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Abstract: Psychological empowerment is one of the compelling factors that drive employees to be more
initiative and innovative and Sprietzer’s Psychological Empowerment Scale (PES) has been widely used
to measure it. Nevertheless, PES stability has not been determined in the Malaysian context, limiting its
meaning and interpretation. Hence, this study examines the factor structure of the scale among Malay-
sian teachers. The scale structure was investigated using confirmatory factor analysis (CFA) simultane-
ously with the convergent validity, discriminant validity, and reliability assessment. CFA results of fac-
tor loadings and average variance extracted revealed significant evidence of convergent validity while
the Fornell-Larcker procedure produced an outcome that supported high discriminant validity of the
PES. The reasonable values of the goodness-of-fit indices show that overall, the data fit well. Also,
based on the values of the composite reliability and the Cronbach’s alpha, measurement using the scale
demonstrated high internal consistency. Thus, the findings confirmed the stability of the factor structure
and therefore provided evidence of generalizability of the scale into the Malaysian context.
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would be unable to feel the value of their job and

INTRODUCTION doubtful about their abilities as well as expertise.

. Inthe current global era of intense compe- At the same time, they do not gain any freedom
tition and constant change, it is pertinent that em- in decision-making process and will not show
ployees must acquire the drive to be more initia- any improvement in the performance of their du-
tive and innovative to persevere in the working tjes. Thus, it is a common belief that PE helps the
environment. Empowerment, which is briefly de- employee to be more accountable for their as-
fined as the freedom given to the employees to signed work.

make decisions about how they do their duties Due to its positive relationship with work-

and tasks (Ford & Fottler, 1995), is decidedly one  re|ated outcomes, PE has been widely and exten-
of the compelling factors to achieve this. Through  sjyely studied in various organizational settings.
empowerment, employees will be more responsi- o example, in the study involving an interna-
ble, able to make crucial decisions and be incon-  tjgnal sporting goods distributor, the construct
trol of their career development, which in turn  pas peen shown to be positively correlated with
will increase the quality of the work, reduce  jop satisfaction (Chan et al., 2015). Similar re-
costs, and contribute productively to the organi-  gjts were found in the sample of Norwegian mis-
zation's collaborative growth. Empowerment has  sjon organizations (Dewettinck & van Ameijde,
been identified as an essential factor related to 2011). Wang & Lee (2009) also reported the
positive work-related outcomes such as satisfac-  same findings for service, retail and distribution,
tion and commitment in an organization (Chan et research, and manufacturing organizations.
al., 2015), as well as the drlvm_g f_orce to transfer Meanwhile, research by Seibert et al. (2004) as
power from management (Kmieciak et al., 2012, \yg|| as Meyerson & Kline (2008) also explained
Randolph & Kemery, 2011). This transfer is cru-  tnat PE s positively associated with job perfor-

cial for the employees to have more authorities  mance, Another interesting finding was that PE
over resources, and thus improve their potentials has shown as a significant predictor to job burn-

in the work-related environment (Huang, 2012). out and competitive advantage (Livne &
Psychological empowerment (PE) refers to Rashkovits, 2018).

an intrinsic motivation regarding employees' self- In Besides that, PE was also positively cor-

belief (Conger & Kanungo, 1988). With a healthy related with employees’ engagement with their

degree of PE_, employees would have more con- work (Bhatnagar, 2012; Ugwu et al., 2014).
trol over their work performance and be more Moreover, PE was proven to have a positive
aware of the work context. Employees who lack ¢orrelation with creativity. For instance, Sun et
psychological empowerment, on the other hand, al. (2012) acknowledges that when the
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empowered employees realize how personally
meaningful their work is, they are conceivably
willing to accomplish and perform better. Like-
wise, when employees have greater influence
over their jobs, they are more open to adopting
new ideas and possible solutions (C.-J. Wang et
al., 2014).

