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REMARKS

The reader is to be reminded of the following:

• The references as well as the editorial style comply with the requirements prescribed by

the Publication A1anual (5th edition) of the American Psychological Association (APA).

This practice is in line with the policy of the Programme in Industrial Psychology of the

North- West University, namely to make use of the APA style in all scientific documents

as from January 1999.

• The mini-dissertation is presented as one research article.
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SUMMARY

Subject: Psychological empowerment, job satisfaction and work engagement of employees

in a surface coatings manufacturing industry.

Kev terms: Psychological empowerment, job satisfaction, work engagement, wellness.

While innovation, individualisation, human rights and quality of life are acknowledged and

valued by modern society, changes in the workplace such as a focus on efficiency,

globalisation, restructuring, downsizing, acquisitions and merges impact, often negatively, on a

workforce. A better understanding ofthese forces, as well as understanding the deeper needs of

employees in organisations, should be pursued in order to optimise the workplace.

South Africa is currently experiencing a skills shortage while the unemployment figures are

well above 40 percent. As it is often said, the distinguishing economic resource in the

twenty-first century is not commodities, but the human resource that organisations need to

attract, develop and motivate in order to retain the correct type of employees. An approach

is needed where both positive outcomes for the individual worker and the organisation may

be achieved, including organisational performance, effective management of change, greater

employee engagement and commitment, and effective talent management. Thus, the

objective of this study was to identify any relationship that might exist between

psychological empowerment, job satisfaction and work engagement and to determine

whether psychological empowerment may predict job satisfaction and work engagement.

A cross-sectional survey design was used in the study. One-hundred-and-fifty- three (N =

153) employees participated in the study in a surface coatings manufacturing organisation in

Gauteng. The Psychological Empowerment Scale (MEQ), Revised Job Satisfaction Scale

(JSQ), and the Utrecht Work Engagement Scale (UWES) were used.

The results indicated that a statistically significant positive correlation between intrinsic

motivation and work engagement (practically significant, medium effect) and meaning,

correlated positively (practically significant, medium effect) with intrinsic motivation and

work engagement. Extrinsic motivation correlated statistically significantly (practically

significant, large effect) with work engagement.
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The regresslOn analysis indicated that 34 percent of the vanance explained in work

engagement is predicted by psychological empowerment (i.e. influence (impact and self

detennination), meaning, and competence) and job satisfaction (i.e. extrinsic motivation and

intrinsic motivation). No statistically significant differences regarding psychological

empowerment could be found between tenure and educational levels. However, statistically

significant differences were found for gender and language groups.

Recommendations for future research were made.
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OPSOMMING

Oodenverp: Psigologiese bemagtiging, werkstevredenheid en werksbegeestering van

werknemers in 'n opperv laksbedekkingvervaardiger.

Sleuteiterme: Psigologiese bemagtiging, werkstevredenheid, werksverbondendheid, welnes.

Terwyl innovering, individualisasie, menseregte en kwaliteit van lewe erken en waardevol

geag word deur die modeme samelewing; is daar ook ander veranderinge soos 'n verhoogde

fokus op doeltreffendheid, globalisasie, herstrukturering, afskalings, oomames en

samesmeltings wat negatief op 'n werksmag inwerk. 'n Beter begrip van hierdie kragte, sowel

as begrip vir die dieper behoeftes van werknemers in organisasies, behoort nagestreef te word

ten einde die werksplek te optimaliseer.

Suid Afrika beleef tans 'n vaardigheidstekort terwyl die werkloosheidsyfers oor die 40

persent merk is. Waar dit dikwels gese word dat die bepalende ekonomiese

onderskeidingsfaktor in die een en twintigste eeu, nie kommoditeite is nie, maar die

menslikehulpbronne, moet organisasies die korrekte tipe werknemers werf, ontwikkel,

motiveer en behou. 'n Benadering is nodig waar beide die positiewe uitkomste vir die

individuele werknemer en die organsiasie bereik kan word, insluitende organisasieverrigting,

effektiewe bestuur van verandering, grater werknemerbetrokkendheid en verbondenheid, en

effektiewe talentbestuur. Die doelwit van hierdie studie was om die verhouding te

ondersoek wat mag bestaan tussen psigologiese bematiging, werkstevredenheid en

werksbetrokkendheid en om te bepaal of psigologiese bemagtiging werkstevredenheid,

werksbetrokkendheid kan voorspel.

n Dwarsdeursnee opname ontwerp is gebruik in die studie. Honderd drie en vyftig

proefpersone (N = 153) het deelgeneem in die studie in 'n vervaardigingsaanleg in Gauteng.

Die Psigologiese Bemagtingsskaal (MEQ), Hersiende Werkstevredenheidskaal (MSQ) en

die Utrecht Werksbegeestering Skaal (UWES) is gebruik.

Die resultate dui op 'n statisties beduidende korrelasie tussen intrinsieke motivering en

werksbegeestering (prakties beduidend, medium effek). Betekenis het positief gekorreleer

(prakties beduidend, medium effek) met intrinsieke motivering en werksbegeestering.
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Ekstrinsieke motivering het statisties beduidend gekorreleer (prakties beduidend, groot

effek) met werksbegeestering.

Die regressie-analise het aangedui dat 34 persent van die variansie van werksbegeestering

dem psigologiese bemagtiging (i.e invloed (impak en self determinasie), betekenis en

bevoegdheid) en werkstevredenheid (i.e.. eksintrieke motivering en intrinsieke motivering)

voorspel word. Geen statisties-beduidende verband kon gevind word tussen psigologiese

bemagtiging en in terme van verskillende dienstydperk en opvoedkundige vlak nie.

Statisties-beduidende verskille is gevind tussen geslag en taalgroepe.

Aanbevelings vir verdere navorsing is gemaak.
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CHAPTER 1

INTRODUCTION

This mini-dis 'ertation focuses on the relationship between psychological empowerment, job

satisfaction and work engagement in a surface coatings manufacturer.

Chapter 1 consists of the problem statement, research objectives and research methodology.

The chapter starts with a problem statement, followed by an overview of research previously

conducted, linking it with this research project and its research objectives. This is succeeded

by a discus ion of the research method with the emphasis on certain details regarding the

empirical study, research design, participants, measuring instruments and statistical analysis.

It concludes with a chapter summary giving an overview of the chapters that comprise this

mini-dissertation.

1.1 PROBLEM STATEMENT

Addressing the 50th annual convention of the Institute of Personnel Management in October

2006 the minister of [mance, Trevor Manual said that the area of human capital formation is a

key factor in explaining the development of the modem world (Eyssell, 2006). According to the

minister, the knowledge base of a population, the technology the workers are able to use, the

systems arOl.md which production is organised, the innovation potential of the workforce and the

means of communication between role players in the economy, are all factors that make

sustainable economic growth possible (Eyssell, 2006).

South Africa is currently ranked 45 out of 125 countries by the World Competitive Report,

concluding that while certain sectors are efficiency driven, few sectors are innovation driven

(Eyssell, 2006). By tapping into the largely under-utilised potential of its workforce, an

organisation can identify and develop its distinctive capabilities that could enable it to deliver

products and services and gain a competitive advantage (Asvat, 2007).

While there are approximately 4 million unemployed people in South Africa today, staff

shortages have risen from 30% to 48% in the past few years and the number of companies



willing to pay premium salaries for scarce skills has risen from 26% in 1995 to 56% in 2005

(Eyssell, 2006). Meaningful work is demanded by the modem worker and where this need is

denied, employees will seek alternative employment (Cartwright & Holmes, 2006). In the

so-called war for talent in SOUlh Africa, it makes no sense to lose sought-after talent due to

processes within the control of an organisation.

The attainment, training and retention of essential skills and the ability of organisations to

adapt and absorb change are some of the most essential characteristics of survival in the 20th

century (Garrun, 2004; Yousef, 2002). Being competitive in the global economy implies that

change has to be embraced and absorbed at an ever-increasing rate in organisations (Birt, Wallis

& Winternitz, 2004; Caniff & Wright, 2004; & Sparks, Faragher & Cooper, 2001).

Within the United States of America change had to be embraced and absorbed during the past

few decades due to the following reasons (Sverke & Hellgren, 2002):

• intensified global competition has led organisations to be more geared towards the

reduction of costs and to be more flexible;

• recession has increased the unemployment rate;

• technology has lead to a less intensive production force in many organisations;

• diminished working opportunities have led to fewer alternative working opportunities for

skilled workers;

• a move away from manufacturing to service oriented business;

• relaxation in government policies to support the market driven economy;

• increased flexibility in how organisations are staffed (short-term contractual workers).

Sverke and Hellgren (2002) point out that there is substantial evidence that the nature of work

has changed dramatically for those that remain employed. While colleagues are being

retrenched, those remaining might have to do more with fewer resources, an increased work

load and uncertainty with regard to task performance (Burke & Nelson, 1998).

Change is a well-known concept in the South African working environment (Marais &

Schepers, 1996). Change is also the result of economic demands and intentions to cut costs

(Birt et ai., 2004)_ The terms adapt or die have become even more relevant to organisations in
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South Africa wishing to compete with products in the international market. While the South

African economy - and good business practice - relies on a productive workforce, people are

not merely workers but complex, multi-dimensional entities (Birt et al., 2004). Changes such

as restructuring, downsizing, lightsizing, retrenchments, job re-engineering, globalisations

and mergers have become such a part of the South African business world that it is

sometimes forgotten that they impact on staff and have certain negative effects on their work

behaviour, as well as on the broader community in which these people live and function

(Marais & Schepers, 1996).

Decreasing costs is often within control of an organisation, while the increase of sales is a

complex and difficult achievement, especially in an ever increasing competitive global

market. To remain competitive, costs have to be reduced and often wages and staff cuts are

the largest and most immediate source of reduction (Marias & Schepers, 1996).

According to Bendix (1996), South Africa has been "lulled" by isolation and fmds it difficult

to compete in international markets. Despite the high unemployment rate, large numbers of

vacancies still exist in the professional, semi-professional and technical categories. According

to Garrun (2004, p. 3): "The irony is that alongside the job shortage is a real lack of skills and

talent and the competition for talent is fierce .... It's all about talent management, about

getting the' bright things' aboard and getting the best out of them".

While it may be necessary to work to earn a living, it does not follow that money is the main

factor that attracts or retains people (Woodruffe, 2006). Employees, and especially talented

employees, have a good idea of the market rate they can command and will be looking at

employers that provide this market rate, as well as certain other benefits (Woodruffe, 2006). The

benefits that employees prefer differ from individual to individual, but some generalisations can

be made. Some of these benefits include advancement, autonomy, civilised treatment, employer

commitment, environment, exposure to senior people, support, a feeling of being challenged, a

feeling of being trusted, a feeling of working for a good and reliable organisation, a feeling of

working on useful assignments, a feeling that work-life balance is respected (Woodruffe, 2006),

being able to cope with changing market conditions and flexibility (Birt et aI., 2004).
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According to Wilson, Dejoy, Vandenberg, Richardson and McGarth (2004) the structure and

the fabric of the organisation, and how it functions, can have a wide ranging impact on the

health and well-being of employees, and ultimately the effectiveness of the organisation

itself. Despite the obvious advantages of a healthy organisation, there have been relatively

few attempts to develop and test actual models of healthy work organisations (Wilson et al.,

2004). A healthy organisation is characterised by intentional, systematic, and collaborative

efforts to maximise employee well-being and productivity by providing well-designed and

meaningful jobs, a supportive social-organisational environment, and accessible and

equitable opportunities for career and work-life enhancement (Wilson et al., 2004). In the

model of Wilson et al. (2004), organisational climate, job design and job future impact on

psychological work adjustment, which refers to aspects such as psychological empowerment,

job satisfaction, organisational commitment, perceived job stress and/or work engagement.

The domains of job design, organisational climate, job future and employee work adjustments

are distinguished in the model (Wilson et al., 2004). lob design refers to an employees'

individual perceptions of their immediate work tasks, organisational climate to the social and

interpersonal aspects of the work situation, job future to job security, equity and career

developments and employee work adjustment to the ability of the employee to adapt to the

requirements of the job. The model centres on the premise that it should be possible to identify

the job and organisational characteristics conducive to healthy workers and, by changing such

aspects, desired outcomes could be reached. The outcomes of a healthy organisation include a

decrease in alcohol abuse, tobacco abuse, turnover intentions, absenteeism, and positive

measures on self-reported health, psychological health, depression, somatic stress and anger

(Wilson et al., 2004).

According to the model of Wilson et al. (2004), the job design domain is described by workload,

control/autonomy, job content, role clarity, environmental conditions and work schedule(Wilson

et al., 2004). Organisational climate is described by the dimensions of organisational support,

co-worker support, participation and involvement, communication, health and a safety climate.

