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ABSTRACT

Numerous studies have linked empowerment to employee's behaviors and attitudes. The purpose of this study was to examine the
effects of empowerment on the organizational commitment and turnover intention of social worker in private social welfare
organizations. For the research, empowerment was consisted of meaning, competence, self-determination and impact. This study was
analyzed 342 social workers by survey. The results of this study were summarized as follows: Social Workers had correlation to
empowerment on the organizational commitment (+). Especially, meaning, self-determination and impact had a positive effect on the
organizational commitment; Meaning, competence, and self-determination had a negative effect on the turnover intention. This study
finally discussed theoretical implications for future study and practical implications for empowerment strategies on the results.
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1. INTRODUCTION

In the highly competitive environment of service industries
in which service providers must be fast and efficient in
providing quality services, proactive service workers are
essential [1][2]. Recent research has found that organizational
empowerment is an important management tool used to
motivate service employees to deliver service proactively to
satisfy the changing needs of customers with responsiveness
and flexibility [3].

Since the 1980s, public agencies and private firms
increasingly have been relying on participative management
techniques and employee empowerment practices aimed at
sharing authority, information, and resources with frontline
employees in order to improve performance [4],[5]. Effective
participation is theorized to enhance retention by signaling to
employees that their efforts are valued [6],[7]. Participation
also encourages employee’s self-identity and creates a sense of
obligation to support organizational goals [8].

Empowerment refers to a situation in which a manager gives
employees discretion to make day-to-day decisions about job-
related activities [9]. Empowerment has been studied and used
in practice in many other industries before it was found to be
especially important in non-profit organization like social
welfare. According to Kanter [10], work behaviors and
attitudes are shaped by characteristics of the work environment,
not intrapersonal traits. Work environments that provide access
to support, information, resources and opportunities are
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considered to be empowering. Employees who are able to
access these structures are empowered, active and productive
within the organization, participate more actively in
organizational activities and exhibit higher morale. In contrast,
individuals in positions that limit access to empowerment
structures become powerless feel less committed, have reduced
job satisfaction and higher levels of organizational commitment.
The commitment of individuals to organizational goals has
invoked wide interest from organizational experts and others.
Organizational commitment is essentially about an individual’s
attitude and behavior towards an organization’s goal.
Shahnawaz and Juyal’s [11] definition of organizational
commitment as ‘a force that binds an individual to a course of
action that is of relevance to a particular goal’, agrees with our
view that organizational commitment is essentially about
attitude and behavior towards shared goals of a group or
organization. In the views of O’Reilly and Chatman [12],
organizational commitment is ‘... the psychological attachment
felt by the person for the organization; it will reflect the degree
to which the individual internalizes or adopts characteristics or
perspectives of the organization’. Organizational commitment
is the psychological bond that an employee has with an
organization [13]. The impact of organizational commitment on
individual performance and organizational effectiveness has
drawn much attention from researchers [14]-[16] . Thus, what
predicts organizational commitment has been an important
research concern in the field of human resource development .
Also, job turnover has become such a pressing issue, because
of the serious consequences that it creates for managers. In
addition to creating turmoil and causing disruptions in service
delivery, turnover imposes considerable costs on organizations:
separation costs such as severance pay, as well as replacement
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costs, including the cost of hiring, screening, and training new
employees. The average turnover costs for a full-time
professional employee in the private sector have been estimated
to be as high as 150 percent of the employee’s annual
compensation package [17].

Therefore, organizational commitment and turnover intention
are one of the most frequently used variables for satisfaction
and performance. Although there are diverse studies exploring
psychological empowerment, organizational commitment, and
turnover intention, little research has investigated the three
topics simultaneously to reflect the dynamics in social welfare
organizations. Thus, the purpose of this study is to examine the
effects of empowerment on the organizational commitment and
turnover intention of social worker in private social welfare
organizations. This study provides a theoretical contribution by
linking organizational commitment research with psychological
empowerment and turnover intention research.

