
A Measure for Employee Empowerment in Indian
Work Setting

Shalini Srivastava & Poornima Madan

Shalini Srivastava is Professor (OB & HR), JaipuriaInstitute of Management, Noida, U.P., 201309. Email:shalini.srivastava@jaipuria.ac.in. Poornima Madan isAssistant Professor (OB & HR), Amity InternationalBusiness School, Amity University, Noida, U.P.,201313. Email: poornima_tejpal@yahoo.com

The purpose of this study was to
construct an employee empower-
ment scale in the Indian context.
Both qualitative and quantitative
data were collected from the respon-
dents belonging to public and pri-
vate sector managers. Techniques
like exploratory factor analysis and
confirmatory factor analysis were
used to validate the dimensions of
employee empowerment. Four major
dimensions viz. control, seamless
communication, intrinsic motivation
and support were derived from a 19-
item scale.  The results of the study
emphasize on the importance of em-
powering employees which leads to
better engagement, heightened mo-
tivation, increased commitment and
less turnover intentions. Treasured
employees who are the right ones to
make value for the business and cus-
tomers are the empowered employ-
ees.

IntroductionChange is constant and to makethis constant phenomenon visible, it ispertinent to make one of the mostimportant stakeholders, viz., the em-ployees empowered.  Robbins (2001)mentioned that empowering employ-ees is one of the major issues whichthe organization faces in day to dayworking. But empowering employeessynchronizes with one of the prin-ciples given by Henry Fayol in “14Principles of Management” whichspeaks of ‘authority and responsibil-ity’. It means that if employees aregiven authority, they will feel moreresponsible and thereby, will lead toaugmented involvement (Schreuder &Theron, 1997). The reason for think-ing of empowering employeesemerged from organizations witness-ing the potential of this employee upscaling their performance by beingencouraged to handle the uncertainty(Cooks, 1993; Lepree, 1995).Success of any organization de-pends upon its manpower’s say, stayand strive. To make this happen, it isessential that the employees remain296 The Indian Journal of Industrial Relations, Vol. 54, No. 2, October 2018



motivated, contended and passionate to-wards their work. Be it Herzberg’s main-tenance factors or motivational factors,both have a decisive role in the accom-plishment of an employee in particularand of organization in general. But, foremployees it’s very essential that they areempowered in their respective domainbecause empowerment motivates a per-son towards excellence. Lack of empow-erment results in demotivation in termsof monetary discontentment or hand-cuffed in taking decisions. Empowermentin literal sense means authority to makedecisions which may directly or indirectlyaffect their performance (Mills &Ungson, 2003).Organizations and managers intoday’s extremely aggressive market-place must ensure that they have vari-ous practices planned to provide employ-ees the proficiency, competence and in-spiration so as to create a win-win situa-tion for both employees and the organi-zation. Empowering employees for opti-mal performance and job contentment isone of the ways to attain this. “Employ-ees should be empowered because it isthrough empowerment that an organiza-tion will develop a culture which reflectsemployee commitment in order to survive,grow, compete and face challenges posedby globalization with confidence” (Sahooet al., 2010:50).
Understanding EmpowermentSinha (2005) defines the term em-powerment as augmenting the participa-tion of employees in organization relatedprocedures and decision-making. In the