Well designed jobs, supportive organisational climates and positive career development exist as

a result of policies and procedures derived from certain beliefs and value structures in an

organisation. The remaining components in the model are core organisational attributes,

psychological work adjustment and employee health and well-being. The former refers to the
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culture and leadership orientation of the organisation and the latter to the subjective evaluation

and individual meaning in understanding the various job and organisational factors on employee

health and well-being (Wilson et al., 2004).

The abovementioned factors impact on employee work adjustment according to Wilson et al.

(2004). Employee work adjustment is represented by such dimensions as job satisfaction,

organisational commitment, psychological empowerment and perceived job stress.

Within the present study, work engagement will be added to this conceptualisation and

specifically studied in relation to psychological empowerment and job satisfaction. Miller

(1999) stresses the importance of empowerment in the current South African context to

empower the next generation of business leaders and to facilitate managerial training and the

development of lower-level staff. According to Blanchard, Carlos and Randolph (1999)

empowerment presents the means to involve people in the organisation such that the demands

of an ever-changing environment can be met. It provides the means for people to release their

knowledge, experience and motivational power that might be underutilised.

Vogt and Murrell (1990) are of the 0pilllOn that empowerment is both self-initiated and

initiated by others. This is in line with the view of Honold (1997) that empowerment involves

both the aspects of the individual and the organisation. Active recipient participation IS

essential to successful empowerment programmes (Spreitzer & Quinn, 1997).

At the heart of empowerment is the development of the human resources component of a

business. Greenberg and Baron (1997) define empowerment as a process where responsibility

and involvement is shared with employees not normally entrusted with it, while Moerdyk and

Coldwell (1990) see it as an organisational intervention where training and bridging

programmes are provided to generate knowledge and expertise.

While power seems to be the basis of various definitions of empowerment, it is also related to

the provision of training and bridging programmes to generate knowledge and expertise

(Moerdyk & Coldwell, 1990), encouraging and rewarding extra effort (Zemke & Schaaff,

1989), and allov..ring autonomy by providing control over factors affecting job performance

and sharing relevant information (Lashley, 1999). It is also related to decision-making

abilities and approval of authority to employees who would usually not have them (Gandz,
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1990), organisational effectiveness through proper utilisation of human resources (Kinlaw,

1995), seeing the self as having freedom and discretion, being personally connected to the

organisation, being confident about their abilities as well as feeling capable of having an

impact on their environment (Spreitzer & Quinn, 1997).

Menon (2001) and Spreitzer (1996) distinguished between structural, leadership and

psychological empowerment. Structural empowerment deals with the structural components

of an organisation, including aspects such as supervisory style, reward systems, job design,

organisational change, centralised sources, and communication (Conger & Kanungo, 1988).

Manojlovich and Laschinger (2002) s e work behaviours and attitudes shaped primarily through

structural environmental factors. There is, according to this view, a strong relationship between

structural empowerment and psychological empowerment. When managers remove

clisempowering elements from the work setting, employees are more likely to find their work

meaningful, experience a greater sense of autonomy and have a strong belief that their actions

will have an impact on the organisation (Conger & KanW1go, 1988).

Leadership empowerment approach refers, according to Menon (2001), to the provision of a

vision for the future. According to Meyer (1996), leaders should encourage independent

decision-making, ownership and independence. The concept of psychological empowerment

is considered as the visionary support and inspiration a leader imposes on his/her followers to

participate in the transformational processes of the organisation (Spreitzer, 1995). Blanchard

et al., (1999) are of opinion that people need direction more than support to be empowered,

while Menon (2001) believes that leaders energise followers to act through the provision of

visionary support.

Psychological empowerment is a dynamic construct that reflects individual beliefs about

person-environment relationships (Mishra & Spreitzer, 1998), and Spreitzer (1995) concludes

that it is an active orientation towards a person's work. The concept of psychological

empowerment is operationalised in terms of four cognitions: meaning, competence, self

determination and impact (Spreitzer, 1996).
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Meaning has to do with the subjective value that a person assigns to his work (Thomas &

Velthouse, 1990). It is about the intemalisation of organisational goals (Menon, 2001) and an

opportunity to pursue a worthy cause (Appelbaum & Honeggar, 1998). Feelings of

meaningfulness are created when a non-cynical climate exists with a clear vision and a whole

task (Dwyer, 2001).

Competence refers to the sense of accomplishment a person experiences when a task has been

skillfully performed (Appelbaum & Honeggar, 1998). Authors such as Menon (2001) and

Thomas and Velthouse (1990) are of the opinion that the internalisation of the tasks and the

individual's belief system, values and sense of meaning are essential elements of

ps. chological empowerment. According to their view, a positive person-environment fit

would empower people. Gist (1987), describes competence in terms of self-efficacy or the

person's belief that he or she possess the ability to perform tasks in an effective manner.

Spreitzer and Quinn (1997) are also of opinion that empowered people have confidence in

their ability to perform their tasks well.

Self-determination refers to the choice that people have in initiating and regulating actions

(Deci, Connell & Ryan, 1989). This view is consistent with that of Brown and Brown (1996)

that autonomy and freedom to choose is the essence of empowerment.

The term impact refers to the perception that one's actions have the ability to influence the

environment and that other people will pay attention to one's ideas (Spreitzer & Quinn,

1997). The freedom to choose and participate in decision-making however, should be at a

level of real impact in the organisation to be of any relevance to empowerment (Thomas &

Velthouse, 1990). When people feel a sense of control over their own jobs and outputs, they

will believe that they also have some influence over the larger organisational outcomes

(Spreitzer, 1996). This notion of control or impact on the environment may be related to the

concept of locus of control (Coetzee, 1998).

Psychological empowerment is according to Yagil (2006) a motivational process by which an

individual experiences a sense of enablement, as well as provide an effective buffer against

the adverse effects of stress. An empoweling approach should, according to Pech and Slade

(2006) involve the holistic needs of an employee, i.e. cognitions, emotions and behaviour.
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By restoring trust, for example, the emotions of pride and determination can be elicited. At

the same time, employees might be withholding energy and commitment as a means to vent

their frustrations with rigid working conditions (Pech & Slade, 2006).

The benefits of psychological empowerment can be seen in both the organisation and the

individual. Some of the benefits of psychological empowerment programmes for the

individual include confidence about their ability to perform their work well (Spreitzer &

Quinn, 1997), perceived control in terms of a sense of competence and self-determination

(Menon, 2001), a clear understanding of their role in an organisation, lower absenteeism and

turnover, a sense of ownership, taking responsibility, higher levels of motivation,

commitment, performance and job satisfaction (Malan, 2002).

Empowered workers reward the organisation through their commitment to organisational

goals (Eisenberger, Fasolo & Davis - La Mastro, 1990) and it may result in levels of job

satisfaction and job performance (Liden, Wayne & Sparrowe, 2000). The link between job

satisfaction and psychological empowerment is of particular importance in the present study.

Job satisfaction have been related to an emotional (affective) reaction resulting from a

comparison between desired, expected (or believed to be deserved outcomes) and actual ones

(Carson & Carson, 1999). Job satisfaction is defined as a feeling or attitude based on an

individual's assessment of the conditions of employment (Robbins, 1996). It is also defined

in terms of an emotional state of liking or disliking ajob (Spector, 1997).

The cognitive dimension of satisfaction deals with the way the working environment is

perceived. Herzberg (1966) and Robbins (1996) successfully related working conditions to

job performance. Baron (1983) indicated that when the working environment has sufficient

physical and other resources to achieve obj ectives, it contributes to higher levels of

satisfaction. Robbins (2003) provided a model where the work itself, promotional

opportunities, supervision, co-workers, working conditions and remUfleration are factors

influencing job satisfaction.

In terms of the conative dimensions, job satisfaction is defined as a specific belief with

resulting behaviour tendencies (Isen & Baron, 1991). It refers to a perception of one's job as

8



fulfilling or allowing the fulfilment of one's important job values, providing that these values

are compatible with one's needs (Landy, 1989).

According to Heymans (2002) biographical determinants that affect job satisfaction include

gender, age, length of service, qualification and job grade. Staw and Ross (1985) believe that

job satisfaction is determined by individual characteristics, while authors such as Coetzee

(1998) believe that it refers to a correspondence between environmental and dispositional

traits. According to Spector (2000), people select themselves into environments congruent

with their dispositions. Where the environment is perceived not to be suitable, they will

become dissatisfied and leave.

Heymans (2002) provides a conceptual framework to distinguish between the work,

organisational, social and biographical determinants of job satisfaction. Under work

determinants: task variety, recognition, feedback, autonomy, achievement, responsibility,

creativity, activity and the utilisation of abilities are classified. Promotion, compensation,

working conditions, organisational policy and procedures, work stress and job security are

listed as some organisational determinants of job satisfaction; while social determinants are

listed as supervisory behaviour, friendliness, encouragement to perform and the attendance of

needs, social status, colleagues, social service and moral values.

Lochner (2000) distinguishes between definitions of job satisfaction that deal with different

aspects (facet approach) and general feelings of job satisfaction (global approach). In terms of

the facet approach, employees have different feelings towards different facets of their jobs. The

aggregate of these feelings constitutes the level ofjob satisfaction (Lochner, 2000).

Landy (1989) uses the Value Theory of Locke to conceptualise the effects of various events,

conditions and agents on job satisfaction. Locke (in Landy, 1989) distinguishes between needs

and values. A need is an objective drive for survival, regardless of the desires of people. Values

are subjective desires of people that function at either a conscious or a sub-conscious level.

According to this theory, people attach a certain level of importance to certain aspects of their

jobs (Landy, 1989). In the case that an aspect is of no importance, the person will experience an

emotional state of indifference. Should the person, however, attach a high level of importance to

9



an aspect; a slight change of that aspect \vill have large effects on the satisfaction level (Landy,

1989).

Landy (1989, pA58) reaches the following conclusion on job satisfaction: "(It) is not the simple

sum of satisfactions with individual elements of the job. One component that might playa role is

the relative importance of each of the factors being considered. This would mean that we should

get a more accurate prediction of an individual's satisfaction if we weigh satisfaction with each

specific job element by its importance"

The importance of job satisfaction has been realised since the start of the human relations

movement in management some fifteen years ago (Carrel, Kuzmits & Elbert, 1989) and

researched even before the start of empirical science (Landy, 1989). It has been related to

valued behavioural outcomes in the workplace such as employee productivity, absenteeism,

morale and turnover (Carrel et al., 1989), performance, success, personal and social variables

(Toomey, 2001) creativity and mental health, job engagement (Landy, 1989) and stress

(Garret, 2003). Other authors, however, are of the opinion that job performance rather cause

satisfaction and not vice versa (Landy, 1989).

Coetzee (1998) is of opinion that jobs should have challenges as well as recognition so as to

be satisfying to incumbents, Kreitner and Kinicki (1998) relate job satisfaction to

organisational commitment, while Ro bbins (1996) relates it to staff absenteeism and turnover

figures.

The value of job satisfaction within an organisation has received a lot of attention in the

scientific literature. Through such research, various constructs have been related to it such as

flexible working hours (Roberts & Fori, 1998; Scandura & Lankou, 1997), task variety (Decker,

1997; Gerber, Nel & Van Dyk, 1995), fair compensation (i.e. money, status) (Carr, McLoughlin,

Hodgson & MacLachlan, 1996; Visser, 1991), recognition (Hurrell, Murphy, Sauter & Cooper,

1988), positive feedback (Barber, 1986; Hofrneyr, 1997), opportunity for promotion

(Bozionelos, 1996; Robbins, 1996; Visser, 1991), the provisioning of higher levels of freedom,

responsibility (Hildebrand, 1989; Tetrick & La Rocco, 1987), increase in authority (Du Toit,

1994; Vander Westhuizen, 1990), relevant feedback, the challenging of their abilities and task

variety (Robbins, 1996), autonomy (Lawler & Hall, 1970), feedback that diminishes role
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ambiguity (Boshoff & Meis, 1994) and participative decision-making (Boshoff and Meis, 1994;

De Luga, 1994; Gruneberg, 1978; Hildebrand, 1989).

According to Milkovich and Bourdreau (1997) satisfied employees create a better working

envirorunent and have a more positive effect on production. Coetzee (1998) adds to this a

lower staff tumover and lower absenteeism levels, while Testa (2001) contends that satisfied

employees treat customers better than their counterparts.

Job satisfaction has also been associated with job security (Ashford, Lee & Bobko, 1989; Burke,

1991; Lim, 1996), labour turnover (Tett & Meyer, 1993; Youngblood, Mobley & Meglino,

1993), organisational commitment (Goetzee, 2001), productivity (De Villiers, 1989),

engagement (Davy, Kinici and Scheck, 1997) and psychological empowerment (Holdsworth

& Cartwright, 2003). The relationship between job satisfaction and psychological

empowerment and work engagement and psychological empowerment has also received some

attention in the literature. Job satisfaction has been positively related to work engagement by

various authors such as Davy, Kinici and Scheck (1997) and Schutte, Toppinen, Kalimo and

Schaufeli (2000).

