been found that different

dimensions of employee empowerment have varying effects on various work outcomes.
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Introduction

In this highly competitive business world, organizations need the knowledge, ideas, and
creativity of all employees from top to bottom. Only those organizations can survive or succeed
in this competitive era, which make quick and strong decisions. And for instant decision
making, power of decision making must be given to the employees who are directly associated
with work. Giving them this power is called employee empowerment.

A lot of studies have been done on the concept of empowerment since its conception in the
1990s.Various scholars have different kind of opinion about the importance of empowerment.
Some scholars have opined that empowerment has negative impact on the performance of the
organizations and it also increases the stress level of the employees. So this paper has been
written to check whether empowerment has any positive outcome for the organization or not.
After the clarification of the concept of empowerment, review of existing literature regarding

empowerment outcomes will be done.
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Employee Empowerment

In simple words, employee empowerment is delegation of decision making power to lower
level employees. But empowerment has been defined in so many ways by various scholars that
it is very hard to come at one specific definition of empowerment (Siegall& Gardner, 2000).
Review of literature suggests that two aspects or approaches of employee empowerment are

prevalent; one is psychological empowerment and another is socio-structural empowerment.

Psychological Empowerment: Psychological empowerment deals with the mental state of
employees about the experience of power. Thomas and Velthouse (1990) defined the
psychological empowerment as an intrinsic task motivation manifested in four cognitions:
meaning, competence, choice and impact. Here meaning refers to the fit between individual’s
work role and his values, beliefs and behavior (Hackman & Oldham, 1980). Competence is the
degree to which an individual feels capable to perform the job tasks with skill (Spreitzer, 1995).
Self-determination refers to the sense of having choice in initiating and regulating one’s work
(Deci et al., 1989). Impact is “the degree to which one can influence strategic, administrative,

or operating outcomes at work” (Ashforth, 1989).

Structural Empowerment: On the other hand socio-structural perspective of empowerment
includes behaviors or practices on the part of managers aimed at sharing power, information,
resources and rewards with lower level employees (Fernandez & Kim, 2013). Structural
empowerment includes the institutional policies, practices and structures that provide higher
power to the employees to make decisions (Mills & Ungson, 2003). Pardo Del Val and Lloyd
(2003) described four levels or dimensions of structural empowerment: collaboration,
formalization, directness, and degree of influence. Collaboration refers to the extent to which
employees take part in the decision making process (Baird & Wang, 2010). Formalization
refers to whether there are “official channels” to put empowerment into practice or “there are
certain norms or rules to guarantee employee participation” (Pardo Del Val & Lloyd, 2003, p.
103). Empowerment is direct when “employees can contribute directly in the decision making
process, instead of through intermediates” (Pardo Del Val & Lloyd, 2003, p. 103). The degree
of influence refers to the extent of authority that employees have in making and implementing
decisions about tasks (Baird & Wang, 2010).
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Empowerment and Job Satisfaction

Job satisfaction refers to the positive feeling of a person regarding the job (Spector, 1997).
Many studies (He et al., 2010: Idris et al., 2018; Snipes et al., 2005) have revealed that
empowered employees usually have more satisfaction with their jobs than others but study of
Lee et al. (2006) demonstrates that there is no direct relationship between empowerment and
job satisfaction. Wang and Lee (2009) proclaim that low competence situation along with high
perceived impact and high choice or self-determination is able to generate high job satisfaction.
Carless (2004) proves that psychological empowerment mediates the positive relationship
between psychological climate and job satisfaction. Empowerment practices which focus on to
providing information about organizational goals and performance and granting power to
change work processes make positive influence on job satisfaction (Kim, 2013). Fuller et al.
(1999) study of nurses revealed that psychological empowerment moderates the relationship

between transformational leadership and job satisfaction.
Employee Empowerment and Organizational Commitment