present competitive era, organizationswhich are able to bridge the gap betweenknowledge and ignorance are at the pin-nacle of success (Abdollahi & NavehIbrahim, 2011). These organizations haveleft no stone unturned in channelizing thehuman resource in right direction. Trans-forming organizations towards excellenceneeds empowering employees to themaximum in terms of liberalizing them totake decisions (Robbins, 2001; Schreuder& Theron, 1997). The outcome of em-powerment is engagement resulting increativity and strengthening risk takingability (Cooks, 1993; Lepree, 1995). Ifwe speak of empowerment, it is entirelyalien to the concept of “bureaucracy”which is an outlook of exceedingly re-stricted, barely concerned, rigid cultureof rules and regulations. In order to takecompetitive advantage of the rich man-power, organizations are continuouslystriving to manage workforce in fruitfulendeavors. Organization’s philosophy inempowering employees can be clearlyseen in the level of communication theyprovide, the opportunities for personalgrowth, encouraging and involving themin the decision making, recognizing theefforts by rewarding them and promot-ing them toward their career growth.
Transforming organizations to-
wards excellence needs empower-
ing employees to the maximum in
terms of liberalizing them to take
decisionsEmpowerment means allocation ofauthority and command (Burke, 1986); itcan be considered as decentralization of
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decision making (Kanter, 1983) and par-ticipative management (Likert, 1961;McGregor, 1960).  Researchers haveenvisaged empowerment as a conditionof heightened motivation (McClelland,1975). Empowerment allows employeesto exercise better control at work whilstbenefitting from augmented autonomy byhelping them assume diverse roles andresponsibilities in the organization. Menon(2001:161) defined empowered state “asa cognitive condition characterized byperceived control, competence, and goalinternalization”. Empowerment “en-hances feelings of self-efficacy amongorganizational members through the iden-tification of conditions that foster pow-erlessness and through their removal byboth formal organizational practices andinformal techniques of providing efficacyinformation” (Conger & Kanungo, 1988:474).
Perspectives on EmpowermentEmpowerment literature, presentstwo diverse approaches to study em-ployee empowerment (e.g., Koberg et al.,1999; Liden & Arad, 1996; Spreitzer,1995; Thomas & Veltbouse, 1990): (a)“Structural or relational empowerment”and (b) “Psychological or motivationalempowerment”. Structural empower-ment focuses on “management prac-tices” and the Psychological empower-ment accentuates on an “employee’s psy-chological strengths”. Structural empow-erment is defined as “redesigned struc-tures or management practices whereinsuperiors distribute responsibility and in-formation to their subordinates, as wellas allow employees to participate in de-

cision-making processes” (Taejun &Faerman, 2010: 35). Employee empow-erment can be linked with reinforcementtheory by B F Skinner. Every organiza-tion wants maximum productivity whichis possible by employees’ performance.An employee’s performance in turn de-pends upon their efficiency as well asmotivation. If employees are given posi-tive reinforcement (Catania, 2001) interms of extrinsic rewards like salary,promotion, empowerment, they will feelmore enthusiastic towards their work.
Empowerment in Indian ContextIndian researchers like Pareek(2000), Diwedi (2000) and Pattnayak(2001) have found that “empowermentis yet to come off age in India”. Diwedi(1995; 1998) illustrates that the idea ofempowerment is widely entrenched inIndian values and has been prevailing inboth the scientific (from the 1940s) andindustrial (from the 1950s) work condi-tions in India. Pareek (2000) developeda “power enhancement scale” based on“empowerment as a basis for powersharing”. According to Diwedi (2000)empowerment is a notion, an idea and anorganizational program.  As a notion, em-powerment is bestowing the decision-making to employees; as an idea it meanspermitting the self managed teams andindividuals to attain organizational andpersonal goals through the shared vision;as an organizational program it entailsproviding an outline and giving authori-zation to the employees so as to build upand develop their abilities and compre-hension to their full potential. Singh andBhandarkar (2002) point out that empow-
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erment is more than mentoring or coach-ing and it is more of self management.Bhatnagar (2012) found that psychologi-cal empowerment leads to engagementand innovation and lowers the turnoverintention of employees. Choudhury andGiri (2013: 635) define empowerment “asa process which has evolved in responseto a trend towards a greater responsibil-ity and involvement amongst employeesin running their organizations”. Most ofthe organizations have comprehended thesignificance of employee involvementand recognized the capability of theirhuman resources to develop and augmentbusiness performance (Pattanayak,2001).
The Present Empowerment Scale
(ES)Although there were empowermentscales developed by previous research-ers like Spreitzer’s (1995); Leslie et al.,(1998)’ Worker Empowerment Scale;Menon’s (1999) Psychological Empow-erment Scale and Cloete et al., (2002)’Employee Empowerment Questionnairebut none of them were entirely address-ing the Indian context. So, the presentinstrument taking clues from previous re-search on assessment scales describesfour dimensions which can be used tocompare individuals within groups, or