Work engagement is, according to Maslach and Leiter (1997), characterised by energy,

involvement and efficacy. Schaufeli, Salanova, Gonzalez-Roma and Bakker (2002) define it as

a positive, fulfilling, work-related state of mind characterised by vigour, dedication and

absorption. Schutte et al. (2000) define work engagement also in terms of an energetic state,

where employees are dedicated to performance and effectiveness.

According to Schaufeli et al. (2002), work engagement can be operationalised by the constructs

vigour, dedication and absorption. Vigour refers to high levels of energy and mental resilience,

willingness to invest effort in work and not being easily fatigued. Dedication refers to deriving a

sense of significance or meaning from work as well as feelings of enthusiasm, pride, challenge

and inspiration. Absorption refers to being immersed in a job and finding it difficult to detach

oneself from it.

Demerouti, Bakker, Nachreiner and Schaufeli (2001) and Schaufeli and Bakker (2001) found a

lack of resources as primarily related to disengagement. Schaufeli and Enzrnann (1988)
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distinguish between organisational stressors related to job demands and those that are related to

a lack of job resources. Job demands refer to aspects of a job that require physical and/or

psychological strain. Job resources are related to social, psychological, physical and/or

organisational aspects of the job that reduce the job demands, assist in achieving results and

stimulate grovvth and development ( chaufeli & Enzmann, 1988).

Work engagement is a way to increase the productivity and the talent pool of an organisation

(Baumruk, 2006). While the 80s and 90s focused, according to Baumruk (2006), on job

satisfaction, the focus of the new millennium is on the type of worker behaviours that would

have an impact on results. This was the genesis of work engagement (Baumruk, 2006).

For Baumruk (2006) involvement is just as important as engagement in an effective

organisation. Involvement is the feeling employees have when they feel they are well

informed (Baumruk, 2006). Employees who feel ill-informed suffer in terms of engagement.

Similarly anojlovich and Laschinger (2002) conclude that managerial interventions that

increase employee feelings of empowerment can increase the employee's ability to respond

more effectively to the extensive changes in the work environment.

From the above, it is clear that the job environment in South Africa and the rest of the world is

characterised by job insecurity, disengaged workers and a skills shortage (Garrun, 2004). The

increment of speed, efficacy, and the reduction of costs, flattened organisational structures and

empowered work teams are also necessary to provide a competitive edge (Arnold, Arad,

Rhoades & Drasgow, 2000).

To balance the attainment and retaining of skilled staff, while remaining competitive, is one of

the most difficult challenges to organisations in the modem world. According to Probst (2003),

it can be postulated that where certain organisational changes have occurred, perceptions of

insecurity might arise. These perceptions might lead to psychological disempowerment, which

might have certain effects on the job attitudes (e.g. job satisfaction) and certain consequences;

for example, that some employees might be disengaged from their work. Within the South

African context there is a clear lack of research on the effect that psychological empowerment

has on work engagement and job satisfaction on employees in the surface coatings
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manufacturing industry in South Africa. It is therefore the aim of this study to determine whether

such a relationship exists.

The relevant organisation has been taken over by a multi-national company and the leadership

has undergone extensive changes. ew methods of production processes have been

implemented and these have impacted on aspects such as insecurity, job satisfaction, worker

involvement and productivity.

Based on these organisational changes and the above-mentioned literary review, the study will

attempt to answer the following questions:

• How are psychological empowerment, job satisfaction and work engagement

conceptualised in the literature?

• \Vhat is the relationship between psychological empowerment, job satisfaction and work

engagement of employees in the literature in a surface coatings manufacturer?

• Can psychological empowerment and job satisfaction predict work engagement of

employees in a surface coatings manufacturing organisation?

• Do demographic groups differ in their experience of psychological empowerment?

1.2 RESEARCH OBJECTIVES

The research objectives were divided into a general objective and specific objectives.

1.2.1 General objective

The general objective of this research is to determine the relationship between psychological

empowerment, job satisfaction and work engagement of employees in a surface coatings

manufacturer.

1.2.2 Specific objectives

The sp cific objectives of this research were as follows:
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• To conceptualise psychological empowerment, job satisfaction, and work engagement

from the literature.

• To determine the relationship between psychological empowerment, job satisfaction and

work engagement according to the literature.

• To determine the relationship between psychological empowerment, job satisfaction and

work engagement among employees in a surface coatings manufacturer.

• To determine whether psychological empowerment and job satisfaction can predict work

engagement of employees in a surface coatings manufacturer.

• To determine the difference in the experience of levels of psychological empowerment

of employees in a surface coatings manufacturer based on demographic characteristics.

1.3. RESEARCH METHOD

The research method constitutes a literature reView and an empirical study. The results

obtained are subsequently presented in the form of a research article.

1.3.1 Literature review

The literature reView focused on prevlOus research on psychological empowerment, job

satisfaction and work engagement, and the relationship between these constructs.

1.3.2 Research design

A cross-sectional design with a survey as the data collection technique was used to achieve the

research objectives. Cross-sectional designs were used to examine groups of subjects in various

stages of development simultaneously. A survey is a data-collection technique in which

questionnaires are used to gather data about an identified population (Bums & Grove, 1993).

Information collected was used to de cribe the population at that point in time. This design may

also be used to assess interrelationships among variables within a population. According to

Shaughnessy and Zechmeister (1997), this design is best suited to address the descriptive and

predictive functions associated with the correlational design, whereby relationships between

variables are examined.
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1.3.3 Participants

The participants could be defined as an availability sample of employees working in different

sectors in the surface coatings industry. A total population of 405 employees was targeted in

different parts of the organisation.

1.3.4 Measuring battery

Three questionnaires were administered in this study, namely the Measuring Empowerment

Questionnaire (MEQ) (Spreitzer, 1995), the lViinnesota Satisfaction Questionnaire (MSQ)

(Weis , Dawis, England & Lofguist, 1967), and the Utrecht Work Engagement Scale

(UWES) (Schaufeli et al., 2002).

Measuring Empowerment Questionnaire (MEQ) was used to measure psychological

empowerment. This instrument, developed by Spreitzer (1995) is based on the theoretical

hypotheses of Thomas and Velthouse (1990). According to this model, four dimensions are

distinguished, namely: meaning, competence, self-determination and impact. Alpha

coefficients ranging from 0,79 to 0,92 were obtained for the total score (Graca, 2002; Malan,

2002; Sauer, 2003). Sauer (2003) found the following alpha coefficients for the four

dimensions: 0,92 for meaning, 0,90 for competence, 0,91 for self-determination and 0,84 for

impact. The construct validity of the MEQ has been determined by Griggspall and Albrecht

(2003), Henken and Marchiori (2003) and Hu and Leung (2003) who have confirmed a four

factor model for Spreitzer's four empowerment dimensions. Other researchers such as

Hancer and George (2003) found a three factor model.

The Minnesota SatisfaCTion Questionnaire (MSQ) contains intrinsic and extrinsic subscales

that are summed to a general satisfaction score. The Revised ]\ifinnesota Job Satisfaction

Questionnaire (JSQ) of Weiss, Dawis, England and Lofguist (1967) which is a shorter

version of the original 100-item questionnaire was used. Van der Linde (1999) reports

reliability coefficients of 0,96 with values on sub-factors ranging from 0,42 to 0,91. Coetzee

(1998) reports a Cronbach alpha coefficient of 0,90. Brown (1996), and Hirschfeld (2000),

Askins and Naumann (2002) have confirmed a two factor structure for the MSQ.
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The Utrecht Work Engagement Scale (UWES) (Schaufeli et al., 2002) was used to measure

the levels of work engagement of the participants. The UWES includes three dimensions,

namely vigour, dedication and absorption, which are conceptually regarded as the opposite of

burnout. The alpha coefficients for the three subscales varied between 0,80 and 0,91. Storm

and Rothmann (2003) obtained the following alpha coefficients for the UWES in a sample of

2 396 members of the South African Police Service: Vigour: 0,78; Dedication: 0,89; and

Absorption: 0,78. Moreover, Coetzer (2004) obtained the following alpha coefficients among

a sample of employees in an insurance company: Vigour (0,80), Dedication (0,87) and

Absorption (0,69). In a study conducted among protection officers in South Africa, a two

factor structure consisting of VigourlDedication and Absorption was confirmed (Muller,

2004; Van der Linde, 2004). The Cronbach alpha coefficient obtained varied between 0,51

(for Absorption) and 0,91 (for Vigour/Dedication).

1.3.5 Statistical Analysis

The statistical analysi was carried out with assistance of the SPSS-programme (SPSS Inc.,

2007). Descriptive statistics (namely the means, standard deviations, skewness and kurtosis)

was used to organise, summarise and describe the data (Howell, 1999). Cronbach alpha

coefficients was used to determine the intemal consistency, homogeneity and uni-dimensionality

of the measuring instruments (Clark & Watson, 1995). Coefficient alpha contained important

information regarding the proportion of variance of the items of a scale in terms of the total

variance explained by that particular scale.

Exploratory factor analysis was carried out to determine the construct validity of the measuring

instruments. The following procedure was followed. Firstly, a simple principal component

analysis was conducted on the constructs of the measuring instruments. In order to determine

the number of factors, the eigenvalues and scree plot were studied. Secondly, a principal axis

factoring analysis with a direct oblimin rotation was conducted if factors were related (r > 0,30)

(Tabachnick & Fidell, 2001).

Pearson product-moment correlation coefficients were used to specify the relationship between

the variables. In terms of statistical significance, it was decided to set the value at a 95%

confidence interval level (p .s 0, OS). Effect sizes (Steyn, 1999) was used to decide on the
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practical significance of the findings. Pearson product-moment correlation coefficients was

used to specify the relationship between the variables. A cut-off point of 0,30 (medium effect,

Cohen, 1988) was set for the practical significance of correlation coefficients.

A stepwise multiple regression analysis was conducted to determine the percentage of the

variance in the dependent variables that is predicted by the independent variables. The effect

size (which indicates practical significance) in the case of multiple regressions was given by

the following formula (Steyn, 1999):

A cut-off point ofO,35 (large effect, Steyn, 1999) was set for the practical significance ofI.

Analysis of variance (Anova) was used to determine the significance of differences between

demographic groups. Anova tested differences among groups on a combination of dependent

variables in terms of the likelihood to have occurred by chance (Tabachnick & Fidell, 2001).

In Anova, a new dependent variable is created from the set of dependent variables. This

maximi es group differences. Wilk's Lambda was used to test the significance of the effects.

Wilk's Lambda is a likelihood ratio statistic that tests the likelihood of the data under the

assumption of equal population mean vectors for all groups, against the likelihood under the

assumption that the population mean vectors were identical to those of the sample mean

vectors for the different groups.

1.4 DMSIO OF CHAPTERS

The chapters in this mini-dissertation was presented as follows:

Chapter 1: Introduction

Chapter 2: Research article

Chapter 3: Conclusion, limitations and recommendations
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1.5 CHAPTER SUMMARY

Chapter 1 focused on the problem statement, objectives and research method employed in

this research study. A division of the chapters followed after this.

Chapter 2 consists of a discussion of the empirical study.
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PSYCHOLOGICAL EMPOWERMENT, JOB SATISFACTIOl AND WORK

ENGAGEME T OF EMPLOYEES IN A SURFACE COATINGS MANUFACTURER

Work Well: Research Unit for People, Policy and Performance, Faculty of Economic &

Management Sciences, North-West University, Vaal Triangle Campus

ABSTRACT

The objective of this study was to determine the relationship between psychological empowerment, job

satisfaction and work engagement in a surface coatings manufacturer and to determine whether

psychological empowerment and job satisfaction can predict work engagement. A cross-sectional survey

was used. One hundred and fifty-three (N=153) employees participated in the study in a surface coatings

manufacturing organisation in Gauteng. The Psychological Empowerment Scale (MEQ), Revised Job

Satisfaction Scale (MSQ), and the Utrecht Work Engagement Scale (UWES) were used. Three factors

could be extracted on the MEQ, explaining 62,47% of the total variance, two factors could be extracted

on the MSQ, explaining 50,80% of the total variance and one factor could be extracted on the remaining

II items of the UWES (without the absorption items), explaining 45,99% of the total variance.

Acceptable Cronbach alpha coefficients varying from 0,74 to 0,90 were obtained. A Pearson product

moment correlation was conducted to detennine the relationship between the variables. The results

indicated that a statistically significant positive correlation between intrinsic motivation and work

engagement with intrinsic motivation and work engagement. Extrinsic motivation correlated statistically

significant work engagement. Regression analysis indicated that 34 percent of the variance explained in

work engagement was predicted by psychological empowennent and job satisfaction.