Organizational commitment refers to an individual’s recognition with a particular organization
(Mowday et al., 1979) or loyalty to an organization and desire for involvement in it (Lambert,
2004). A lot of studies have proved that feelings of empowerment facilitate workers’
commitment towards the organization (Spreitzer, 1996; Kirkman & Rosen, 1999; Humborstad
& Perry, 2011). Although all dimensions of psychological empowerment do not have equal
impact on commitment (Ambad, 2012). Kraimer et al. (1999) find that only self-determination
and impact dimensions of psychological empowerment have positive relationship with
organizational commitment. In a study of Indian managers, Bhatnagar (2005) finds that
psychological empowerment leads to greater affective and normative commitment while it has
moderate positive relationship with continuance commitment; though these results differ across

various industries.
Employee Empowerment and Employee Retention

Humborstad and Perry (2011) conclude that mediating effect of positive job attitude helps
empowerment to lower turnover intention and thus retain employee in the organization.
Employee empowerment leads to job satisfaction which has negative and strong effect on
turnover intention leading to employee retention (Fernandez & Kim, 2013). Empowerment also

increases organizational commitment and committed employees have less intention to leave an
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organization. Feelings of empowerment decrease the propensity to leave the organization
(Koberg et al., 1999). Gul et al. (2012) find positive and significant relationship between
employee empowerment and employee retention among the employees of Pakistani banking

sector.
Employee Empowerment and Innovation

Innovative behavior involves the creation of new product, service, idea, procedure or process
(Woodman et al., 1993). Empowered employees are more likely to be creative because they
believe they have autonomy and impact and they also feel less constrained by technical or rule
bound aspect of work. Various studies (Spreitzer, 1995; Fernandez & Moldogaziev, 2013)
foster this idea that empowerment encourage employees to think out of box and be innovative.
Fernandez and Moldogaziev (2013) point out that employee empowerment has a positive and
sizeable effect on innovativeness. Ghorbani and Ahmadi (2011) find positive relation between
dimensions of employee empowerment (competency, autonomy, meaning, trust and impact)

and employees’ creativity and innovativeness.
Employee Empowerment and Service Quality

Psychological empowerment develops positive job attitude in employees which increases
service effort resulting in greater service quality (Humborstad & Perry, 2011). When
employees have power of decision making, they can satisfy customized customer needs and
can make service recovery whenever service fails because of some unexpected reasons. But
sometimes delegation of power from supervisors to service employees can increase employee’s
perceived workload, which can affect their performance to serve negatively (Chan & Lam,
2011). Implementation of empowerment among employees leads to leads to higher willingness
to deliver quality service in Chinese organizations (Humborstad et al., 2008). Service
employees are always in better position to guess and satisfy the needs of the consumers rather
than the management (Potterfield, 1999)

Employee Empowerment and Job Performance

Two components of psychological empowerment (Meaning and self-determination), have been
shown to have a small but statistically significant relationship with job performance
(Humphrey et al., 2007). Empowerment encourages proactive behaviors which in turn lead to

work effectiveness (Spreitzer, 2008). Many other studies have proved that employees who feel
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empowered are motivated to perform on their job effectively (Liden et al., 2000; Chen &
Klimoski, 2003; Seibert et al., 2004). Study of Drake et al. (2007) suggests that higher level of
psychological empowerment leads to higher level of task motivation which in turn improves
the performance of employees. A study of Indian software companies (Indradevi, 2012) finds
a positive association between all the four dimensions of psychological empowerment among

which meaningful work is most important.
Conclusion

Review of literature suggests that employee empowerment provides ample benefits to the
organization. Employee empowerment is strongly related to important attitudinal outcomes
such as job satisfaction and organizational commitment and some behavioral outcomes such as
job performance and employee retention. Employee empowerment leads to better quality
service because empowered employees are more involved in their work. Empowerment
improves the intrinsic task motivation in employees which improves their overall job
performance. Empowered employees are prone to think out of box and find out new and better
ways to do their work which improves the overall efficiency of the organization. Managers can
judge their empowerment initiatives against these consequences and can make necessary

modifications whenever required.
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