Meanwhile, PE in education is an impor-
tant topic among researchers mainly because em-
powering teachers and educators is of utmost im-
portance in education. This is because empo-
werent helps teachers nurture a belief that class-
rooms are really theirs and school administrators
have confidence in every teacher to teach the stu-
dents. Moreover, empowered teachers have the
freedom to implement innovative strategies dur-
ing teaching and learning, which are more excit-
ing and engaging and did not only resort to tradi-
tional methods. As for the school leaders, em-
powered teachers are more motivated and com-
mitted to their work roles. Meanwhile, PE in ed-
ucation is an important topic among researchers
mainly because empowering teachers and educa-
tors is of utmost importance in education. This is
because empowerment helps teachers nurture a
belief that classrooms are really theirs and school
administrators have confidence in every teacher
to teach the students. Moreover, empowered
teachers have the freedom to implement innova-
tive strategies during teaching and learning,
which are more exciting and engaging and did not
only resort to traditional methods. As for the
school leaders, empowered teachers are more
motivated and committed to their work roles
(Sagnak, 2012; Simkins, 2005; Vecchio et al.,
2010). Showing appreciation or gratitude is not
the only means of empowering teachers. More
importantly, school leaders should provide teach-
ers with a platform to participate in decision-
making activities such as designing or planning
curriculum, setting goals, etc. In addition, schools
should also support empowered teachers through
constant monitoring, supervising, and providing
constructive feedback. Team building, constant
communication, and nurturing positive culture
may also work in appreciating teachers’ ideas
that, in turn, will enable empowerment to thrive
in schools (Simkins, 2005; Vecchio et al., 2010).
Showing appreciation or gratitude is not the only
means of empowering teachers. More im-
portantly, school leaders should provide teachers
with a platform to participate in decision-making
activities such as designing or planning curricu-
lum, setting goals, etc. In addition, schools
should also support empowered teachers through
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constant monitoring, supervising, and providing
constructive feedback. Team building, constant
communication, and nurturing positive culture
may also work in appreciating teachers’ ideas
that, in turn, will enable empowerment to thrive
in schools.

One of the most widely used instruments
to measure PE is the Psychological Empower-
ment Scale (PES). In developing the instrument,
(Spreitzer & Quinn, 2001) concepttualized PE as
a desired construct that manifests in four dimen-
sions, namely, meaning, competence, self-deter-
mination, and impact. The four dimensions are
conceptualized en masse to define the construct
of the PE, which means that the absence of any of
the dimensions shall result in an inflated degree
of PE. It should also be noted that PE reflects an
active orientation towards the working condition.
That is, an individual should be able to shape
their orientation according to the work environ-
ment and not vice versa.

The meaning dimension involves how an
individual value their work goal. Every employee
in an organization needs to know their roles and
responsibilities in their respective jobs for them
to value their work. A person’s work character-
istics can influence the level of meaning expe-
rienced in the workplace. Therefore, employees
need to develop a sense of pride in their work-
place and work abilities. Taking pride in helping
the employees to strive for the best among their
colleagues and give their all in any tasks assigned
to them. Organizations should encourage their
employees to look back at their accomplishments
and qualities that they have received during work
to nurture pride. Sense of meaning can also be
nurtured when employees are treated with re-
spect, and his or her contribution is valued (May
et al., 2004). Another way to promote a sense of
meaning is by treating employees with respect
because this will lead the employees to have
shared organizational goals (Avolio et al., 2004).

Competence involves one’s belief in their
capacity to perform tasks. Sense of competencies
can be achieved through formal training, self-
study, diverse experiences, mentoring processes,
reflection, access to learning structures and re-
source centres, and exposure to the broader envi-
ronment (Forrester, 2000). In addition, employe-
es can also engage in ongoing learning and
research programs to improve their job
competencies. Thus, through this dimension of
competence, empowered employees will feel
more inclined to be efficient and as a result,
influence work and organization meaningfully.

Cakrawala Pendidikan, Vol. 40, No. 3, October 2021

doi:10.21831/cp.v40i3.41035


https://doi.org/10.21831/cp.v40i3.37153

566

Eventually, the experienced will also cause
employees to involve in extra-role efforts, act
independently, and have a high engagement to
the organization (Spreitzer, 1995b).