OPSOMMING

Die doel van hierdie studie was om die verhouding tussen psigologiese bemagtiging, werkstevredenheid

en werksbegeestering in ' n verfvervaardigingsaanleg te bepaal en om te bepaal of psigologiese

bemagtiging en werkstevredenheid werksbegeestering voorspel. 'n Dwarsdeursnee opname ontwerp is

gebruik. Honderd drie en vyftig werknemers (N=153) het deelgeneem in die studie in On

verfvervaardigingsaanleg in Gauteng. Die Psigologiese Bemagtingsskaal (MEQ), Hersiende

Werkstevredenheidskaal (MSQ) en die Utrecht Werksbegeestering Skaal (UWES) is gebruik. Drie fakore

is ontrek uit die MEQ, wat 62,47% van die variansie kon verklaar, twee faktore is onttrek uit die MSQ

wat 50,80% van die variansie kon verklaar en een factor uit die oorblywende II items van die UWES

(sonder die absorbsie items), wat 45,99% van die totale variansie kon verklaar. Aanvaarbare Cronbach

alpha koeffisiente wat gevarifieer het van 0,74 en 0,90 is bereken. 'n Pearson produk moment korrelasie

was gedoen om die verhouding tussen die veranderlikes te bepaal. Die resultate dui op ° n statisties

beduidende korrelasie tussen betekenis en intrinsieke motivering en werksbetrokkendheid. Betekenis
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het positief gekorreleer met intrinsieke motivering en werksbetrokkendheid. Ekstrinsieke motivering het

statisties beduidend gekorreleer met (prakties beduidend, medium effek) met werksbegeestering.

Regressieanalise het aangedui dat 34 persent van die variansie in werksbegeestering kon voorspel word

deur psigologiese bemagtiging en werkstevredenheid.
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Increasingly, employees have to work in new ways, being exposed to new technologies and

working tools, while exerting more autonomy and responsibility (Anderson-Conolly,

Grunberg, Greenberg & Moore, 2002). The ever-changing world of business is forcing

organisations to be dynamic and modify their management and operational techniques

constantly (Hancer & George, 2003). While organisations need to be competitive, employee

wellness has also been shown to affect the bottom line. In this regard, Lease (1998) mentions

a number of consequences of unhealthy organisations: lower job satisfaction, less involvement

and commitment to work, turnover intentions, withdrawal cognitions, psychological health

and decreases in productivity levels. The modem employee is frustrated by a lack of mobility,

layoffs, mergers, take-overs, foreign competition and demographic changes, some resulting

from minorities and women entering the labour market (Schmidt, 1994). The modem labour

market is characterised by new patterns of working (e.g. teamwork, tele-working and self

regulated work), increased reliance on computerised technology, higher flexibility in

workforce numbers, more dual-earner couples, technological changes and a lack of work

related training for employees and a growth in the numbers of older employees (Sparks,

Faragher & Cooper, 2001).

These changes in the working environment results in, amongst others, distress in the modern

employee. The effects of these working conditions have been associated with employee health

(Kuhnert, Sims & Lahey, 1989), physical and psychological well-being (Burke, 1991; Jacobson,

1991; Kuhnert & Palmer, 1991), stress (De Witte, 1999; Van Vuuren, 1990), survivor behaviour

(Thornhill & Saunders, 1998), employee retention (Bhuian & Islam, 1996), drive, relationship

and health (Feller, 1991), heightened absenteeism and sickness (Cooper, 1999; Lawler &

Porter, 1967), burnout (Maslach & Leiter 1997), job satisfaction (Ashford, Lee and Bobko,

1989) and organisational commitment (Bhuian & Islam, 1996; Iverson, 1996; Worrall &

Cooper, 1998; Yousef, 2002), reduction in the use of discretion, resistance to change and the

amount of effort employees are willing to put into their jobs (Thornhill & Saunders, 1998).

According to Briner (2007), one of the success stories of modem man is the humanisation of

work. This refers to the removal of physical health and safety risks through the introduction

of health and safety legislation, as well as efforts to make work more psychologically

rewarding. Briner (2007) adheres to the principles of the Positive Psychology movement in

that the simple movement of negative aspects in the workplace and the fixing of what is
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unacceptable does not promote positive well-being. Briner (2007) also points out that while

job satisfaction has been a primary focus in the past, it is considered to be more of a job

attitude than an aspect of well-being in the modem literature. The shift has been from

performance management to ideas, such as work engagement and empowerment.

In South Africa change is a well-known concept in the working environment (Marais &

Schepers, 1996). Greater economic demands necessitate change and a never-ending drive to

decrease costs (Birt, Wallis & Winternitz, 2004). Organisations find themselves in an ever

increasing competitive global economy and to remain competitive, costs have to be reduced

and often wages and staff cuts are the largest and most immediate source of reduction

(Marias & Schepers, 1996). On the other hand, to be able to compete in international

markets, South Africa needs talented, skilled labour.

Van Oudtshoorn and Thomas (1994) classify organisations lD South Africa into two

categories. The first category includes those who have a traditional authoritarian command

and control type of leadership, characterised by many levels in management, many

bureaucratic restraints on the freedom of employees and a decreased focus on incentives. The

second category includes those who strive to maximise the potential of employees,

encouraging independence and initiative, commitment rather than obedience, higher levels of

responsibility and fewer levels in management. The first type of organisation is inherently

disempowering while the latter type of organisation encourages empowerment and requires its

management to empower its workforce to be effective.

With an authoritative style of management, rules and procedures are established.

Empowerment-focused organisations, on the other hand, set out broad guidelines to establish

the limits of subordinate behavioms and provisions, coaching and counselling employees to

achieve organisational and personal goals within these defined limits (Van Oudtshoorn &

Thomas, 1994). According to Patterson, West and Wall (2004), manufacturing enterprises are

adopting new technologies and practices to increase their competitiveness. Five prominent

approaches are distinguished. These approaches are placed into a framework to classify

organisations into two broad categories. The first, known as integrated manufacturing (IM),

comprises three management approaches: advanced manufacturing technologies (AMT), total

quality management (TQM) and just in time inventory control (JIT). The second category
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consists of skills enhancement and job enrichment styles. The latter category is, according to

Patterson et al. (2004), central to empowerment.

Patterson et al. (2004) regard job enrichment and skills development as key components of

worker empowerment. Empowerment schemes tend to offer direct forms of involvement in

decision making, based on individuals, or small groups, in clear contrast with industrial

democracy and other participative schemes such as consultative committees, which are

collectivist and representative in nature (Wilkenson, 2001).

Job enrichment involves giving responsibility to employees resulting in the delegation of

authority to lower levels in the organisation and upgrading jobs to include extra skills tasks

(Patterson et al., 2004). Skills enhancement refers to selecting employees with greater ability

and developing their skills through training and learning opportunities (Patterson et al., 2004).

Both these initiatives are seen as components of empowerment according to this framework.

In their research, Patterson et al. (2004) found that empowerment, job enrichment and skills

enhancement predicted subsequent productivity; which in turn, accounted for effects on profit.

These effects were quite substantial. Manufacturing and service organisations are, according

to Hancer and George (2003), renowned for their inflexible operational procedures, simple job

descriptions and established standards. The manager is typically in control and the employees

are "being controlled" (Hancer & George, 2003, pA). According to Dumford (1997),

traditional managerial control styles are not adequate to address the changing environmental

demands. New management styles need to emerge to deliver the higher quality service levels

and products necessary in the modem global village with worker empowerment being part of

these styles.

In terms of the model of Wilson, Dejoy, Vandenberg, Richardson and McGarth (2004), a

healthy organisation is characterised by intentional, systematic and collaborative efforts to

maximise employee well-being and productivity. This type of organisation refers to the way

work processes are structured and managed; such as job design, scheduling, management,

organisational characteristics and procedures. Structure and fabric and how it functions can

have an enormous effect on the functioning of the employees within the organisation as well

as on the organisation itself. The model attempts to distinguish between healthy and
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unhealthy organisations. The immediate job-worker interaction is not sufficient to address

employee well-being and the macro-organisational influences should also be taken into

account. A positive working environment is characterised by a positive organisational climate,

proper job design and a positive job future. These dimensions impact on the psychological work

adjustment of the employees. Employee health and well-being is the last component and

outcome, of the model. It refers to an employee's perception of hislher general health, attendance

behaviour (e.g. likelihood of turnover) and engagement in health risk behaviour (e.g. tobacco

usage). Dimensions of this component refer to employee health (self-reported health),

psychological health (depressive symptoms and angerlhostility), health risk behaviours (alcohol

and tobacco use), and attendance behaviours (self-rated turnover intentions and their frequency

and absences) (Wilson et al., 2004).

Of special interest in the present study is the relationship between psychological

empowerment, job satisfaction and work engagement. The model of Wilson et al. (2004)

provides a basis for this. Psychological work adjustment refers to aspects such as psychological

empowerment, job satisfaction and work engagement, amongst others. What the relationship

between these constructs is, as well as their impact on the organisation will be pursued in this

research. The first construct that will be addressed is psychological empowerment.

Psychological Empowerment

According to Leach (2003) the notion of empowerment has gained popularity even in

managerial circles. He reports that 72% of modem manufacturing plants in the UK have

adopted an empowerment initiative of some sort. Similar findings are reported in the USA

(Leach, 2003).

Instead of a top-down managerial approach that locates employees in a fixed space "gaze of

surveillance , empowerment solicits employee involvement and participation in the pursuit of

organisational goals by "allowing workers to redefine certain aspects of the space for

themselves" (Mir & fir, 2005, p.6l). Empowerment is seen as both a relational approach that

reduces employee dependencies, as well as a motivational approach that enhances the self

worth of employees. Employees are partners in the organisation with an eye to bottom-line

business sense.
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Niehoff, Moonnan, Blakely and Fuller (2001) define empowennent as a job-altering process,

i.e. empowering employee's means either that the content or context of a job has changed.

Although the mention of psychological empowennent in contemporary journals is relatively

new and limited (Spreitzer, 1996), concepts such as job enrichment, shared decision-making,

effective delegation of authority and responsibility, self-management, flexi-time, group

decision-making and the transfer of organisational power are not unknown and could be

associated with it.

According to Leach (2003), empowennent in the workplace has two meanings. Firstly, the

practice or set of practices involving the delegation of responsibility down the hierarchical

structure of the organisation, resulting in increased decision-making authority for employees

in respect of the execution of their primary tasks. The second meaning of empowennent refers

to psychological empowennent (in contrast to the situational fonn of empowennent

mentioned above), and refers to feelings of empowennent as reflected lil

competence/confidence in employees' abilities to perfonn a task well, to experience impact or

influence in their jobs, to perceive self-detennination and a sense of meaning.

Menon (2001) and Spreitzer (1995) distinguish between leadership empowennent, structural

empowennent, and psychological empowennent. Leadership empowennent refers to the

provision of a vision for the future (Menon, 2001). A visionary leader will provide support

and inspiration to hislher followers to participate in the transfonnational processes of the

organisation (Spreitzer, 1995).

Structural empowennent focuses on the development of the human resources component of a

business. Greenberg and Baron (1997) define structural empowennent as a process where

responsibility and involvement is shared with employees not nonnally entrusted with it, while

Moerdyk and Coldwell (1990) see it as an organisational intervention where training and

bridging programmes are provided to generate knowledge and expertise. According to

Felstead and Gallie (2004), organisational flexibility has gained increased importance m

recent years. Having a workforce with the ability to react both functionally and in tenns of

staffing needs renders the organisation open and adaptable to change. Carson and Carson

(1999) define empowennent in tenns of a positive emotional experience about a task

situation.
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While power seems to be the basis of various definitions of empowerment, other authors have

related it to:

• Providing training and bridging programs to generate knowledge and expertise

(Moerdyk & Coldwell, 1990);

• Encouraging and rewarding extra effort (Zemke & Schaaff, 1989);

• Decision-making abilities and approval authority to employees that would usually not

have it (Gandz, 1990);

• Sharing relevant information (Lashley, 1999);

• Organisational effectiveness through proper utilization of human resources (Kinlaw,

1995); and

• Perceiving the self as having freedom and discretion, being personally connected to

the organisation, being confident about their abilities as well as feeling capable of

having an impact on their environment (Spreitzer & Quinn, 1997).

Thomas and Tymon (1994) relate empowerment to the granting of power, while Appelbaum,

Herbert and Le Roux (1999) relate psychological empowerment to the concepts of power and

control. Greenberg and Baron (1997) have a similar view that psychological empowerment

should be defined in terms of the capacity (power) to change the behaviour or attitudes of

others in a desired manner, while London (1993) sees empowerment as the process of giving

people power to act. Vogt and Murriel (1990) see empowerment not merely as the

redistribution of power, but rather as enlarging power in situations.