groups within organizations, to identifyindividual perceptions and areas for or-ganizational intervention and develop-ment. It comprises 19 items with fourdimensions viz, control, seamless com-munication, intrinsic motivation and sup-port (see Annexure 1 for EmpowermentScale).
MethodologyIn order to collect information to an-swer the research question, and furtherin developing an instrument, both quali-tative and quantitative methods wereused. As suggested by Ivankova (2006),the analysis is robust if both qualitativeand quantitative approaches are taken forthe study.
The Three StagesIn stage 1, the researchers attemptedto identify the attributes of empowermentwith the help of Delphi technique andfocus group interviews. First and fore-most, the researchers identified the ex-perts from the field of practitioners andacademia and invited them to take partin the study. Attributes of empowermentwere explored with the help of semistructured questions from 46 employeesthrough personal interviews and focusgroup discussions. In stage 2, after de-veloping a pool of 19 items (from the at-tributes identified in stage 1) for measur-ing empowerment, the researchers sub-jected to EFA (exploratory factor analy-sis) to explore the dimensions. Out of 199respondents, 59.8% were males, 40.2%were females, 66.8% were married andrest unmarried. The average age of the

Most of the organizations have
comprehended the significance of
employee involvement and recog-
nized the capability of their human
resources to develop and augment
business performance.
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respondents was 39.8 varying from 21years to 65 years. The average length ofthe service of the respondents was 10.2years varying from 3 years to 30 years.In stage 3, in order to validate the scaleon a new sample, CFA (confirmatory fac-tor analysis) was carried out on 246 re-spondents belonging to different sectors.45.5% of them were from public sectorand the rest 54.5% from private sectororganizations. 53.3% were males and46.7% were females. Of the total re-spondents, 66% were married and therest unmarried.
Qualitative AnalysisThe data was collected from 46 re-spondents through Delphi technique andfocus group. Content analysis was used toanalyze the data (Kerlinger, 1973). The firstand foremost objective was to create ampleno of items which can sufficiently tap theattributes of empowerment.  Delphi tech-nique and focus group identified approxi-mately 58 items, most of which were over-lapping. Hence, they were reduced to 24items using content analysis. The unani-mous and undisputed items related to em-powerment were thus, figured out.Table 1 highlights the important at-tributes that were derived from Delphitechnique and focus group exercise. Theparticipants felt that for them empower-

ment means being aware of their job,getting the opportunity to do what theyare best at, having a clearly defined role(s). Most of the experts in the focusgroups supported the attributes thatwhere extracted from Delphi technique.Being encouraged at work, fair treatmentby management, and alignment of theirjob with the company’s mission, opencommunication and work environmentfor skill development were some of theattributes which were supported duringfocus group interviews.
Quantitative AnalysisThere are number of statistical tech-niques for item reduction. One of themost widely used analytical techniquesis Factor Analysis.
 Exploratory Factor AnalysisIn order to explore the underlyingfactors, exploratory factor analysis wasconducted. Four important factors relatedto empowerment viz. factor 1: Control,factor 2: Seamless Communication, fac-tor 3: Intrinsic Motivation and factor 4:Support were extracted with the help ofEigen values and factor loading. A mini-mum of .40 factor loading was taken intoaccount for the same. While doing theExploratory Factor Analysis, out of 24items, 5 items were removed due to lessfactor loading. These are: 1)I am beingencouraged for my development at work;2)Management treats me in a just way;3) My colleagues are committed to doquality work; 4) People are happy whenI do my work well; 5) I am encouragedto improve, learn, and grow every day