With regards to self-determination, the di-
mension involves a sense of choosing to initiate
and control acts. Self-determination is necessary
to promote empowerment since works that give
autonomy and discretion allow employees to
meet a wide range of needs. As such, employees
with higher levels of self-determination appear to
have more satisfaction with their work, family,
and life without having to overthink about find-
ing new jobs, and therefore less stress, and less
work-family conflicts (Thompson & Prottas,
2006). Breaugh (Breaugh, 1985) identifies three
dimensions of self-determination, namely on (1)
method-which involves the degree of order judg-
ment over the procedures at work, (2) scheduling-
the ability of the employees in carting progress of
their work, and (3) criteria-the degree to which
employees have the right to select the criterion
for determining their performance. (Scharle &
Szabo, 2000) add that self-determination also in-
clude capability of handling personal matters, in-
cluding the right to make decisions. According to
Spreitzer (1995a), self-determination is visible
when making decisions, especially when it re-
lates to work methods, procedures, time, and ef-
forts. A conducive work climate is an important
factor that helps to enhance employees' self-de-
termination and involvement in performing their
duties as well as encouraging them to be more ra-
tional in organizing and choosing their actions.
Nevertheless, as Spreitzer & Quinn (Spreitzer &
Quinn, 2001) observed, superiors were shy to re-
linquish control and adopt autonomy since they
fear that the employees will be able to do the right
things for the organization.

Meanwhile, the impact is related to the de-
gree to which an employee may influence favor-
able results at work. Itinvolves individual beliefs
that they can influence strategic out-comes, man-
agement, and operations in the workplace
(Spreitzer, 1995a). In an organization, the role of
employees is important because they can use
their experiences, new ideas, and efforts to con-
tribute in any way they can. In other words, em-
ployee participation helps build within the organ-
ization a sense of community and family. Em-
ployees with a favorable view in terms of or par-
ticipation in the organization will become more
motivated, more loyal, and care about attaining
goals. Perhaps it is not too off the mark to con-
clude that in the competitive environment we are

facing today, the organization’s success or failure
relies mostly on the employees.

In PES, each set of the dimensions is meas-
ured by three items, with all items being worded
positively. The construct validity of the original
version was examined using the CFA approach.
Results show that all items loaded in the intended
dimension with standardized factor loading were
within the ranges of .54 to .88 estimation and a
reasonable model-data fit was also achieved. Sat-
isfactory evidence of the consistency of the meas-
urement was also presented in terms of
Cronbach's statistic (Spreitzer, 1995b).

Sprietzer (Spreitzer, 1995b) acknowledges
that there is a need to assume three critical aspects
of PE in framing the definition. Firstly, PE is a set
of dynamic awareness about working conditions
and is influenced by the working environment. It
is not a personality trait that may be consistent
across all contexts and situations. Secondly, like
many other psychological traits, PE is dynamic
which means people should be viewed as more
psychologically empowered or less empowered
rather than whether there is a presence of psy-
chological empowerment or not. Thirdly, PE is a
work-specific construct and is not generalizable
across different situations or cultures.

Spreitzer’s PES has been employed in al-
most all educational studies measuring the PE.
For example, Abdullah et al. (2015) study shows
that PE was a significant predictor for both job
satisfaction as well as job commitment among
teachers at school in Malaysia. Meanwhile, in the
neighboring country Singapore, PE was found to
be positively associated with the principals' per-
ceptions of an immediate supervisor's empower-
ing behaviors (Lee & Nie, 2017). Apart from the
direct relationship, PE was also found to be a sig-
nificant mediator. Findings from a study by Koiv
et al. (2019) found that the dimension of meaning
and impact mediate the influence of perceived
leadership empowerment behavior on work-re-
lated outcomes among 711 Estonian school
teachers. In another study of Iranian English
teachers, Khany & Tazik (2016) found a direct
relationship between PE and job satisfaction,
while the construct mediates the relationship be-
tween trust and job satisfaction (Safari et al.,
2020).