Conger and Kanungo (1988) and Duvall (1999) relate psychological empowerment to the

working environment that is structured in such a way that the employee strives towards

organisational goals. According to the latter view, situational determinants refer to the

environmental events that elicit empowerment, while individual determinants refer to the

inherent qualities of an individual.

Psychological empowerment is characterised by a self-generated exercising of judgement and

the authority to make everyday decisions (Hancer & George, 2003). Based on the well-known

Theory Y of McGregor, Hancer and George (2003) come to the conclusion that employees are

no longer content with the typical devices of control, rewards, incentives and assurances.
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According to Baruch (1988), psychological empowerment is concerned with trust, motivation,

decision-making and breaking the boundaries between management and employees. The

researcher sees psychological empowerment of particular importance in the most corporate

career system in which the burden of self and organisational development falls on the

individual.

Lashley (2000) defines psychological empowerment in terms of a sense of personal power,

efficacy and determination, freedom of choice, a sense of autonomy, authority and control,

resources and discretion to make decisions. Conger and Kanungo (1988) define psychological

empowerment as a process of enhancing feelings of self-efficacy among organisational

members through the identification of conditions that foster powerlessness and through their

removal by both formal and organisational practices and informal techniques of providing

information.

Some of the benefits of psychological empowerment programmes for the individual include

confidence about their ability to perform their work well (Spreitzer & Quirm, 1997), perceived

control in terms of a sense of competence and self-determination (Menon, 2001), as well as a

clear understanding of their role in an organisation (Appelbaum et al., 1999). Spreitzer and

Quirm (J. 997) relate psychological empowerment to increased effectiveness, irmovation and

opermess to change. Conger and Kanungo (1998) consider psychological empowerment as

essential in the implementation and management of organisational change.

Thomas and Velthouse (1990) draw parallels between the job characteristics model of Hackman

and Oldham (1980) relating meaning to meaningfulness, impact with knowledge of results and

self determination with experienced responsibility. The conclusion was reached that the nature of

tasks, as defmed in the job characteristics model, contributes directly to perceptions of

empowennent (Liden & Arad, 1996).

Psychological empowerment is seen as an effective strategy to promote expertise (Leach,

2003). Through employee involvement supported by managerial support, technical back-up

and access to information, a safe environment is created in which employees can acquire and

apply new skills. Similarly, empowerment is also an effective means to manage knowledge;
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firstly, by disseminating knowledge through teclmical support and secondly, by allowing

practice and experimentation of new skills and realised abilities.

Van Oudtshoorn and Thomas (1994) are of opinion that a disempowered employee does not

have the resources to cope with the demands of the complex, and ever-changing world of

modem business. A psychologically empowered employee will display the characteristics

desired by business employees, according to Van Oudtshoorn and Thomas (1994). These are:

accepting responsibility, being active, bold, creative, energetic, happy, healthy, imaginative,

independent, individualistic, innovative, interested, motivated and prepared to take risks.

Other characteristics include being observant, being satisfied with one's job, being sensitive to

subtleties and using one's full potential and intelligence.

According to Mir and Mir (2005), psychological empowerment is implemented to increase

productivity, decrease costs, mcrease customer satisfaction, encourage continuous

improvement, support quality initiatives, dissipate the tensions of downsizing and contribute

to the overall effectiveness of the organisation. According to Lashley (1999) there are four

distinct, though overlapping, reasons why managers would introduce empowerment into the

organisation: empowerment through participation, empowerment through involvement,

empowerment through commitment and empowerment through delivery. These forms of

empowerment represent different arrangements for the employee. The first three forms

describe initiatives for empowered front-line employees, while empowerment through

delivery concerns changes in the organisational report structures.

According to Lashley (2000), psychologically empowered employees accept responsibility for

their own performance and its improvement. Inherent skills and talents will automatically be

put into practice in the organisation. Malan (2002) reports the following organisational

benefits of psychological empowerment: lower absenteeism and turnover, a sense of

ownership, taking responsibility, higher levels of motivation, commitment, performance and

job satisfaction. On the other hand, Malan (2002) warns of a loss of control and insecurity and

the creation of unrealistic expectations which might result from the introduction of

empowerment programmes.
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Additionally, Lashley (2000) warns that many authors assume a two-stage model for

psychological empowennent and its effects on the organisation; that empowennent will result

in a whole host of desired organisational outcomes such as additional commitment and effort.

He rather proposes a multi-stage model which considers various factors impacting on the

implementation of psychological empowerment in an organisation. One factor does not

automatically lead to the next, even if working conditions are changed. For example, there is

no guarantee that employees will feel psychologically empowered and if employees do

develop personal efficacy, there is not necessarily an automatic change in behaviour.

Furthennore, if there is a change in behaviour, it does not automatically mean a change in

business perfonnance. It may simply be that the efforts of employees are being marginalised

by factors beyond their control.

Mir and Mir (2005) agree with Lashley's (2000) View that psychological empowennent

cannot be seen as a simple process. In their opinion, empowennent must be seen within the

broader managerial discourse in the organisation. Employees are not mechanical instruments

as Taylorism or Fordistism would have it. Employees have the choice to resist management's

initiatives in a variety of fonns such as disobedience, disorder, sabotage, rebellion and strikes.

Workers could also produce only that, which is demanded of them, i.e. adheres to the

minimum standards. In other words, workers can choose to disengage themselves from the

organisation and the work that they are to perfonn.

Job Satisfaction

Job satisfaction is an affective reaction to a job, resulting from an employee's comparison of

actual outcomes and required outcomes (Rothmann, 2001). Job satisfaction is usually

described in tenns of relational (i.e. a person's relational component to a desirable or

oodesirable outcomes) and dispositional dimensions (i.e. inherent attributes of the individual)

(Rothmann, 2001).

Yousef (2002) defines job satisfaction as the extent to which a worker feels positively or

negatively about his or her job. Bretz and Judge (1994) define job satisfaction as the

individual worker's subjective evaluation of the degree to which his or her requirements are
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met by the environment. A fit between individual and organisational characteristics should

induce job satisfaction, according to this view.

Job tenure is the most basic indicator of person-environment fit, as an employee will remain

in an environment that he or she prefers (satisfaction) while the environment also finds the

person acceptable (satisfactoriness) (Bretz & Judge, 1994). Weiss, Dawis, England and

Lofquist (1967) found that employees seek to achieve and maintain correspondence with their

environment. According to Manz and Sims (1993), employees select themselves into

environments that are congruent with their dispositions. When an environment is not

congruent with an employee's disposition, the employee will become dissatisfied and leave

the organisation. An individual will experience job satisfaction if his or her individual

capacities, experience and values can be utilised in the environment which will in turn, offer

the employee opportunities and rewards (Rothmann, 2001).

Economic conditions, organisational structures, job characteristics and general organisational

factors influence job satisfaction stronger than dispositional factors according to the

situational approach (St:riimpfer, Danana, Gouws & Viviers, 1998). Dispositional definitions

of job satisfaction define job satisfaction in terms of personal characteristics, needs, anitudes,

preferences, motives, self-esteem, self-efficacy, low neuroticism and locus of control. The

postulation is that individuals react to environments in a predetermined manner (Rothmann,

2001).

Roberts and Foti (1998) postulate an interactional perspective and see job satisfaction as a

combination of situational and dispositional attributes. According to Yousef (2002), job

satisfaction can be related to a number of constructs such as organisational commitment, life

satisfaction, job performance, decreased absenteeism and decreased employee turnover. Job

satisfaction is, according to Yousef (2002), a mediating factor between role stressors,

particularly role conflict and ambiguity and organisational commitment. Landy (1989) notes

that psychological well-being is a by-product of a productive workforce.

Kreitner and Kinicki (1998) have related job satisfaction to organisational commitment while

Robbins (1996) has related it to staff absenteeism and turnover figures. According to

Milkovich and Boudreau (1997), satisfied employees create a bener working environment and
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have a more positive effect on production. Coetzee (1998) adds to this a lower staff turnover

and lower absenteeism levels, while Testa (2001) is of opinion that satisfied employees treat

customers better than their counterparts.

Job satisfaction does not sufficiently address behavioural aspects that impact on business

results (Baumruk, 2006). While traditionally, the focus was on work satisfaction, the concept

of work engagement has gained momentum in the last decade (Baumruk, 2006).

Work Engagement

Engaged employees demonstrate three general behaviours important for business

effectiveness according to Pech and Slade (2006):

• An intense desire to be a member of the organisation despite other job opportunities;

• spending extra time, effort and initiative to contribute to the success of the business; and

• advocating internal and external contacts so that potential employees are referred to the

organisation.

According to Pech and Slade (2006), only 17% of employees in the UK are truly engaged in

their jobs. These authors warn that there is evidence suggesting that disengagement is on the

increase and that the catalysts for disengagement should be identified and analysed to deal

with the "falling employee commitment and energy levels" of employees (Pech & Slade,

2006, p.25). Woodruffe (2006) notes that it does not make sense to employ people if an

organisation is not taking steps to get their staff to give their best to the organisation. While it

is necessary to earn a living, according to Woodruffe (2006), it does not automatically mean

that people follow money when deciding to leave an organisation. Some of these non

financial factors were how a job would look on a curriculum vitae for future career

opportunities and continuous development. Autonomy, trust, support, working on useful

assignments, advancement and a work-life balance are some of the other factors mentioned by

Woodruffe (2006).

Llorens, Schaufeli, Bakker and Salanova (2007) define work engagement as "a persistent,

pervasive and positive affective-motivational state of fulfilment in employees" (p. 827). It is
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composed of three dimensions: VlgOur, dedication and absorption. Vigour refers to high

levels of energy and mental resilience, willingness to invest effort in work, not being easily

fatigued and persistence in the face of difficulties. Dedication refers to deriving a sense of

significance from work, feelings of enthusiasm, being proud and feelings of being inspired

and challenged by a job. Absorption refers to being totally and happily immersed in a job and

finding it difficult to detach the self from it (Schaufeli, Martinez, Pinto, Salanova & Bakker,

2002). According to South African studies, one of these factors, namely absorption, indicated

problems in terms of low internal consistencies or poor loadings (Coetzer, 2004; Naude &

Rothmann, 2004; Rothmarm, 2005; Storm & Rothmann, 2003; Van der Linde, 2004). As a

result, translation and simplification in the South African context should be cOI).sidered

(Naude & Rothmann, 2004). While work engagement is primarily characterised by vigour

and dedication, it is possible that absorption plays a less central role in the work engagement

concept. As a result, researchers have asked the question as to whether or not absorption

should be included in the measurement of work engagement in South African studies

(Coetzer, 2004; Naude & Rothmann, 2004; Van der Linde, 2004). Within this study items

related to Absorption within the UWES was left out.

Work engagement is, according to Maslach and Leiter (1997), characterised by energy,

involvement and efficacy. Schaufeli, Salanova, Gonialez-Roma and Bakker (2002) defme it as a

positive, fulfilling, work-related state ofmind characterised by vigour, dedication and absorption.

Baumruk (2006) sees engagement as a way to increase productivity and the talent pool.

Through the creation of an environment where employees feel more passionate about their

work, not only the organisation but also the employee will benefit. Pech and Slade (2006) see

lengthy episodes of distraction, rapid task saturation, slow tempo of activity, poor decision

making, absence from work and a lack of interest as symptoms of a disengaged worker.

The relationship between psychological empowerment, job satisfaction and work

engagement

Job satisfaction has been positively related to work engagement by various authors such as

Davy, Kinici and Scheck (1997) and Schutte et al. (2000). The relationship between

psychological empowerment and job satisfaction has been researched by various authors.
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Hechanova (2006) and Hung (2006) relate psychological empowerment positively to job

performance and job satisfaction. Holdsworth and Cartwright (2003) found a positive

relationship between psychological empowerment and job satisfaction. The strongest association

was with meaning, suggesting that for people to feel satisfied "Yith their jobs, they need to put

their hearts into them and feel energised by their jobs (Holdsworth & Cartwright, 2003). Liden,

Wayne and Sparrowe (2000) conclude that the meaning and competence dimensions of

empowerment mediate the relationship between job charactelistics and job satisfaction.

According to Dwyer (2001) and Liden et al. (2000), psychological empowerment may result

in higher levels of job performance and job satisfaction. Lease (1998) reports that job

satisfaction is the most frequently studied work attitude construct. She defines job satisfaction

as the result of an employee's appraisal of the degree to which the work environment fulfils

an employee's needs. This definition acknowledges both a global satisfaction with the job, as

well as facets of the job. A similar view is maintained in this study.

Felstead and Gallie (2004) are of opinion that high involvement required in skilled jobs,

relates positively to worker empowerment. Demerouti, Bakker, Nachreiner and Schaufeli

(200 I) and Schaufeli and Bakker (200 I) found in their research a correlation between a lack

of resources and disengagement. Llorens et al. (2007) found that work engagement increased

efficacy beliefs, which in turn, increased task resources over time. Efficacy beliefs playa

mediating role in the study between task resources and work engagement.

