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Abstract

The purpose of this study is to elaborate the role of psychological empowerment in
committing employees with organization. This study tested the effect of dimensions of
psychological empowerment on organizational commitment in banking sector of Pakistan.
Data was gathered from employees working in banks of Pakistan. Results showed the
significant effect of all dimensions of psychological empowerment (meaning, competence,
self determination and impact) on organizational commitment. This study is a contribution to
theory and practice with an increased understanding on importance of psychological
empowerment in committing the employees with the organization.
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1. Introduction
The contemporary dynamic business environment is pressurizing organizations to keep their
management techniques concurrent with the current challenges. Adopting new management
approach has therefore become an imperative for the organizations to meet the demands of
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customers and competitive environment. The present state of affairs has “stimulated a need
for employees who can take initiative, embrace risk, stimulate innovation and cope with high
uncertainty” (Spreitzer, 1995). In order to achieve this, the business organizations need to
have effective personnel supporting their objectives. Therefore, in this era business
organizations accept the challenge of providing better-quality services to their internal
customers that are employees and promoting practices of employee involvement.
Relinquishing top bottom management approach encourages employee organizational
commitment and improves individual and organizational performance along with bringing
flexibility in the organization (Daft, 2001; Conger & Kanungo, 1988). High involvement
work practices are the source of competitive advantage for business organizations (Dessler,
2007). Most of the human resource practices in the organizations are humanistic in nature and
are concerned with behavioral aspects of employees. A number of high involvement work
practices are recommended in literature to enhance strategic organizational performance;
however most important are self managing teams, shared governance programs, flexible work
settings and employee empowerment (Pfeffer & Viega, 1999; Hiltrop, 1996). Organizations
need motivated, responsible and committed employees instead of those who are negligent,
sluggish and disloyal. There are different factors accountable for motivated and responsible
behaviors of employees and their organizational commitment. Bhatti and Nawab (2011)
found role clarity, organizational climate, job satisfaction and employee empowerment as
predictors of organizational commitment. One of the major factors affecting psychological
empowerment is psychological empowerment, a type of employee empowerment, as it
predicts satisfaction, commitment and performance of the employees (Vacharakiat, 2008;
Patrick & Laschinger, 2006; Jha, 2010).

2. Need to Study Psychological Empowerment as Antecedent of Organizational
Commitment in Banking Sector of Pakistan

The consistent development and better quality are the prerequisites of service business
particularly, when environment is under asymmetrical change. The banks in Pakistan are
striving to become competitive to address the ever changing customer demand and the global
pressures. The government has announced various structural reforms for financial sector of
Pakistan to meet the confronted challenges. According to Khattak et al. (2011), the influence
of transformation in banking sector of Pakistan is not just confined to the social and
economic sphere but it has also affected the psychological sphere of the employees and they
are facing burnout. Employee turnover has increased after these changes have taken place.
The study conducted by Khan et al. (2011) reports employee retention as one of the biggest
problems faced by banks in Pakistan as a result of privatization. An essential way to cope
with the problem of employee retention is to understand and analyze the level of
organizational commitment of the employees. In the current arena where employee retention
has become a significant factor to meet challenges faced by organizations, it is crucial to
focus on employee organizational commitment and the factors influencing it.

3. Literature Review
Existing literature on the relationship between the psychological empowerment and
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organizational commitment generally consists of the studies conducted in developed
countries (Joo & shim, 2010; Dickson & Lorenz, 2009; Hancer, 2001; Thomas & Velthouse,
1990). Emerging and underdeveloped countries have also some contributions in the literature
with reference to the relationship between these variables (Jha, 2010; Liu & Chiu, 2007;
Celik, 2001). However, no empirical research is found on the relationship between
psychological empowerment and organizational commitment with reference to Pakistan.
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3.1 Organizational Commitment

Organizational commitment, the spirit of the organization, is essential for the success of any
organization because until or unless the employees of any organization are not loyal and
sincere to it, it is difficult for organization to meet challenges and pressures faced by it from
inner and outer of the organization. Research on organizational commitment covers more
than five decades but still continues to be an area of interest. An extensive body of knowledge
exists on definitions of the organizational commitment. Organizational commitment is
considered both as uni dimensional (Mowday et al., 1979, Wiener, 1982) and
multidimensional construct (Allen & Meyer, 1990, O Reilly & Chatman, 1986). Luthans
(2007) defines organizational commitment as “an attitude reflecting employees’ loyalty to
their organization and is an ongoing process through which organizational participants
express their concern for the organization and its continued success and well-being”.
According to Allen and Meyer (1991) multidimensional approach to organizational
commitment, there are three components of organizational commitment, affective, normative
and continuance. Affective commitment refers to the emotional attachment and involvement
of an employee in the organization. Normative commitment refers to the obligation of an
employee to remain at the organization. It is based on social cognitive theory which states a
person receiving benefit is under a strong normative obligation to return it in one way or other.
Continuance commitment is calculative in nature and refers to perceived cost of leaving an
employee would have to bear if he leaves the organization.