2. LITERATURE REVIEW

2.1 Empowerment

Empowerment as a concept is discussed both as structural
empowerment and as psychological empowerment. Structural
empowerment emphasizes social workers’ access to an
empowering structure and has been studied thoroughly by, for
example, Laschinger et al. [18][19]; their work builds on the
research of Kanter [10]. According to Kanter’s model, high
structural empowerment means the employee has greater access
to support, resources, information and opportunities to learn
and develop. Employees’ formal and informal power, in turn,
facilitates their access to the above-mentioned organizational
structures. Informal power means power through others:
alliances/social ~ connections  with  peers, co-workers,
subordinates, managers, mentors and others of significance in
the work place; according to Kanter, this is essential to women
[10].
The concept of psychological empowerment has been defined
by Spreitzer as four cognitions [20],[21]. The four dimensions
reflect a proactive, rather than passive orientation to one’s work
role [20][22]:

(DMeaning is the value of a work goal or purpose, judged in
relation to an individual’s own ideals or standards.

@ competence or self-efficacy is an individual’s beliefs in his
or her capability to perform activities with skill.

(3 self-determination is an individual’s sense of having choice
in initiating and regulating action’s, the social workers’
autonomy over work methods and processes.

@ impact is the degree to which an individual can influence
strategic, administrative, or operating outcomes at work.

Psychological empowerment is the social workers’ subjective
feelings about his/her specific work role and can’t generalize
across situations. According to research by Spreitzer and others,
structural components at work are related to psychological
empowerment, which in turn mediates effects of innovativeness
[21], job strain and satisfaction [18],[19], and burn out [23].

From a psychological perspective, empowerment is a process
leading to an internal cognitive state characterized by increased
intrinsic task motivation [24] and enhanced feelings of self-
efficacy [9]. Empirical findings show that empowerment can
improve productivity, raise levels of employee satisfaction and
organizational commitment, promote job involvement, and
encourage innovativeness [20],[21],[25]. There is good reason
to believe, therefore, that employees who feel empowered will
be less likely to leave.

2.2 Organization Commitment

Mowday, Steers, and Porter defined organizational
commitment as employees’ identification with their firm and its
goals [13]. Organizational commitment includes a strong belief
and acceptance of organizational goals, a willingness to exert
considerable effort on behalf of the company, and a strong
desire to maintain membership in the firm [13],[26]. This bond
between the individual and the organization develops out of a
person’s attitudes about the work and the firm. Mathieu and
Zajac’s meta-analysis summarized the results of more than 200
studies and reported that organizational commitment is
correlated to several organizational variables, including job
satisfaction, job scope, autonomy, and skill variety [27]. When
employees have positive attitudes about their job, they are
likely to have greater organizational commitment. Finally,
depersonalization and personal no-accomplishment in
employees can make employees feel alienated from the
organization [28].
This study is based on Meyer and Allen’s [14] three typologies
of Affective, Continuance and Normative commitment.
Affective typology was defined as ‘the employee’s emotional
attachment to, identification with, and involvement in the
organization’. Continuous attachment has to do with ‘an
awareness of the costs associated with leaving the organization’,
whereas Normative commitment was defined as a feeling of
obligation to remain in the employment of the organization.
Meyer and Allen’s [14] classification of organizational
commitment reflects our definition of organizational
commitment as an emotional, moral and rational phenomenon.
This study focuses on affective and continuance organizational
commitment, which is specifically defined as ‘the employee’s
emotional attachment to, identification with, and involvement
in the organization’. Employees with a strong affective and
continuance commitment tend to continue employment with the
organization.
Several researchers suggest that empowered employees have a
higher level of organizational commitment, as empowered
employees tend to be highly concentrated, self-motivated and
resilient [10],[18],[29]. Empowering conditions, such as
opportunities for decision autonomy, challenge, and
responsibility make employees appreciate what they have. In
turn, such appreciation results in feelings of meaning,
competence, self-determination, and impact [30]. Consequently,
they are likely to reciprocate by being more committed to an
organization [31],[32]. Thus, it is likely that the more
employees are empowered, the more highly they are committed
to their organization.