Pech and Slade (2006) are of the opinion that the study of disengagement should commence

with meaningfulness. These authors relate meaningfulness significantly to engagement.

Lease (1998) reports that dissatisfied employees who are higher in negative affectivity,

engaged in more withdrawal behaviours than employees who are low in negative affectivity.

A negative affect therefore mediates the relationship between job satisfaction and work

engagement. Demerouti et al. (200 I), Felstead and Gallie, 2004 and Lease (1998) made

similar findings.

Liden et ai. (2000, pA08) concludes that "engaging in work that has a significant effect on others

is experienced by most individuals as meaningful". One can derive satisfaction only if one
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engages in a meaningful job requiring challenge and an opportunity for recognition (Hertzberg,

Mausner & Snyderman, 1959).

The impact of demographic variables in the levels of perceived psychological empowerment

Certain organisational factors need to be taken into consideration when employees are

psychologically empowered, as well as the effect of certain demographic variables. Lin (2002)

indicated that age and educational background do not have a significant effect on the perception

of empowerment. On the other hand Boudrias, Gaudreau and Lashinger (2004) found a

significant relationship between gender and tenure and psychological empowerment. Hung

(2006) reported significant differences in the empowerment of teachers when the demographic

variables of educational background and gender were considered.

Vardi (2000), and Miller, Goddard and Laschinger (2001) reported significant differences on

perceptions of psychological empowerment and age groups. Vardi (2000) also found

significant relationships between gender and hierarchical level and perceptions of

psychological empowerment while Kim and George (2005) found no significant differences.

Hancer and George (2003) found a significant relationship between perceptions of

psychological empowerment and tenure. No significant differences were found between

perceptions of psychological empowerment and educational level (Vardi, 2000).

Within the South African context there is a clear lack of research on the effect that psychological

empowerment has on work engagement and job satisfaction on employees in the surface

coatings manufacturing industry. It is therefore the aim of this study to determine whether such a

relationship exists.

The organisation in which the study was conducted in, has gone though structural and leadership

changes. New ways of production, team- and organisational communication, leadership styles

and planning cycles have been introduced.

Based on the above discussion, the following hypotheses are formulated:
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HI: There are practically and statistically significantly correlations between psychological

empowerment, job satisfaction and work engagement.

H 2: Psychological empowerment and job satisfaction predict work engagement.

H 3 : There are differences between the experienced levels of psychological empowerment of

employees in a surface coatings manufacturer based on certain demographic variables.

METHOD

Research design

A cross-sectional design with a survey as the data collection technique was used to achieve the

research objectives. Cross-sectional designs are used to examine groups of subjects in various

stages of development simultaneously, while a survey is a data-collection technique in which

questionnaires are used to gather data about an identified population (Bums & Grove, 1993).

Information collected is used to describe the population at that point in time. This design may

also be used to assess interrelationships among variables within a population. According to

Shaughnessy and Zechmeister (1997), this design is best suited to addressing the descriptive and

predictive functions associated with the correlational design, whereby relationships between

variables are examined.

Participants

The participants could be defined as an availability sample of employees working in a surface

coatings manufacturer. The total population of 405 employees was targeted. A response rate

of38% was achieved, of which 153 responses (99%) could be utilised.

Descriptive information of the sample is provided in Table 1.
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Table 1

Characteristics ofParticipants

Item

Gender

Age

Language

Work Experience

EducationaJ level

Category Frequency Percentage

Male 94 77,00%

Female 19 15,60%

Missing Values 9 7,40%

20-29 29 26,40%

30-39 44 36,10%

40-49 25 19,60%

50-59 9 7,20%

60 + 4 3,20%

Missing Values 12 9,80%

Sesotho 16 13,10%

Selswana 2 1,60%

isiSwati 2,50%

isiXhosa 14 11,50%

isiNdebele 0,80%

isiTsonga 10 8,20%

Tsivenda 3 2,50%

isiZulu 30 24,60%

Sepedi 11 9,00%

Afrikaans II 9,00%

English 8 6,60%

Other I 0,80%

Missing Values 12 9,80%

Up to 5 years 46 37,70%

5 to 10 years 26 21,30%

10 to 15 years 13 10,70%

15 to 20 years 6,60%

More than 20 years 7 5,70%

Missing Values 22 18,00%

Lower than Grade 10 25 20,50%

Grade 10 9 7,40%

Grade 11 7 5,70%

Grade 12 42 34,40%

Certificate / Dilpoma 12 9,80%

National Diploma 5 4,10%

University Degree 2 1,60%

Postgraduate Degree 3 2,50%

Missing Values 17 23,90%

Of the population of 405 employees, 153 (38%) participated in the study. The sample consisted

mainly of male employees (77,00%) of which 24,60% were Zulu speaking between the ages of

30 and 39 years (36,10%). Of the participants 37,70% had up to 5 years work experience and

34,40% had at least a Grade 12 qualification.
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Measuring battery

Three questionnaires were administered in this study, namely the Measuring Empowerment

Questionnaire (MEQ) (Spreitzer, 1995), the Minnesota Satisfaction Questionnaire (MSQ)

(Weiss et al., 1967), and the Utrecht Work Engagement Scale (UWES) (Schaufeli et al.,

2002b)

The Measuring Empowerment Questionnaire (MEQ) was used to measure psychological

empowerment. This instrument, developed by Spreitzer (1995) is based on the theoretical

hypothesis of Thomas and Velthouse (1990). According to this model, four dimensions are

distinguished, namely: meaning, competence, self-determination and impact. Alpha

coefficients ranging from 0,79 to 0,92 were obtained for the total score (Graca, 2002;

Konczak, Stelly and Trusty, 2000; Malan, 2002; Sauer, 2003). Sauer (2003) found the

following alpha coefficients for the four dimensions: 0,92 for meaning, 0,90 for competence,

0,91 for self-determination and 0,84 for impact. The construct validity of the MEQ has been

confirmed by Griggspall & Albrecht (2003), Henken and Marchiori (2003) and Hu & Leung

(2003) who have confirmed a four factor model for Spreitzer's four empowerment

dimensions. Other researchers such Hancer and George (2003) found a three factor model.

The Minnesota Satisfaction Questionnaire (MSQ) contains intrinsic and extrinsic subscales

that are summed to a general satisfaction score. The Revised Minnesota Job Satisfaction

Questionnaire of Weiss et al. (1967) which is a shorter version of the original 100-item

questionnaire was used. Van der Linde (1999) reports reliability coefficients of 0,96 with

values on sub-factors ranging from 0,42 (responsibility) to 0,91 (recognition). Coetzee

(1998) reports a Cronbach alpha coefficient of 0,90. Brown (1996), and Hirschfeld (2000),

Askins and Naumann (2002) have confmned a two factor structure for the MSQ.

The Utrecht Work Engagement Scale (UWES) (Schaufeli et al., 2002b) was used to measure

the levels of work engagement of the participants. The UWES includes three dimensions,

namely vigour, dedication and absorption, which are conceptually regarded as the opposite of

burnout. The alpha coefficients for the three subscales varied betvveen 0,80 and 0,91. The

alpha coefficient could be improved (a varies between 0,78 and 0,89 for the three sub-scales)

by eliminating a few items without substantially decreasing the scale's internal consistency.
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Storm and Rothmann (2003) obtained the following alpha coefficients for the U\VES in a

sample of 2 396 members of the South African Police Service: Vigour: 0,78; Dedication:

0,89; and Absorption: 0,78. Moreover, Coetzer (2004) obtained the following alpha

coefficients among a sample of employees in an insurance company: Vigour (0,80);

Dedication (0,87); and Absorption (0,69). In a study conducted among protection officers in

South Africa, a two-factor structure consisting of Vigour/Dedication and Absorption was

confirmed (Muller, 2004; Van der Linde, 2004). The Cronbach alpha coefficient obtained

varied between 0,51 (for Absorption) and 0,91 (for Vigour/Dedication).

Statistical Analysis

The statistical analysis was carried out with assistance of the SPSS-prograrnme (SPSS Inc.,

2007). Descriptive statistics (namely the means, standard deviations, skevvness and kurtosis)

were used to organise, summarise and describe the data (Howell, 1999). Cronbach alpha

coefficients were used to determine the internal consistency, homogeneity and uni

dimensionality of the measuring instruments (Clark & Watson, 1995). Coefficient alpha

contains important information regarding the proportion of variance of the items of a scale in

terms of the total variance explained by that particular scale.

Exploratory factor analyses were carried out to determine the construct validity of the measuring

instruments. The following procedure was followed: firstly, a simple principal components

analysis was conducted on the constructs of the measUling instruments. In order to determine

the number of factors, the eigenvalues and scree plot were studied (Leach, 2003). Secondly, a

principal axis factoring analysis with a direct oblimin rotation was conducted if factors were

related (r> 0,30) (Tabachnick & Fidell, 2001).

Pearson product-moment correlation coefficients were used to specify the relationship between

the variables. In terms of statistical significance, it was decided to set the value at a 95%

confidence interval level (p ~ 0, OS). Effect sizes (Steyn, 1999) were used to decide on the

practical significance of the fll1dings. Pearson product-moment correlation coefficients were

used to specify the relationship between the variables. A cut-off point of 0,30 (medium effect,

Cohen, 1988) was set for the practical significance of correlation coefficients.
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A stepwise multiple regression analysis was conducted to determine the percentage of the

variance in the dependent variable that is predicted by the independent variables. The effect

size (which indicates practical significance) in the case of multiple regression, was given by

the following formula (Steyn, 1999):

A cut-off point ofO,35 (large effect, Steyn, 1999) was set for the practical significance ofI.

Analysis of variance (Anova) was used to determine the significance of differences between

demographic groups. Anova tests whether mean differences among groups on a combination

of dependent variables are likely to have occurred by chance (Tabachnick & Fidell, 2001). In

Anova, a new dependent variable is created from the set of dependent variables. This

maximises group differences. Wilk's Lambda was used to test the significance of the effects.

Wilk's Lambda is a likelihood ratio statistic that tests the likelihood of the data under the

assumption of equal population mean vectors for all groups against the likelihood under the

assumption that the population mean vectors are identical to those of the sample mean vectors

for the different groups.

RESULTS

A principal component factor analysis was performed on the 12 items of the MEQ on the

total sample of employees of the surface coatings manufacturer. The analysis of the

eigenvalues (larger than 1) and the scree plot indicated that three factors could be extracted,

explaining 62,47% of the total variance. Next, a principle axis factor analysis was followed

using a direct oblimin rotation to perform further factor analysis.

The results of the factor analysis on the MEQ are indicated in Table 2. The loading of variables

on factors, as well as communalities and percentage of variance, are indicated. Variables are

ordered and grouped by size of loading to facilitate interpretation. Labels for each factor are

suggested in a footnote.

Table 2
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Factor Loadings, Communalities (h2), Percentage Variance for Principal Factors Extraction

and Direct Oblimin Rotation on the MEQ Items

Item F, F, F) h'

MEQ8 0,77 0,00 0,00 0,54

MEQ2 0,73 0,00 0,00 0,55

MEQ3 0,64 0,00 0,00 0,42

MEQ7 0,64 0,00 0,00 0,52

MEQ4 0,52 0,00 0,00 0,46

MEQ9 0,47 0,00 0,00 0,32

MEQll 0,00 -0,9l 0,00 0,78

MEQ6 0,00 -0,62 0,00 0,48

MEQ5 0,00 -0,55 0,00 0,55

MEQ12 0,00 0,00 1,00 0,92

MEQl 0,00 0,00 0,50 0,43

MEQIO 0,00 0,00 0,46 0,30

Percentage variance explained 41,96 10,66 9,85

F, Impact and Self-determination (Influence), F, Meaning, F) Competence

Inspection of Table 2 shows that three factors were extracted accounting for 62,47% of the

total variance in the data. Variables were reasonably well defined by this factor solution.

Communality values, as seen in Table 2, tend to be moderate.

The first factor deals with the Impact (the degree to which an individual may influence

certain organisational outcomes) and Self-determination (an individual's sense of having a

choice in initiating and regulating action) (Spreitzer, 1995) and will be named Influence

(Hancer and George, 2003). The second factor deals with Meaning (the value of a goal/work

judged in terms of the individual's ideals or standards) and the third factor, deals with

Competence (the individual's belief in his/her capability to perform activities with skill)

(Spreitzer, 1995).

A principal component factor analysis was perfonned on the 20 items of the MSQ on the total

sample of employees of a surface coatings manufacturer. Analysis of the eigenvalues (larger

than l) and the scree plot indicated that two factors could be extracted, explaining 50,80% of

the total variance. Next, a principle axis factor analysis was followed using a direct obEmin

rotation to perform further factor analysis.