The PES was also widely used by re-
searchers in other areas of studies as well. For in-
stance, Turnipseed and VandeWaa (2020) in their
study among nurses found a differential re-lation-
ship between the dimensions in Spreitzer's PES
and the dimensions of organizational citizenship
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behavior. Meanwhile, Singh and Singh (2019)
employed the scale to show the positive influence
of PE on organizational citizenship behavior
among 297 employees in the eastern India bank-
ing sectors. Also in India, a study using teams
consisting of managers and supervisors found
that PE moderates the relationship between learn-
ing orientation and team performance. It is af-
firmed that higher PE will lead to a stronger con-
nection between learning orientation and team
performance (Jha, 2019).

This rubric is more complex as the word-
ing is a continued Despite its widespread usage,
there is a lack of attempt to examine the scale’s
factor structure and the findings remain inconclu-
sive. For example, Kraimer et al. (1999) could not
establish a good fit of the theoretical four-factor
model. They found that the correlation between
self-determination and impact need to be freely
estimated. In contrast, Uner and Turan's (2010)
study using the Turkish version of the PES shows
a good fit between the data and the original four-
factor model. In addition to that, studies also
show that not all items on the scale are fit to
measure the PE. For example, Albar et al. (2012)
found that Item 10 (subscale impact) did not pro-
vide enough meaningful information on the PE
among the Spanish nurses. As such, even though
the PES was widely accepted as the salient instru-
ment to measure PE, it is essential to test the scale
with other samples from different culture to in-
vestigate the established evidence of a univer-
sally stable factor structure.

METHODS

The PES was administered to 474 partici-
pants consisting of 105 male and 369 female
school teachers. The majority of the teachers
(32.7%) were between the ages of 31 to 40 years
old. Most of them hold a bachelor's degree in
education (80.6%), with smaller numbers holding
master’s (9.3%) and PhD (0.2%) degrees. The
remaining 10.0% of the lecturers hold a teaching
certificate. Approximately 40% of the teachers
have been teaching for 11 to 20 years. In this stu-
dy, we adapted the 12-item of PES by Spreitzer
(Spreitzer, 1995b). The scale was translated into
the Malaysian language for optimized compre-
hension. The PES conceptualizes PE as a multi-
dimensional four-factor dimension; meaning,
competence, self-determination, and impact
(Spreitzer, 1995a). Conceptualization and
operationalization of the PES are presented in
Table 1.
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Initially, we sought permission from
Professor Gretchen Spreitzer from the University
of Michigan to use the PES. Once the approval
was granted, we made several adaptations to the
instrument. By engaging a panel of experts
consisting of a psychometric lecturer and a
psychology lecturer, we translated the instrument
into the Malaysian language using a forward
translation procedure. In this procedure, we
compared the translations by both experts and a
consensus was obtained on the final version of
the translation. Then, we adapted several items to
suit the school teacher background. Before
commencing the data collection process, we
asked permission from the Malaysia’s Ministry
of Education, the state education departments,
and the district education office. Finally, the
guestionnaires were sent to schools. We provided
a thorough explanation and guidelines to com-
plete the questionnaire to the headmasters and
entrusted them to distribute the questionnaires to
the teachers. The data collection was completed
after three months.

In this study, the PES factor structure was
examined using convergent validity and discri-
minant validity which are the two key aspects of
construct validity. Convergent validity includes
examining the sharing of an appropriate
proportion of variance between indicators (items)
of a particular construct (Hair-Jr. et al., 2014).
We examine evidence of convergent using
several statistics, namely, (1) standardized factor
loadings (1), (2) average variance extracted
(AVE), and (3) construct reliability (CR), and (4)
Cronbach’s alpha (). Standardized factor load-
ing provides evidence on the relationship
between the indicators and the construct. High
values of standardized factor loadings are
intended since it shows that the indicators and the
construct measured are highly correlated. Mean-
while, AVE provides information on whether the
group of indicators works together to represent a
particular construct/dimension. Simultaneously,
AVE and CR are calculated using the following
formula.

rA

AVE =
n
~ Er A)?