The participants felt that for them
empowerment means being aware
of their job, getting the opportu-
nity to do what they are best at,
having a clearly defined role (s).
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Table 1 Attributes of Empowerment: Delphi Technique/Focus Group InterviewsS. No. Attributes of Empowerment Frequency1 Aware of what is expected from job 442 Easy access to the materials and requirement 423 Get the opportunity to do what I am best at 414 Feel enthusiastic about my work. 455 Work motivates me. 466 A clearly defined and frequently articulated role(s) 417 Get recognition for the work 468 Supervisor cares 429 Being encouraged for development at work 3810 Being appreciated at work 3211 Management tries to solve work related problems. 4112 Management treats in a just way. 3713 Job is important as it is aligned with the mission of the company 4014 Colleagues are committed to do quality work  2915 Colleagues support in the time of difficulties 3416 People are happy when I do my work well. 3717 Open avenues of communication across all levels 4018 Made good friends at work 4119 Supervisor regularly asks about progress at work 3420 Receive lots of opportunities to learn and grow at work place 3921 Work environment gives the opportunity to work on skills 29that prepare to achieve my future goals22 Encouraged to improve, learn, and grow every day 3523 Boss trusts enough to let me make important decisions 4124 My opinion counts a lot in my workplace 44when I come at the work place. Hence,19 items were identified with four dimen-sions in order to understand the employeeempowerment. The dimensions identifiedfor the present scale do not resemble withthe perception of empowerment instru-ment developed by Roller (1998) whichmeasures three dimensions viz., au-tonomy, responsibility and participation.That the results of reliability range from.71 to .81 indicate the adequacy of scaleselection (Nunnally, 1978).Pearson correlation technique wasused for correlation between the variousdimensions. As per the results in Table2, as all the dimensions reflected a posi-

tive and significant correlation amongsteach other, it can be concluded that con-trol, seamless communication, intrinsicmotivation and support gauge the em-ployee empowerment in Indian context.
Control, seamless communication,
intrinsic motivation and support
gauge the employee empowerment
in Indian context.The inter-correlation among the di-mensions was significant. Nunnally andBernstein, (1994) opined that correlationwith scales measuring the same constructis very important.
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Table 2 Mean, SD & Correlation of Factors (N=199)Items Factor Mean SD 1 2 3 41 Control 36.9045 1.94519 12 Seamless Communication 49.2362 2.47809 .267** 13 Intrinsic Motivation 12.6884 1.01674 .728** .167* 14 Support 18.7136 1.11617 .420** .299** .349** 1Note: ** significant at 0.01 level & * 0.05 level respectively
Confirmatory Factor AnalysisCovariance matrix was used as theinput for running CFA. The results fromCFA showed that the four dimensionsderived from exploratory factor analysiscompletely fitted the data. The modeladequacy used the fit indices as sug-gested by Joreskog and Sorbon (1996).The estimates generated provided evi-dence of an adequate model fit(χ2=164.2, p = .000; GFI = .91, AGFI =.94, TLI=.93, CFI = .94, RMSEA = .046).Joreskog and Sorbons’ (1996) recommen-dation of the ratio of the chi square sta-tistic over the degrees of freedom wasused as a measure of overall goodness-

of-fit.  TLI and CFI high value  as wellas GFI and AGFI (0.90 or greater,Bagozzi &Yi, 1988; Baumgarten & Hom-burg, 1996) and the low value of the rootmean square error of approximation(RMSEA, less than 0.08, Browne &Cudeck, 1993) all indicate a reasonablygood level of overall model fit.It is also to be noted that the preva-lence of all the four dimensions of em-powerment did not vary for different de-mographic variables like age, gender,marital status, tenure and sector of therespondents while conducting Anova andt test.
Table 3 Results of CFA of Employee Empowerment with DimensionsNormed χ2  GFI        TLI CFI        AGFI   RMSEAModel Fit 164.2 <.000 .91 .93 .94 .94  .046
Discussion & ConclusionThe present study understood theimportance of various dimensions of em-powerment and its relationship with em-ployee engagement in the Indian setting.The results derived from the presentstudy emphasize on the importance ofempowering employees which leads tobetter engagement and less turnover in-