The results of the factor analysis on the MSQ are indicated in Table 3. The loading of variables
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on factors, as well as communalities and percentage of variance, is indicated. Variables are

ordered and grouped by size of loading to facilitate interpretation. Labels for each factor are

suggested in a footnote.

Table 3

Factor LoadingS, Communalities (h2), Percentage Variance for Principal Factors Extraction

and Direct Oblimin Rotation on the MSQ Items

Item F, F, h'

MSQ13 0,73 0,00 0,39

MSQ5 0,70 0,00 0,53

MSQ19 0,69 0,00 0,58

MSQl2 0,65 0,00 0,60

MSQ17 0,65 0,00 0,51

MSQ20 0,54 0,00 0,59

MSQ15 0,46 0,00 0,62

MSQ6 0,45 0,00 0,43

MSQ14 0,45 0,00 0,57

MSQ2 0,41 0,00 0,19

MSQ18 0,29 0,00 0,26

MSQll 0,00 0,73 0,54

MSQ4 0,00 0,72 0,43

MSQ9 0,00 0,70 0,52

MSQIO 0,00 0,70 0,44

MSQ8 0,00 0,47 0,53

MSQ3 0,00 0,45 0,41

MSQ16 0,00 0,44 0,57

MSQI 0,00 0,34 0,24

MSQ7 0,00 0,34 0,20

Percentage variance explained 43,42 7,38

F, Extrinsic Motivation, F, Intrinsic Motivation

Inspection of Table 3 shows that two factors were extracted accounting for 50,80% of the

total variance in the data. Variables were reasonably well defined by this factor solution.

Communality values, as seen in Table 3, tend to be moderate.

Factor one, Extrinsic Motivation refers to the person deriving his/her motivation from

external factors, while Intrinsic Jvfotivation refers to an individual deriving his/her motivation

from sourcing within him/herself (Askins & Naumann, 2002; Brown, 1996; Hirschfeld, 2000;

and Leach (2003)).
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A principal component factor analysis was performed on the remalllmg 11 items of the

UWES (without the Absorption items) on the total sample of employees of a surface coatings

manufacturer. Analysis of the eigenvalues (larger than 1) and the scree plot indicated that

one factor could be extracted, explaining 45,99% of the total variance. Next a simple

principle axis factoring analysis was performed on the 11 items of the UWES on the total

sample of employees of a surface coatings manufacturer. This factor was labelled Work

Engagement. The single factor loading is in line with the finding of Mostert and Rothmann

(2006).

The descriptive statistics and alpha coefficients of the three factors of the MEQ, two factors

of the MSQ and one factor of the UWES are indicated in Table 4.

Table 4

Descriptive statistics and Alpha coefficients ofthe MEQ MSQ and UWES Subscales

Item Mean SD Skewness Kurtosis IX

Psychological Empowerment

Influence 29,06 8,60 -0,56 -0,45 0,83

Meaning 17,26 4,05 -1,09 0,80 0,78

Competence 18,04 3,54 -1,23 1,11 0,74

Job Satisfaction

Extrinsic Motivation 23,67 7,42 -0,08 -0,73 0,90

Intrinsic Motivation 41,74 9,73 -0,24 -0,43 0,86

Work Engagement

Work Engagement 49,86 13,98 -0,89 0,28 0,88

Table 4 indicates that acceptable Cronbach alpha coefficients varying from 0,74 to 0,90 were

obtained. These alpha coefficients compare reasonably well with the guideline of a>0,70

(0,55 in basic research), demonstrating that a large proportion of the variance is explained by

the dimensions (internal consistency of the dimensions) (Nunnally & Bernstein, 1994). It is

evident from Table 4 that most of the scales of the measuring instruments have relatively

normal distributions, with low skewness and kurtosis, except for l\;[eaning and Competence.

The product-moment correlation coefficients between influence, mearung, competence,

extrinsic motivation, intrinsic motivation and work engagement are provided in Table 5.
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Table 5

Product-moment correlation coefficients between the MEQ, MSQ and UWES

0,41'+

0,17 -0,01

0,34·... 0,20' 0,77*++

0,41·... 0,17 0,45'+ 0,52'-

Item 1

1. Influence

2. Meaning 0,54 '++

3. Competence 0,52'++

4. Extrinsic Motivation 0,29'

5. Intrinsic Motivation 0,39·...

6. Work Engagement 0,32'+

• p .::0...0,05 - statistically significant

+ r > 0,30 - practically significant (medium effect)

++r> 0,50 - practically significant (large effect)

2 3 4 5

Table 5 shows that mearung correlated positively with intrinsic motivation and work

engagement correlated (practically significant, medium effect). Extrinsic motivation

correlated statistically significant (practically significant, medium effect) work engagement.

Intrinsic motivation is statistically significant positive correlated (practically significant,

medium effect) with work engagement. Influence also correlated positively (practically

significant, medium effect) with intrinsic motivation and work engagement.

Hypothesis one is therefore only partially accepted as not all the factors of psychological

empowerment, job satisfaction and work engagement correlate with one another.

The results of a multiple regression analysis with work engagement as dependent variable

influence, meaning, competence, extrinsic motivation and intrinsic motivation as independent

variables are reported in Table 6.

54



Table 6

lvfultiple regression analyses with work engagement as dependent variable

Model

(Constant)

Influence

Meaning

Competence

2 (Constant)

Influence

Meaning

Competence

Extrinsic Motivation

Intrinsic Motivation

U nstandard ised Standardised p F R R2 tJ.R2

Coefficients Coefficients

B SE Beta

25,97 6,67 3,89 0,00 8,71" 0,43 0,18 0,18

0,28 0,18 0,17 1,58 0,12

1,17 0,35 0,34 3,36 0,00'

-0,24 0,39 -0,06 -0,60 0,55

8,37 6,89 l,22 0,23 12,06" 0,59 0,34 0,16

0,03 0,17 0,02 0,16 0,87

0,94 0,32 0,27 2,92 0,00'

-0,04 0,37 -0,0 I -0,10 0,92

0,31 0,24 0,17 1,32 0,19

0,43 0,19 0,30 2,31 0,02'

, p< 0, 05

Table 6 shows that 18 percent of the variance explained in work engagement is predicted by

psychological empowerment (i.e. influence, meaning, and competence) (F = 8,71, p<O,OS).

When the job satisfaction factors were added into the multiple regression analysis, the

statistical significance of R2 increased. Table 6 shows that 34% percent of the variance

explained in Work Engagement is predicted by psychological empowerment (i.e. influence,

meaning, and competence) and job satisfaction (F = 12,06, p<O,OS). The only significant

predictors of work engagement were meaning and intrinsic motivation. Hypothesis 2 is

therefore partially accepted.

Anova analyses were used to determine the relationship between psychological

empowerment and different demographic characteristics, namely gender, language, tenure

and educational ~evel. Demographic characteristics where first analysed for statistical

significance using Wilk's Lambda statistics. The results of the comparisons are given in

Table 7.
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Table 7

Anova - Differences in psychological empowerment ofDemographic Groups

Variable Value F Df P Partial Eta

Squared

Gender 0,95 1,87 3,00 0,14 0,05

Language 0,91 1,62 6,00 0,14 0,04

Tenure 0,96 0,35 12,00 0,98 0,02

Education 0,80 1,08 21,00 0,37 0,07

• Statistically significant difference p < 0, 05
11' > 0,25 = large effect

In an analysis of Wilk's Lambda values, no statistically significant differences (p < 0,05)

regarding psychological empowerment could be found between gender groups, language

groups, tenure and educational levels. Hypothesis 3 is therefore rejected.

DISCUSSION

The general aim of this research was to determine the relationship between psychological

empowerment, job satisfaction and work engagement in a surface coatings manufacturer in

South Africa. Firstly, the factor structures of the measuring instruments were determined

with principal component analysis to determine the total factors of each instrument and

followed up with principle axis factoring. A direct oblimen rotation was used when there was

more than one factor and when the factors were fOllild to correlate.

Three factors could be extracted on the MEQ, explaining 62,47% of the total variance. The

first factor was named influence and consisted of self-determination and impact which were

loaded together on one factor. Self-determination refers to the choice that people have in

initiating and regulating actions (Deci, Connell & Ryan, 1989). Impact refers to the

perception that one's actions have the ability to influence the environment and that other

people will pay attention to one's ideas (Spreitzer & Quinn (1997). The second factor was

named meaning and has to do with the subjective value that a person assigns to his/her work

(Thomas & Velthouse, 1990) or the intemalisation of organisational goals (Menon, 2001) and

an opportunity to pursue a worthy cause (Appelbaum and Honeggar (1998). The third factor

was named competence and refers to the sense of accomplishment a person experiences when
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a task has been skillfully perfonned (Appelbaum & Honeggar, 1998). Although Spreitzer

(1995) postulated that the MEQ consists of a four-factor model, namely: meaning,

competence, self-determination and impact. This research confinned previous findings of a

three-factor model (Griggspall & Albrecht, 2003; Henken & Marchiori, 2003; Hu & Leung,

2003).

Two factors could be extracted on the MSQ, explaining 50,80% of the total variance. These

two factors were labelled extrinsic and intrinsic motivation. Extrinsic motivation refers to

motivation induced by factors outside an individual. Intrinsic motivation refers to motivation

induced by factors inside the individual. Similar findings have been reported by Askins and

Naumann (2002), Brown (1996); Hirschfeld (2000), and Moonnan (1993).

One factor could be extracted on the remallllllg 11 items of the UWES (without the

absorption items), explaining 45,99% of the total variance. This factor was labelled Work

Engagement. Swart (2006) also found in her study of call centre agents a one-factor solution

explaining 58,11 % of the total variance.

Cronbach alpha coefficients varying from 0,74 to 0,90 were obtained. All the measuring

instruments had acceptable levels of internal consistency with alpha coefficients higher than

the guideline of a>0,70, which demonstrated that a large portion of the variance was

explained by the dimensions (internal consistency of the dimensions) (Nunnally & Bernstein,

1994). Most of the scales of the measuring instruments had relatively nonnal distributions,

with low skewness and kurtosis, except for meaning and competence. Both these factors

were negatively skew, indicating that the distribution of scores deviated from the symmetry

(Struwig & Stead, 2001). Competence also had a higher kurtosis out of the guideline of -1

and 1, indicating that the distribution of data in terms of the items of competence was a bit

peak (Struwig & Stead, 2001).

A Pearson product-moment correlation was conducted to deterrrtine the relationship between

the variables. Psychological empowerment (influence and meaning) correlated positively

with job satisfaction, showing that respondents who were psychologically empowered also

tended to be satisfied with their jobs. These findings are in line with the fmdings of Holdsworth

and Cartwright (2003), aJ)d Hechanova (2006). Within this study a positive correlation was
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also found between psychological empowerment (influence and meaning) and work

engagement. Demerouti et al. (2001), Felstead & GalEe, 2004) and Lease (1998) made

similar findings.

Meaning correlated positively with intrinsic motivation and work. Extrinsic motivation

correlated statistically significant (practically significant, medium effect) work engagement.

Intrinsic motivation is statistically significant positive correlated (practically significant,

medium effect) with work engagement.

According to Spreitzer, Kizilos and Nason (1997), a strong link exists between meaning and

job satisfaction. According to these authors, low levels of meaning have been linked to

apathy (i.e disengagement) at work and hence, lower levels of work satisfaction. A person's

perception about meaning affects, according to Hancer and George (2003), their satisfaction

and empowerment levels.

Extrinsic and intrinsic motivation was found to be positively correlated to work engagement,

implying that employees who are satisfied with the work will also be more engaged in their

work. These findings are in line with those of Davy, Kinici and Scheck (1997).

Intrinsic motivation correlated positively with work engagement. Thomas and Velthouse

(1990) related intrinsic task motivation to positively valued experiences that individuals

derive from tasks and that result in motivation and satisfaction. These task assessments result

in engagements that energise and sustain the individual's behaviour.

Extrinsic motivation was found to correlate significantly (practically significant, medium

effect) with work engagement. Extrinsic motivational factors such as working conditions and

supervision (Arvey, Bouchard, Segal & Abraham, 1989), transfOlmational leadership

(Spreitzer et aI., 1997) and charismatic leadership has been shown to be related to work

engagement and meaning (Thomas & Velthouse, 1990).

No statistically significant correlations could be obtained between competence, job

satisfaction and work engagement.
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Hypothesis 1 was therefore only partially accepted as not all the factors of psychological

empowerment, job satisfaction and work engagement correlated with one another.

A multiple regression analysis was done with work engagement as dependent variable and

influence, meaning, competence, extrinsic motivation and intrinsic motivation as independent

variables. Eighteen percent of the variance explained in Work Engagement is predicted by

psychological empowerment (i.e. influence, meaning, and competence). When the job

satisfaction factors were added into the multiple regression analysis, the statistical

significance of R2 increased (M2
= 0,16). Thirty four percent of the variance explained in

work engagement was predicted by psychological empowerment (i.e. influence, meaning, and

competence) and job satisfaction, with the only significant predictors being meaning and

intrinsic motivation. Hypothesis 2 is therefore only partially accepted. The relationship was

previously shown by Davy, Kinici and Scheck (1997) and Schutte, Topinen, Kalimo and

Schaufeli (2000).