2.3 Turnover Intention
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Turnover intentions pertain to thoughts of voluntarily leaving
the organization. A literature review by Bluedorn [33] cites 23
studies that report finding significant positive relationships
between leaving intentions and actual leaving behavior.
Workforce stability is a powerful competitive strategy that is
expected to become increasingly important in the foreseeable
future. How is workforce stability a competitive edge? It builds
a long-term and consistent relationship between employee and
organization.

There is extended evidence suggesting that dissatisfaction
with the work environment is an important precursor of an
employee’s decision to leave the organization or profession. In
particular, characteristics of the direct working environment
have been found to predict job satisfaction [34]. Moreover, job
satisfaction has been related strongly to turnover intention.

Employees create efficiency and effectiveness by nurturing
stable organizational relationships; they will then stay long
enough to become familiar with their customers, suppliers and
colleagues, and they will work to become more stable.
Empowered social worker would be highly self-efficacy. Self-
efficacy beliefs influence cognitive and behavioral responses to
uncertainty and stress. People with strong self-efficacious
beliefs focus their attention on problem-solving solutions,
whereas those doubting their abilities become preoccupied with
possible failure scenarios [35].

Based on these findings and theoretical background, it was
expected that empowerment and organizational commitment
also would be an important aspect of social workers’
consideration to leave the social welfare organization or
industry.

3. RESEARCH METHOD

3.1 Research Questions

Based on the limited existing research conducted on social
workers and few studies examining the variables proposed for
this study, the following research questions were proposed;

Question 1) What is the level of psychological empowerment,
organizational commitment, and turnover intention perceived
by social worker?

Question 2) What are the relationships among psychological
empowerment, organizational commitment, and turnover
intention?

3.2 Data Collection
A convenience sample of 342 social workers participated in
this study. Questionnaires were used for the analysis.

3.3 Measurement

3.2.1 Empowerment: The 12-item Psychological Empowerment
Scale developed by Spreitzer [20] measuring the four
components of psychological empowerment, meaningful work,
competence, self-determination and impact, in a work context
was used. Each subscale has three items. Response alternatives
are five grade ranging from one (strongly disagree) to five
(strongly agree). Total scale and sub-scale scores are averaged
to form indexes that range from 1-5. Spreitzer [20] established

evidence of convergent and divergent validity of the four
dimensions and reported acceptable reliability levels (range:
0.62-0.72). Alpha reliability in this study was .91.

3.2.2 Organization Commitment: Of the three characteristics
of organizational commitment, we used affective and
normative organizational commitment (6-items) [14]. A sample
item was, ‘I would be very happy to spend the rest of my career
with this organization’. In this study, the reliability was .94.

3.2.3 Turnover Intention: We measured turnover intention
with three items using a 5-point Likert scale, ranging from 1
(totally disagree) to 5 (totally agree). The three items were:
leaving the organization as a result of better opportunities
elsewhere, a deliberate search for vacancies in other
organizations and the wish to work in another organization.
The three items exhibited internal consistency reliability
(Cronbach’s alpha) of .87 in our study. Data coding was done
in such a way that a higher score indicated a higher intention to
leave.

3.4 Data Analysis

All the descriptions and analyses were carried out by using
the SPSS program (ver. 14.0k). Reliability analyses
(Cronbach’s alpha) were conducted for the measures of all the
major study variables. Descriptive statistical analyses,
pearson’s correlation analyses, and hierarchical multiple-
regression were used to answer the research questions.
Multicollinearity among the predictor variables was assessed
using variance inflation factors (VIF).

4. RESULRS OF ANALISES

4.1 Demographic characteristics

Table 1 shows the demographic characteristics of the
respondents. The demographic variables included: (a) gender,
(b) age, (c) marital status, (d) education level, (e) certificate of
qualification. Among the 342 respondents, 102 were male
(29.2%), and 240 were female (70.2%). 34.2% of the
participants’ ages were between 30 and 39; 31.62% of the
participants’ ages were under 29; and 45 participants (13.2%)
were over 50 years old. In terms of educational level, 56.7% of
the respondents graduated from four-year university courses.
53.5% of the participants were married.