tentions. Four important factors relatedto empowerment were extracted withthe help of Eigen values and factor load-
The results derived from the
present study emphasize on the
importance of empowering em-
ployees which leads to better en-
gagement and less turnover inten-
tions.
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ing. As per the results in Table 2, as allthe dimensions reflected a positive andsignificant correlation amongst eachother, it can be concluded that control,seamless communication, intrinsic mo-tivation and support gauge the employeeempowerment in Indian context. In or-der to cross validate the findings derivedfrom EFA, CFA were carried out on 246respondents belonging to different sec-tors. The results from CFA showed thatthe four dimensions derived from EFAcompletely fitted the data.  Furthermore,all the four dimensions were prevailingfor all the respondents as the mean dif-ference for the demographic variableslike age, gender, marital status, tenureand sector did not show any significantdifference while conducting Anova andt tests. The elucidation of the four as-pects of empowerment is as follows:
Control: To achieve organizationalexcellence, an empowering organizationemphasizes autonomy, recognition, re-wards, management support, proper in-formation and employee participation.When employees have control on theirwork environment they are betterequipped to decide “what to do when, andin what order”; they also feel that theiractions make a difference. These facetsof experienced control have been re-ferred to as ‘choice’, ‘self-determination’and ‘impact’ (Thomas & Velthouse, 1990;Spreitzer, 1995), as well as ‘perceivedcontrol’ (Menon, 2001; Deci & Ryan,1991; Spreitzer, 1995).
Seamless Communication; As notedby Trevin˜o et al. (2006) regular com-munication amid employees and the

leader will have a positive consequenceon their behavior in the organization.Zollers & Callahan (2003) validated thatopen communication is closely associatedto worker empowerment and was foundto be imperative to make certain the suc-cess of the contemporary organization.House and Rizo (1972) and Chen et al.,(2006) illustrate that communication notonly associates individuals and builds re-lationships but also lessens uncertainty.While implementing empowerment deci-sive facets are information sharing andits access (Conger & Kanungo, 1988;Spreitzer, 1995; Grill et al., 2011).
While implementing empowerment
decisive facets are information
sharing and its access.

Intrinsic Motivation; Thomas andVelthouse (1990: 666-7) defined empow-erment “as increased intrinsic task moti-vation that comes from making a taskmeaningful, identifying with it and find-ing expressive value in it.” An employeewill experience a heightened level of in-trinsic task motivation if he/she makespositive assessments of the four aspectsof the task i.e. sense of impact, compe-tence, meaningfulness and choice andtherefore will be empowered.
Support; Array of behaviors bywhich a supervisor demonstrates kind-ness, approval, supports and bothers forthe desires and thoughts of subordinatesis leadership support. Sparrowe (1994;1995) established that those employeeswill experience feelings of meaningful-ness at work, proficiency and vigor on



Shalini Srivastava & Poornima Madan

304 The Indian Journal of Industrial Relations, Vol. 54, No. 2, October 2018

their jobs that have positive relationshipswith their supervisors. Sparrowe (1994)demonstrated that relationships betweenemployees and their immediate supervi-sors is a noteworthy element increasingthe feelings of empowerment.
Managerial ImplicationsOngori (2009:011) illustrated thatemployee empowerment is crucial fororganization’s endurance and accom-plishment and “it gives employees asense of feelings that they are the coreassets to the organizational success,creates commitment and a sense of be-longing, builds trust, promotes effectivecommunication, and increases organi-zational effectiveness and employeewellbeing”. Empowered employeesexperience augmented feelings of con-tentment, enthusiasm and trustworthi-ness towards their work and organiza-tions (Mullins & Peacock, 1991). Kuoet al., (2009) validated that an empow-ered employee will probably not leavethe organization as he/she is emotion-ally involved in his job and thereforeexper iences  pr ide  and a  sense  ofbelongingness to be in the organization,which is in conjunction with the resultsof the present research. Organizationsand managers need to recognize thatthe keystone of empowerment lies onthe trust between managers and theirsubordinates; if managers think em-powerment reduces their power andlack confidence in their employees theycannot instill self-confidence in them.The spirit of empowerment lies in man-agers being committed to trust and aug-menting the potential of employees.