CrA2+E1 -2
with A = factor loading, n = number of items

According to (Hair-Jr. et al., 2014), the
intended values of standardized factor loadings
and the AVE is .50, while acceptable CR is
established if the value is more than .60. At the
same time, Cronbach’s provides indications on
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the consistency of the measurement, and the
value of .70 is considered acceptable (Nunnally,
1978).

Concurrently, the discriminant validity
involves examining whether a particular dimen-
sion (and its indicators) differs from other
dimensions. One of the widely used procedures
to determine evidence of discriminant validity of
a specific measurement is the criteria forwarded
by Fornell & Larcker (Fornell & Larcker, 1981).
Using these criteria, the dimensions are different
if the square roots of the AVEs are higher than
the correlation between the constructs. In
addition to the evidence for the convergent and
discriminant validity, we also provide substantial
evidence of model-data fit by providing infor-
mation on four goodness-of-fit indices. The first
fit index to be examined is the normed chi-square
(2/df). The intended value for this index is less
than 5.00 (Schumacker & Lomax, 2004). Other
fit indices are the Tucker-Lewis (TLI), the com-
parative fit index (CFI), and the root square mean
error of approximation, RMSEA. The intended
values for both TLI and CFI are .90 (Hu &
Bentler, 1999), while values between the ranges
of .05 to .10 are considered as acceptable for the
RMSEA.

FINDINGS AND DISCUSSION

Findings

Table 2 shows that the standardized factor
loading estimates range from .61 to .92, which is
higher than the intended value of .50. The
empirical data also showed that the AVE for all
dimensions is above the cutoff value of .50.
Additionally, we found that CR of each dimen-
sion of meaning, competence, self-determination,
and impact is reasonably high at .82, .91. .80, and
.82, respectively. The Cronbach’s values for
every dimension also exceed the intended value
of .70. We therefore conclude that the empirical
data supports PES in demonstrating outstanding
reliability and substantial evidence of convergent
validity for the measurement of PE. Concurrent-
ly, Table 3 shows the results of Fornell & Larcker
(Fornell & Larcker, 1981) criterion. It shows that
all the square root values of AVE (showed in
bold) were higher than the correlation between
the dimensions. For example, the square root of
AVE for the dimension of meaning was .77,
which is higher than the correlation between the
dimension of meaning with competence (.52),
self-determination (.39), and impact (.47). Thus,
there is ample evidence to proof that the
dimension of meaning was truly different from
competence, self-determination, and impact.

Table 1. Conceptualization and Operationalization of the PES (Spreitzer, 1995b)

No of

Dimension Item Definition Example of Item
Meaning 3 The value of work goal involving a balance ‘The work I do is very
between work requirement and beliefs, values, important to me.’
and behaviors.
Competence 3 Belief in one’s capacity to perform tasks ‘I have mastered the skills
necessary for my job.’
Self- 3 A sense of having choice in initiating and ‘I can decide on my own how
determination regulating actions to go about doing my job’
Impact 3 The extent to which an individual can influence ‘My impact on what happens
desirable outcomes at work in my department is large’
Total 12
Table 2. Standardized Faktor Loading (1), AVE, CR, and «
Dimension Item A AVE CR o
Meaning 1 .78 .60 .82 81
2 72
3 .82
Competence 4 .88 .78 91 91
5 .92
6 .84
Self-determination 7 .78 .58 .80 .80
8 .76
9 74
Impact 10 61 .61 .82 .81
11 .88
12 .82
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Table 3. The Fornell-Larcker Discriminant Validity

1 3 4 AVE
1. Meaning 77 .52 .39 47 .60
2. Competence .88 .48 .35 .78
3. Self-determination .76 52 .58
4. Impact .78 .61
Table 4. Goodness-of-Fit Indices

No. Indices Cutoff Reference Empirical Values

1. x2ldf <5.00 Schumacker & Lomax (2004) 2.899

2. TLI >.90 Hu & Bentler (1999) .957

3. CFlI >.90 Hu & Bentler (1999) .969

4. RMSEA 0.05-0.10 Browne & Cudeck (1993) .063

Finally, Table 4 presents model-data fit
evidence for the four-factor model for the PES.
All the indices showed satisfactory fit, and
therefore, the measurement provided strong
evidence that the PES has a stable factor structure
in measuring PE among school teachers.