Table 1. Demographic characteristics of the respondents

(n=342)
n % Missing
Male 102 29.8
Gender -
Female 240 70.2
20 ~ 29 108 31.6
30 ~ 39 117 342
Age 1(3)
(year) 40 ~ 49 71 20.8
50< 45 13.2
Marital status ~ Not married 159 46.5 -
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Married 183 53.5 p=-000), as indicated in Table 3.
College 84 24.6 . .
Table 3. Pearson's correlation Matrix
Education ~ _bochelors 194 56.7 2(6) Variable T @ ® @ 6 6
Graduat
racuate 62 18.1 (O Empowerment 1
course
(2 meanin 7271
Certificate of | 136 39.8 206) & — —
qualification 23 204 50.7 . (3 competence .76 46 1
o N @ self-. . 40t 57 1
4.2 Descriptive statistics determination
Table 2 shows the means values and SDs of the major ® impact 1743 417 61T
variables in this study. The level of the overall empowerment ® Organizational o a5 ot ast st
and organizational commitment had a higher than Commitment : ’ ‘ ’ :
medium(mean=3.83, 3.59). Especially, meaning was very high @ Tumover _ i i _ _
than any other sub-scale o.f emp9wennent(mean=4.25). But, the Intention 327 3 -12 267 31T 6™
level. of turnover intention had a lower than 5205, “p<.01, " p=.001
medium(mean=2.75).
o o . . 4.4 Hierarchical multiple regression analysis
Table 2. Descriptive Statistics of the major variable To test the research questions of this study, hierarchical
Variable MeantSD  Min  Max  SKeW Kurt multiple regression analysis was used. Table 4 illustrates the
ness 0S18 . . . . .
results of hierarchical multiple regression of psychological
Empowerment 3.83+.62 200 500 .06 -59 empowerment and organizational commitment. In step 1, to
meaning 4.25+.75 1.00 500 .85 55 control demographic variables, gender, age, marital status,
competence 3.87+.73 1.67 500 .05 -.56 education, and certificate of qualification were entered. These
self- control variables accounted for 10% of the variance in
L 3.70+.77 1.00 5.00 -.26 .26 ogn p .
determination organizational commitment. Age and educational level were
impact 3.49+ 91 133 500 -.06 68 found to be significant. That is, the higher an employee’s
Organizati education level, the lower his or her organizational
rganizational ) .
Commitment 3.59+£.90 1.o6 500 -39  -16 commitment. In contrast, the higher an employee’s age, the
higher his or her organizational commitment. In step 2, the
Turnover K R K .
Intention 2.75+1.07 100 500 .06 -70 main effects of the four dimensions of psychological

4.3 Correlation Analysis

Empowerment was positively related to the organizational
commitment(r=.57, p=.000) and turnover intention(r=-.32,
p=-000). Furthermore, all factors of empowerment showed
statistically significant positive correlation with organizational
commitment: meaning(r=.45, p=.000), competence(r=.27,
p=-000), self-determination(r=.45, p=.000), impact(r=.57,
p=-000). Also, organizational commitment was significantly
negatively correlated with the turnover intention(r=-.61,

Table 4. Regression Results for Organizational Commitment

empowerment explained an additional 41% of the variance in
organizational commitment. Except for competency, three
dimensions of psychological empowerment turned out to be
significant; meaning(p=4.97), self-determination(p=3.00),
impact(f=5.69). Impact indicated a stronger effect size than
meaning and self-determination.

Model 1 Model 2
Independent Variable
B t VIF B t VIF

(Constant) 8.59™ 1.38"

Gender(M) 01 26 1.05 01 32 1.08

Age 26 410" 1.56 14 2.73" 1.64
Demo

Marital Status(N) .04 .68 1.56 .01 25 1.57

Certificate (1) .03 63 1.18 .04 92 1.19

Education -1 2.10 1.11 -.05 -1.17 1.12

Meaning 25 497" 1.45

Competence .09 1.78 1.67
Emp -

Self-determination 18 3.00 2.02

Impact 33 5.69™ 1.87

International Journal of Contents, Vol.8, No.1, Mar 2012



92

Jong-Soo Kang : Psychological Empowerment to the Organizational Commitment and Turnover Intention of Social Worker

