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1 | INTRODUCTION

Sri Lanka
Chathuni Adishka Wanniarachchi?

Abstract

Purpose - This study aimed to examine the impact of the dimensions of psychological
empowerment—meaning, competence, self-determination, and impact on organisational commit-
ment among operational-level employees in a public sector organization in Sri Lanka.
Design/Methodology/Approach - A quantitative, cross-sectional research design was used. Data
were collected from 80 operational-level employees. Multiple regression analysis was performed
to assess the predictive power of each psychological empowerment dimension on organisational
commitment.

Findings - The findings showed that both meaning and impact have a significant and positive ef-
fect on organisational commitment. However, competence and self-determination did not show a
significant impact on organizational commitment.

Practical Implications - These results indicate that organisations looking to enhance commitment
in similar public sector contexts should prioritize enhancing employees’ sense of meaning and their
perceived impact at work. The limited influence of competence and self-determination might be
linked to hierarchical structures, job security, and cultural factors that are prevalent in Sri Lanka’s
public sector.

Originality/Value - This study contributes to the understanding of psychological empowerment in
a non-Western, public-sector context. It sheds light on which empowerment dimensions are most
crucial for fostering commitment in such settings.

KEYWORDS

Organisational Commitment, Psychological Empowerment, Meaning, Competence, Self-

determination, Impact.

an organisation’s success because their dedication and contributions di-
rectly influence the organisation’s ability to achieve strategic goals and

organisational performance (Nwachukwu et al| 2018). Contemporary

In today’s dynamic organisational landscape, organisational commit-
ment is pivotal as it fosters employee retention, enhances job satisfac-
tion, and drives overall work performance (Berberoglu 2018, Herrera

and De Las Heras-Rosas 2021)). Committed employees are crucial for

This is an Open Access article distributed under the terms of the Creative Com-
mons Attribution-CC BY-NC-ND 4.0 (https://creativecommons.org/licenses/by-
nc-nd/4.0/), permitting non-commercial use, distribution, and reproduction with
credit; no derivatives.

organisations operating in increasingly competitive and fast-changing
environments are actively seeking numerous ways to improve organisa-
tional commitment.

Organisational commitment can be explained as an individual’s feel-
ing about the organisation as a whole; it is a kind of psychological
connection between the organisation and the individual (Mowday et al.
2013). It can be characterized by long-term stabilising and binding
forces that tie employees to a course of action while delivering desirable
organisational outcomes such as motivation, job satisfaction, and job
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performance (Afshari et al| 2020). Therefore, fostering organisational
commitment has emerged as a critical success factor for many organi-
sations (Triguero-S’anchez et al! 2022). Researchers acknowledge that
organisational commitment is a multifaceted construct influenced by
a range of factors, including leadership styles, organisational culture,
job characteristics, job security, and perceived organisational support
(Ahmad 2018, Hngoi et al! 2023, Lee 2022).

This study focuses specifically on the role of psychological em-
powerment as a potentially significant contributor to organisational
commitment. Psychological empowerment is increasingly recognised
by researchers as a key antecedent to organisational commitment
(Llorente-Alonso et al! 2024). Conger and Kanungd (1988) define psy-
chological empowerment as a motivational construct of self-efficacy.
Further, Thomas and Velthouse (1990) broadly describe psychological
empowerment as an intrinsic task motivation comprising competence,
meaning, impact, and self-determination. When employees experience
these dimensions of empowerment, their intrinsic motivation strength-
ens, fostering a deeper attachment to their organisations. As noted by
Scott et al. (1993), employee empowerment can be viewed as a vital
catalyst for workplace growth and prosperity.

Consequently, psychologically empowered employees feel more ca-
pable, competent, and authorised to complete their tasks and duties
well, leading to enhanced commitment. This commitment is essential for
organisational stability, as it reduces employee turnover intentions and
promotes proactive behaviours aligned with organisational goals.