Anova analyses were used to determine the relationship between psychological

empowerment and different demographic characteristics, namely gender, language, tenure

and educational level. No statistically significant differences (p<0,05) regarding

psychological empowerment could be found between gender groups, language groups, tenure

and educational levels. This is not in line with Lin (2002) who related age and educational

background to perceptions of empowerment and Boudrias, Gaudreau and Lashinger (2004)

who related gender and tenure to psychological empowerment. Vardi (2000), however, could

not relate educational level to psychological empowerment.

Hypothesis 3 was therefore rej ected.

RECOMMENDATIONS AND LIMITATIONS

In the modem world of work, where not only high demands are placed on employees, the

attainment and retaining of talent, necessitates employers to value the wellness of their

employees more than ever before. All three of the constructs in this research: psychological

empowerment, job satisfaction and work engagement are valued constructs in the workplace.
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Psychological empowerment may be increased by applying the principles of information

sharing, skills development, delegation of authority, accoW1tability, using the manager as a

coach (Conger & KanW1go, 1988) and encouraging and rewarding extra effort (Zemke &

Schaaff, 1989).

It is recommended that employees and managers of the surface coatings manufacturer gain

thorough knowledge of work wellness and its different components. The reason for this is to

be able to identify those factors that assist employees to better engage in their work,

experience job satisfaction and psychological empowerment.

Further interventions may be implemented in the organisation to stimulate psychological

empowerment. This study confirmed that when psychological empowerment (and specifically

influence and meaning) are experienced, employees may experience more job satisfaction

(intrinsic and extrinsic motivation) and work engagement. Further longitudinal studies may also

be implemented to determine causality which could not be determined in the current study, as a

cross-sectional survey design was used.

A limitation of the current study was that the study population all came from one location in the

Gauteng province, excluding the regional offices from the study. The implication may be that

aspects such as organisational culture could have impacted on employees in the answering of the

questionnaires. Another limitation was the sample size. Although 405 people were targeted in

the study, a response rate of only 38% could be obtained. This may be due to mistrust in the

confidentiality of the study or possible language problems as the questionnaires was available

only in English. Another limitation was that self-report questionnaires were used which could

have resulted in subjectivity.

For future studies it is recommended that a larger, more transparent and presentable sample be

used. It would also be interesting to include other organisations in the same and other industries

to determine whether the results hold true for these environments. Norms could also be

compiled across certain environments and demographic variables.
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CHAPTER 3

CONCLUSIONS, LIMITATIO S A1~D RECOMMENDATIONS

The purpose of this chapter is to provide conclusions regarding the results obtained in the

empirical study of the research article. Conclusions were drawn with regard to the research

objectives. Furthermore, limitations that have been identified throughout the course of the

study are discussed. Finally, recommendations for the organisation are made, and research

opportunities that emanate from this research are presented for future research.

3.1 CONCLUSIONS

The general objective of this research was to determine the relationship between

psychological empowerment, job satisfaction and work engagement in a surface coatings

manufacturer. The following conclusions may be drawn:

The first objective of the study was to conceptualise psychological empowerment, job

satisfaction and work engagement from the literature. The concept of psychological

empowerment was operationalised in terms of four cognitions: meaning, competence, self

determination and impact (Spreitzer, 1996). Carson and Carson (1999) defined

empowerment in terms of a positive emotional experience about a task situation.

Job satisfaction was defined as a feeling or attitude based on an individual's assessment of

the conditions of employment (Robbins, 1996). It was also defined in terms of an emotional

state ofliking or disliking ajob (Spector, 1997).

Schaufeli, Salanova, Gonzalez-Roma and Bakker (2001) defmed work engagement as a

positive, fulfilling, work-related state of mind characterised by vigour, dedication and

absorption. Schutte, Toppinen, Kalimo and Schaufeli (2000) defined work engagement in terms

of an energetic state, where employees are dedicated to performance and effectiveness.

The construct validity and internal consistency of the different measunng instruments of

psychological empowerment, job satisfaction, and work engagement of employees of a
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surface coatings manufacturer were determined. Cronbach alpha coefficients varying from

0,74 to 0,90 were obtained. All the measuring instruments had acceptable levels of internal

consistency with alpha coefficients higher than the guideline of a>0,70, which demonstrated

that a large portion of the variance was explained by the dimensions (internal consistency of

the dimensions) (Nunnally & Bernstein, 1994). Most of the scales of the measuring

instruments had relatively normal distributions, with low skewness and kurtosis, except for

meaning and competence. Both these factors were negatively skew, indicating that the

distribution of scores deviated from the symmetry (Struwig & Stead, 2001). Competence

also had a higher kurtosis out of the guideline of -1 and 1, indicating that the distribution of

data in terms of the items of competence was a bit peak (Struwig & Stead, 2001).

The second objective was to determine the relationship between psychological empowerment,

job satisfaction and work engagement according to the literature. Positive relationships have

been shown between psychological empowerment and job satisfaction (Hechanova, 2006;

Hung, 2006; Holdsworth & Cartwright, 2003). The relationship between psychological

empowerment and work engagement has also been established by Van Oudtshoorn and

Thomas (1994) and Davy, Kinici and Scheck (1997).

A positive relationship between meaning and work engagement was also found by Cartwright

& Holmes (2006). Thomas and Velthouse (1990) have related meaning and intrinsic task

motivation (intrinsic satisfaction) to involvement, commitment and energy. Pech and Slade

(2006) related the absence of meaning to disengagement. The relationship between self

determination and impact and work engagement is supported by Leach, (2003).

The third objective was to determine the relationship between psychological empowerment,

job satisfaction and work engagement among employees of a surface coatings manufacturer.

A Pearson product-moment correlation was conducted to determine the relationship between

the variables. Psychological empowerment (influence and meaning) correlated positively

with job satisfaction, showing that respondents who were psychologically empowered also

tended to be satisfied with their jobs. These [mdings are in line with the [mdings of Holdsworth

and Cartwright (2003), and Hechanova (2006). Within this study, a positive correlation was

also found between psychological empowerment (influence and meaning) and work

engagement. Demerouti et al. (2001), Felstead & Ga1lie, 2004) and Lease (1998) found
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similar findings. Extrinsic and intrinsic motivation was found to be positively correlated to

work engagement, implying that employees who are satisfied with the work will also be more

engaged in their work. These findings are in line with the findings of Davy, Kinici and

Scheck (1997). No statistically significant correlations could be obtained between

competence, job satisfaction or work engagement.

The fourth objective was to determine whether psychological empowerment and job

satisfaction may predict work engagement of employees of a surface coatings manufacturer.

A multiple regression analysis was done with work engagement as a dependent variable and

influence, meaning, competence, extrinsic motivation and inmnsic motivation as independent

variables. Eighteen percent of the variance explained in work engagement was predicted by

psychological empowerment (i.e. influence, meaning, and competence). When the job

satisfaction factors were added into the multiple regression analysis the statistical

significance of R2 increased (6,R2 = 0,16). Thirty four percent of the variance explained in

work engagement is predicted by psychological empowerment (i.e. influence, meaning, and

competence) and job satisfaction, with the only significant predictors being meaning and

intrinsic motivation.

The last objective was to determine the differences in the expenence of levels of

psychological empowerment of employees of a surface coatings manufacturer based on

demographic characteristics. Anova analyses were used to determine the relationship

between psychological empowerment and different demographic characteristics, namely

gender, language, tenure and educational level. No statistically significant differences

(p<0,05) regarding psychological empowerment could be found between gender groups,

language groups, tenure and educational levels.

3.2 LIMITATIONS

The first limitation of this study was the use of a cross-sectional survey design. To deal with

the limitation of the use of a cross-sectional design, prospective longitudinal and quasi

experimental research designs are needed to further validate the hypothesised causal

relationships within the study.
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The second limitation was the size of the sample. Although 405 people were targeted in the

study, the response of the employees of the surface coatings manufacturer was very poor,

with a response rate of 38%. The results were obtained solely by self-report measures. This

may have led to a problem known as "method variance" or "nuisance". However, several

authors argue that this phenomenon is not a major threat if interactions are found (Dollard &

Winefield, 1998).

Another limitation was that the questionnaire was available only in English. The possibility

exists that respondents' level of English language skills (with English as a second, third or

even fourth language) could have influenced the results.

3.3 RECOMMENDATIONS

Recommendations pertaining to the specific organisations used in this study, as well as

recommendations for further research, are made in this section.

3.3.1 Recommendations to the organisation

Increasing psychological empowerment levels will result in increased job satisfaction and work

engagement. To achieve both meaningfulness and intrinsic task motivation, Thomas and

Velthouse (1990) suggest an organisational culture that fosters charismatic and

transformational leadership, delegation of some authority, job redesign and revising the

organisational reward and recognition systems so as to be in line with desired organisational

outcomes (eg. commitment, engagement and innovation). Transformational and charismatic

leaders can energise workers "by tapping idealism and building faith in the ability to

accomplish meaningful goals" (Thomas & Velthouse, 1990, p. 667).

Organisations have to understand and address the deeper needs of employees in order to

retain them and keep them motivated. Meaningful work is demanded by the modem worker

and where this need is denied, employees will seek alternative employment (Cartwright &

Holmes, 2006).
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The expenence of psychological empowerment, and meanmg m particular, may also be

increased through management that encourages, risk taking, and innovation (Thomas and

Velthouse, 1990), as well as giving greater control and autonomy to employees (Menon,

2001).

Pech and Slade (2006) recommend that leaders should first demonstrate their willingness and

commitment to subordinates and then empower them to do the same. Team performance

should be documented and rewarded while intra- and inter-departmental collaboration is pursued

(Honold, 1997).

Team leaders should engage one another at ground level and not only on the planning level. It

is recommended that the organisation encourages discussions on organisational structure,

traditions, rules, policies and conditions and procedures that might be cultivating work

disengagement (Conger & Kanungo, 1988).

Psychological empowerment also involves the structural components of an organisation,

including aspects such as supervisory style, reward systems, job design, organisational

change, centralised sources, and communication (Conger & Kanungo, 1988). The working

environment should be structured in such a way the employee strives towards organisational

goals (Duvall, 1999).

An empowering approach should, according to Pech and Slade (2006,) involve the holistic

needs of an employee, i.e. cognitions, emotions and behaviour. By restoring trust, for

example, the emotions of pride and determination may be elicited. At the same time,

employees might be withholding energy and commitment as a means to vent their frustrations

on rigid working conditions, according to Pech and Slade (2006).

Feelings of self-determination may be increased by allowing employees more control in

deciding the "how" and "what" of their work. In a factory environment, the employees

should have the opportunity to be part of target-setting (clear, realistic goals), as well as some

decision making in the departmental teams concerning aspects such as more effective

methods of production, innovation, and the optimisation of resources. It is suggested that

information concerning the organisation should be made available to all employees in the

75



organisation in a similar fashion to what Matthews, Diaz and Cole (2003) called the fluidity

in information sharing.

Variable rewards, error tolerance (Appelbaum & Honeggar, 1998), work-life balance and

aligning employee needs to organisational values (Cartwright and Holmes, 2006) could

empower people, as well as impact on their work engagement and job satisfaction levels.

According to the model of Wilson, Dejoy, Vandenberg, Richardson and McGrath (2004), the

outcomes of a healthy organisation includes a decrease in alcohol abuse, tobacco abuse, turnover

intentions, absenteeism, and positive measures on self-reported health, psychological health,

depression, somatic stress and anger.

3.3.2 Recommendations for further research

Further research is needed to understand the impact of psychological empowerment, job

satisfaction and work engagement within South African organisations. It may also be necessary

to investigate the possible relationship or lack of relationship between Psychological

Empowerment, Job Satisfaction and Work Engagement in larger samples. Research should also

be conducted to evaluate the effectiveness of interventions to promote work wellness, including

the management of Psychological Empowerment as a construct.

Other constructs and the effect on psychological empowerment may also be considered. More

effective models could be developed based on these fmdings. Future studies could look at

developing a psychological empowerment model tailored for a manufacturing environment or

other industries, specifically in the South African environment.

Findings should be validated across all the different cultural groups and the questionnaires

should be translated L'1to all the official languages to facilitate clear understanding. A

longitudinal study should also be undertaken to gain further insight into the variables and how

they affect one another.

The model of Wilson et al. (2004) provides a framework where the constructs of

psychological empowerment, job satisfaction and work engagement, are seen as factors of
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psychological work adjustment. Factors such as job design, job future and organisational

climate should be pursued further in relation to the three constructs in this study.
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