R*(Adj.R?) .10 (.09) 41 (39)
AR? - 30
Durbin-Watson - 1.88
F 8.10™" 2557
p<.05, "p<.01, "'p<.001

Notel: Gender 0=Female, Marital status 0=Married, Certificate 0=2-3
Note2: Demo= Demographic characteristics, Emp= Empowerment

Table 5 illustrates the results of hierarchical multiple
regression of psychological empowerment and turnover
intention. In step 1, control demographic variables accounted
for 12% of the variance in turnover intention. Age and marital
status (Not Married) were found to be significant. In step 2, the
main effects of the four dimensions of psychological

Table 5. Regression Results for Turnover Intention

empowerment explained an additional 22% of the variance in
turnover intention. Except for impact, three dimensions of
psychological empowerment turned out to be significant:
meaning(B=-3.77), competence(p=-2.63). self-
determination(p=-2.76).

Model 1 Model 2
Independent Variable
B t VIF B t VIF
(Constant) 7.91™ 9.63™"
Gender(M) -.08 -1.59 1.05 -.08 -1.72 1.08
Age -24 23797 1.56 -.19 313" 1.64
Demo -
Marital Status(N) -.13 -2.08% 1.55 12 -2.02% 1.57
Certificate(1) .00 .05 1.18 -.01 -.14 1.19
Education .08 1.53 1.11 .05 .99 1.12
Meaning =22 397 1.45
Competence -.16 2637 1.67
Emp -
Self-determination -.19 -2.76 2.01
Impact -.08 -1.32 1.87
R? (Adj. R?) 12 (.10) .22 (.20)
AR? - .10
Durbin-Watson - 1.99
F 9.11™ 10.63™

p<.05, "p<.01, " p<.001
Notel: Gender 0=Female, Marital status 0=Married, Certificate 0=2-3
Note2: Demo= Demographic characteristics, Emp= Empowerment

5. CONCLUSION

The job attitude of social worker is related to their job
intention in the service environment. The results of this study
demonstrate a positive correlation among social workers’
empowerment, their organizational commitment and turnover
intention. This study found that psychological empowerment
positively and significantly affected the level of social workers’
organizational commitment and turnover intention. Detailed
findings are discussed below.

Social worker exhibited higher organizational commitment
and intention when they had higher
psychological empowerment. Overall 41% and 21% of the
variance in organizational commitment were explained by the
above-mentioned factors. Among the four dimensions of
psychological empowerment, meaning, self-determination and
impact showed positive and significant relationships with
organizational commitment. This result was consistent with the

lower turnover

findings in previous research studies [19],[31]. The results of
the current study showed that meaning had the strongest effect
on commitment. Social worker perceived higher organizational
commitment when the task goal or purpose is met with
individual value. This study also found that while the
regression coefficient of competence was non-significant. And
social workers demonstrated the lower turnover intention when
they perceived a higher psychological empowerment.

With improved empowerment, a social worker may
contribute more to the organization without lobbying for extra
compensation. Improving empowerment can help reduce
turnover intention and encourage voluntary contributions to
improve net organizational performance. This study identifies a
helpful connection between social workers’ job attitudes and
their turnover intention. Therefore, manager or supervisors
should establish environments preferable to increasing social
workers’ empowerment for improving organizational
commitment and reducing intention because
empowerment is not generalize an enduring personality trait
across situations, but rather a set of cognitions shaped and

turnover
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changed by a work environment [24],[36]. By providing
training and development programs for managers to adopt new
roles as coaches, mentors and facilitators, the level of
employees’ psychological empowerment can be increased.

Despite its contributions, this study has some limitations.
First, our study relied on self-reported data, and thus is subject
to common method variance [37]. Second, as we used a cross-
sectional design, we could not arrive at a definitive conclusion
about causality. Although we built upon previous studies and
argued for the causal precedence of empowerment practice,
there was a possibility of reverse causation because we
measured only perceived empowerment practices. A third
potential limitation is that the sample in this study was taken
from a single industrial firm, thereby limiting the generalization
of the findings.
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