Discussion

The purpose of the present study was to
investigate the factor structure of the PES. The
results presented enough evidence that supports
Spreitzer’s (Spreitzer, 1995a) theoretical four-
factor model of PE. Acceptable factor loadings
for all items show a strong relationship between
each item with its dimension, providing proof
that all items are deemed suitable to measure the
PE in the context of Malaysian teachers. One
contributing factor to this positive finding was
that all items are relatively long, thus excluding
uncertainties regarding the items' meaning by
lowering the possibility of the respondents to
differ in their tendency to agree with the item. As
a result, measurement error for every item is
relatively low, contributing to a small percentage
of shared variance.

Regarding the test level statistics, the PES
also demonstrated an acceptable measurement
consistency based on the high value of CR and
Cronbach’s a, partly due to the high value of
standardized factor loadings. Another possible
reason for the measurement consistency is the
relatively large number of teachers sampled for
this study. With enough sample, the measurement
will produce small standard errors that directly
influence the calculation of reliability indices
such as CR and Cronbach’s a. High value of
factor loadings, and a small number of items in
this study also contributed to the high value of
AVE that indicates acceptable evidence of
convergent validity.

In this study, the dimensions of PE were
explained within 58% to 78% of variance, which
is considered as acceptable thus giving the

indications that there is a strong relationship
between the items and the respective dimensions.
The proof of strong discriminant validity between
the constructs further confirmed the excellent
factor structure of the PES. In other words,
meaning, competence, self-determination, and
impact were distinct dimensions that help to give
meaning to the construct of PE as conceptualized
by Spreitzer (Spreitzer, 1995b). All these
findings lean towards a conclusion that the PES
showed stable factor structure across different
cultures. In addition, good fit with the data
showed that the scoring method has little
influence on the measurement using PES (Lo6pez
et al., 2015; Muris & Petrocchi, 2017).

Despite not being able to compare the
results with other related studies, the rigorous
process of validation and the nature of this study
itself is distinctly unique. Specifically, the assess-
ment of the factor structure of the scale was
carried out on a large national sample. Further-
more, the examination of factor structure was
also conducted in line with well-established
guidelines. In addition, we have provided a
comprehensive yet specific literature review in
understanding in the PE explicitly.

While establishing the findings, there are
some limitations observed. First, this study lacks
a comparison for similar research involving
school teachers in other countries. Comparison
with results from different cultures might shed
some light, especially in providing evidence to
support the generalizability of the PES. Second,
As the samples were only from school teachers,
this research was also limited in terms of gene-
ralization. We would recommend future studies
to look into assessing the factor structure of the
PES among other employees in different organi-
zations and thus establishing the evidence of
measurement invariance. Measurement inva-
riance is a vital procedure conducted by
researchers (Spreitzer, 1995b; Uner & Turan,
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2010) to strengthen the evidence of the construct
validity of the PES. Future works should also
focus on the effort to solidify the evidence of
validity by including evidence of predictive
validity of the PES. This effort may be
undertaken by providing significant evidence of
the association between PE and other related
outcome variables such as job satisfaction, work
commitment, or work engagement.

CONCLUSION

This study aims to assess the factor
structure of the Malaysian adaptation of
Spreitzer’s PES. In conclusion, we found that the
measurement supports the theoretical four-factor
PE model, with substantial evidence of conver-
gent and discriminant validity. In addition, this
study also provides ample evidence on the
consistency of measurement of the PE using the
PES. We further conclude that the PES factor
structure was stable, and the instrument was valid
to measure PE in the Malaysian context.
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