3.2 Psychological Empowerment

According to Kanter (1977) there are two different types of empowerment, which are,
structural and psychological. Structural empowerment is deemed in the literature as a power
sharing concept as it involves delegating decision making authority down the organizational
hierarchy. Psychological empowerment belongs to motivational approach of empowerment
(Menon, 2001) and according to Conger and Kanungo (1988), the motivational aspect of the
empowerment better describes the concept of empowerment. Literature has defined
psychological empowerment in different ways. It is defined it as the process of enhancing self
efficacy (Conger & Kanungo, 1988; Yagil, 2006) and a state of increased intrinsic motivation
(Thomas & Velthouse, 1990; Konzak et al., 2000). According to Thomas and Velthouse (1990)
model there four cognitions (task assessments) of psychological empowerment are
meaningfulness, competence, choice and impact. Spreitzer (1995) defines psychological
empowerment in terms of four dimensions: meaning, competence, self determination and
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impact. Meaning cognition refers to a sense of purpose (Spreitzer, 1995) and the congruence
or consistency of an individual’s beliefs and beliefs and values of the organization (Thomas
& Velthouse, 1990). Impact cognition refers to the degree to which an individual can
influence work outcomes and create a difference in the organizations by their work (Thomas
& Velthouse, 1990; Spreitzer, 1995; Spreitzer et al., 1997). Competence cognition refers to
self efficacy and capacity an individual to perform skillfully (Spreitzer, 1995). Self
determination cognition refers to autonomy or freedom in initiation and continuation of work
behaviors and processes (Spreitzer, 1995). According to Spreitzer et al., (1997) an employee
must experience all four cognitions of psychological empowerment and if all these are not
present the feeling of psychological empowerment is incomplete. The current study uses the
Spreitzer’s (1995) terminology of four cognitions of psychological empowerment and
examines psychological empowerment as a determinant of organizational commitment for the
employees in banking sector of Pakistan.

3.3 Relationship between Psychological Empowerment and Organizational
Commitment

Empowerment is found to be positively correlated with all three components of
organizational commitment (John, 2005). According to Patrick and Laschinger (2006)
increasing psychological empowerment in the workplace increases the employee
commitment with the organization and its goals. Joo and Shim (2010) found psychological
empowerment as predictor of organizational commitment. Other researchers (Liu & Chiu,
2007; Liden et al., 2000; Vacharakiat, 2008) also found the positive relationship between
psychological empowerment and organizational commitment in their studies. The present
study identifies an association psychological empowerment and organizational commitment
of the employee on the basis of literature review.

Research Problem

Literature confirms a significant relationship of psychological empowerment with
organizational commitment. As this study selected the banking sector of Pakistan, during the
preliminary investigation it collected facts that turnover in banking sector has been at its peak
during the recent decade. Low organization commitment among bankers of all cadres was
reported as a complaint that all banks were facing. As literature indicates that psychological
empowerment play significant role in persuading an employee to acquire good degree of
organizational commitment, the study developed interest in exploring do psychological
empowerment commits bankers in Pakistan. If yes, how much?

Based upon literature review, this study develops the following hypothesis:
Hi;: Psychological empowerment (meaning, competence, self determination and impact)

positively and  significantly predict organizational commitment.

4. Research Methodology
This research is a non contrived study conducted in field and studies the relationship between
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psychological empowerment and organizational commitment in banks of Pakistan (Lahore,
Sargodha, Karachi and Islamabad). Unit of analysis of this study are employees working in
banking sector of Pakistan. The study is cross sectional as the data is collected in one point in
time from individual to describe the relationship between the variables at that particular time.
Sample size for this study is 384 and sample was selected through simple random sampling.
The study has used survey approach for data collection. Response rate was 80.7% as 310 out
of 384 questionnaires were retrieved. The study has used Spreitzer's (1995) scale to measure
psychological empowerment and Meyer and Allen (1991) scale to measure organizational
commitment. Validity and reliability was tested before analyzing the data for relationship
between variables. The value of Cronbach alpha was 0.892. The study used exploratory factor
analysis to test validity of instrument. The study found that factor loading for all dimensions
of variables after extraction was above 0.7 which ensures the validity of the instrument. The
study has used 7 point Likert Scale from strongly agree to strongly disagree to measure
responses.