Organizations need to make sure thatmanagers shall assimilate facets of em-powerment in their every day administra-tion and control of employees they areresponsible for at different levels acrossthe organization. Empowerment forms acritical component of a manager’s func-tion. Organizations need to ensure that anefficient internal communication system isin place with practices such as downward,horizontal and upward communication.The responsibility lies with the managersto make sure that employees get impera-tive, well-timed, extremely treasured andpertinent information. Results of thepresent study claim that seamless com-munication is a vital dimension of empow-erment. Organizations and managersought to sanction employee involvementand contribution in the decision-makingprocess. Feelings of empowerment can beimproved by engaging employees in deci-sion-making process and showing that theyare valued by the organization. Transform-ing organizations towards excellenceneeds empowering employees to theirmaximum in terms of liberalizing them totake decisions (Robbins, 2001; Schreuder& Theron, 1997). Such feelings provideemployees with another important em-powerment dimension which is control asresults revealed.Another critical dimension of empow-erment is support as depicted in the results.Manager’s support, kindness, clarity ofcommunication, empathetically listen in,equality and ease of access are valued bythe employees. Employees feel disturbed,distraught and ineffective to manage theirdaily tasks if managers do not offer sup-port them. Employees shall be allowed to
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express their opinions in constructive dis-cussion by the managers. Employees shallbe guided by managers into tasks that aug-ment their skills and develop enterprise.This becomes necessary as with aug-mented skills employees can make a taskmore meaningful and can identify with it,while paving the way for intrinsic motiva-tion dimension of empowerment.Organizations and managers mustrecognize that for attaining organizationalexcellence employee empowerment is aninevitable facet.Organizations need to recognize thatempowerment will fall short if employ-ees cannot manage their new tasks. Or-ganizations need to completely recognizethe competence and vigor of individualemployees before initiating any empow-erment related activities. Through orga-nization wide training by the way ofcoaching or mentoring any scantiness canbe tackled. Organizations need to knowthat treasured employees are the rightones to make value for the business andcustomers are the empoweredemployees.Organizations and managersmust recognize that for attaining organi-zational excellence employee empower-ment is an inevitable facet.
Limitations & Future ResearchThe present study provides deep in-sights and presents a comprehensible un-derstanding of the vital and significant roleof empowerment. Nevertheless, the find-ings have several limitations. First, theemployees participating in focus groupdiscussions might have been influenced

by their peer’s viewpoints, which in turnmay have affected the quality and preci-sion of their responses. Second, the studywas conducted in India and therefore, asoften in such sort of research, there maybe numerous problems associated withcross-national or cultural matters. Third,there may be concerns aboutgeneralizability of these findings. It mightbe valuable that future research shall getdata from diverse organizations and in-dustries to examine whether the resultscan be generalized. Fourth, future re-search shall also investigate the impactof different variables and their relation-ship with employee empowerment in In-dian context, to confirm the predictivevalidity of the developed instrument ofempowerment.
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Zollers, F.E. & Callahan, E.S (2003), “WorkplaceViolence & Security: Are There Lessons for
Annexure 1 Employee Empowerment ScaleNo. Item Factors1 I get easy access to the materials and requirement Control2 I get the opportunity to do what I am best at3 My job is important as it is aligned with the mission of the company4 My Supervisor regularly asks about progress at work5 My Work environment gives the opportunity to work on skills6 My opinion counts a lot in my workplace7 I am aware of what is expected from job Seamless Communication8 My management tries to solve work related problems.9 I have a clearly defined and frequently articulated roles10 My Supervisor cares11 My Colleagues support in the time of difficulties12 I have open avenues of communication across all levels13 I receive lots of opportunities to learn and grow at work place14 My boss trusts enough to let me make important decisions15 I feel enthusiastic towards my work Intrinsic Motivation16 My work motivates me.17 I have made good friends at work Support18 I get recognition for the work19 I am being appreciated at work
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