5. Data Analyses and Results

The study ha used SPSS version 17 for data analyses. The study has used descriptive statistics
to measure characteristics of sample. To find out the relationship between variables, the study
has used step wise regression.  Descriptive statistics for sample showed that majority of
respondents were from gender male (n = 194, that is 62.6%), belonged to age group of 36-45
(n = 94, that is 30.3%), had qualification of Master Degree (n = 177, that is 57.1%), were
having job tenure of 10 or more years (n = 151, that is 48.7%) and belonged to middle
management position (n = 161, that is 51.9%). Descriptive statistics for psychological
empowerment at their job (mean= 5.42, S.D = 1.042) showed an above average score. The
score of employees on all four dimensions i.e. meaning (mean= 5.32, S.D = 1.032),
competence (mean= 5.17, S.D = 1.042), self determination and impact (mean= 5.29, S.D =
1.168) was above average. The results with respect to dimensions of psychological
empowerment indicated that employees were experiencing all four dimensions of
psychological empowerment at their job. Descriptive statistics for organizational commitment
have shown that employees score on organizational commitment was above average (mean=
4.21, S.D = 0.700). The results with respect to components of organizational commitment
showed that employees score were highest for affective commitment (mean= 5.18, S.D =
1.124) followed by the score on normative commitment (mean=5.01, S.D = 01.093) however,
employees scored least on continuance commitment (mean=4.14, S.D = 1.045). The results
of stepwise regression are given below:

Table 1.1

Model Summary

R R? Adjusted R? Standard Error of Estimate
914° 835 .832 .386
Table 1.2
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ANOVA
Model Sum of
Squares Df Mean Square |F Sig.
Regression |228.623 5 45,725 306.679 |.000°
Residual 45.325 305 149
Total 273.948 310
Table 1.3
Coefficients
Unstandardi |Unstandardi Standardiz|t Sig.
zed zed ed
coefficient coefficient  [coefficients
(B) (Std. Error) |(Beta)
(Constant) .140 .136 1.026 .306
Meaning .359 .033 .388 10.851 |.000
Impact .308 .030 334 10.213 |.000
Self Determination 234 .039 243 5.954 .000
Competence 146 .036 .160 4.087 .000

a. Dependent Variable: Organizational Commitment

Table 1.1 indicates that all four dimensions collectively explain 83.5% of variance in
organizational commitment. Table 1.2 is indicating that F value is highly significant (Sig.=
0.00) which ensures validity of overall model. Table 1.3 indicates that the unstandardized
regression coefficients (B) for predicting organizational commitment from dimensions of
psychological empowerment. The highest unstandardized coefficient for predicting
organizational commitment in meaning ($=0.359) followed by impact (f=0.308) then self
determination dimension of psychological empowerment ($=0.234), then competence
dimension of psychological empowerment (f=0.146). The standard errors of the estimates are
less 1 which means that this study is confident about its results. . Table 1.3 is also indicating
the relative importance of each dimension of psychological empowerment and job
satisfaction in predicting organizational commitment by its respective t value. It is well
evident that importance of meaning dimension of psychological empowerment in predicting
organizational commitment is highest.

6. Discussion
Bankers in Pakistan showed a slightly above average response on organizational commitment
and above average response on psychological empowerment. However, the regression
analyses indicated that all dimensions of psychological empowerment (meaning, competence,
self determination and impact) significantly and positively influence level of commitment for
employee working in banks of Pakistan. Based upon findings, this study has drawn some
understanding. First, when employees perceive their tasks meaningful and feel that their
individual and organizational goals are well aligned, their level of organizational commitment
is enhanced. Second, when employees feel that they have autonomy in initiation and
continuation of their job task, their organizational commitment is enhanced. If employees
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have to ask from senior management to perform their tasks, they feel themselves dependent
on others. This feeling in them can reduce their level of commitment with organization. Third,
when employees perceive that they have necessary skills and competencies to perform their
job well, their level of organizational commitment may not go up. Perception of competence
in employees may enhance their level of self efficacy and they may consider that they are
able to get better job opportunities hence their level of commitment is not strongly
predictable by competence dimension of psychological empowerment. Fourth, when
employees perceive that they are contributing in organizational goal achievement and are
influencing their work outcomes, their feeling of organizational commitment enhances.
Employees having high level of all four dimensions of psychological empowerment are
emotionally attached with organization and feel obligation to remain with organization.

A\ Macrothink International Journal of Human Resource Studies

7. Conclusion

The current study identified an essential role of psychological empowerment in committing
employees with banks in Pakistan. Findings of this study are not only helpful for banks in
Pakistan but these can be instrumental for other organizations for arousing the feelings of
commitment with organization in employees. Organizational commitment is strength of any
organization. Psychological empowerment plays a significant role in committing employees
with organization. Perception of meaningful tasks, autonomy in work, feeling of skillfulness
in performing tasks and perception of impacting work outcomes in employees lead to high
level of commitment of employees with organization. It is a common phenomenon from the
ages back that if you have to get something, you have to invest something. Therefore,
organizations must provide such working environment in which employees not only feel
psychologically empowered but also become satisfied with their job which will ultimately
lead to high level of organizational commitment.

8. Limitations of the Study
This was a cross sectional study and the results of this study were limited to the time frame in
which data was gathered. Future researchers can analyze the relationship between variables
by conducting longitudinal study. Data of the study was collected only from Lahore,
Sargodha and Karachi. The study includes only those predictors of organizational
commitment which are in scope of this study. Future researchers can include the other
predictors of organizational commitment which this study has not taken into consideration.
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