Psychological empowerment, conceptualised as a set of work-related
cognitions rather than a fixed personality trait, reflects employees’
evolving perceptions of their roles and work environment (Turnipseed
and VandeWaa 2020). Spreitzer (1995) identified four key dimen-
sions of psychological empowerment: competence, meaning, impact,
and self-determination. Further research acknowledges that these di-
mensions contribute differently to employee attitudes and behaviours
(Turnipseed and VandeWaa 2020). Although some researchers have
found that all four dimensions positively influence organisational
commitment (Joo and Shim 2010), others found that only specific
dimensions—such as meaning and impact—serve as significant predic-
tors (Ibrahim 202Q). In the Sri Lankan context, Privadarshana and Ku-
larathng (2023) found that only the meaning and impact dimensions
significantly influenced organisational commitment in divisional sec-
retariats, whereas competence and self-determination did not. These
inconsistencies highlight the need for further research to clarify the role
of psychological empowerment in shaping employee commitment, par-
ticularly in different organisational and cultural settings. Understanding
which dimensions are most influential in specific work environments is
crucial for developing targeted strategies to enhance employee commit-
ment and organisational effectiveness.

Moreover, prior research provides empirical evidence supporting the
positive relationship between psychological empowerment and organ-
isational commitment (Raveendran 2023, [Turnipseed and VandeWaa
2020). However, much of this evidence is derived from private sector

studies, predominantly in Western, individualistic contexts (Jordan et al.

2017, Loes and Tobin 2020). This over-reliance on Western findings may
not fully capture the realities of non-Western settings (Luo 2025). There
is growing recognition of the value of indigenous scholarship, particu-
larly from regions like Asia and Africa, because such research provides
context-rich insights that can challenge and refine widely accepted
theories and practices shaped predominantly by Western perspectives
(Rodriguez-Escobar 2024). Despite this shift, research on psychologi-
cal empowerment within collectivist cultures such as Sri Lanka remains
limited.

Given the critical role of organisational commitment toward the
success of public sector organisations, a thorough examination of
this relationship is necessary. In Sri Lanka, public sector institutions
face increasing pressures to enhance service quality, efficiency, and
effectiveness. Therefore, a psychologically empowered workforce is es-
sential for meeting these demands and delivering high-quality public
services. However, research on psychological empowerment in the Sri
Lankan public sector remains limited, and existing studies present con-
flicting findings regarding its influence on organisational commitment
(Priyadarshana and Kularathne 2023).

This study seeks to address the above research gaps by investigating
the influence of psychological empowerment on organisational com-
mitment among operational-level management employees in a selected
public sector organisation in Sri Lanka. Psychological empowerment is
understood as a four-dimensional construct including an employee’s
sense of purpose (meaning), confidence in their skills (competence), au-
tonomy over their work (self-determination), and the feeling that their

contributions matter (impact). Specifically, the study aims to:

1. Examine the extent to which the dimensions of psychological em-
powerment influence organisational commitment among public sec-
tor employees.

2. ldentify which dimension of psychological empowerment has the
most significant impact on organisational commitment.

By providing empirical insights, this study will contribute to both aca-
demic literature and practical applications in public sector management.
The findings will help policymakers and HR practitioners design strate-
gies to enhance psychological empowerment as a means of improving

employee commitment in Sri Lanka’s public sector.

2 | LITERATURE REVIEW AND HYPOTH-
ESIS DEVELOPMENT

21 | Organisational Commitment

Organisational commitment has been conceptualised by various re-
searchers in different ways. One prominent approach views it through
an exchange or reward-cost framework, suggesting that factors such as

length of service or seniority are positively related to an individual’s com-

mitment due to their accumulated investment and growth within the
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organisation (Sheldon 1971). This perspective aligns with the idea that
an individual’s attitude towards the organisation fosters a connection,
linking their identity to it (Sheldon 1971).

Mowday et al}(2013) define organisational commitment as an individ-
ual’s overall feeling about the organisation, representing a psychological
bond between the employee and the entity. Similarly, Porter and Smith
(1970) describe organisational commitment as the relative strength of
an individual’s identification with and involvement in the organisation.
This concept extends beyond passive loyalty to encompass an active
relationship with the organisation (Mowday et al! 1979).

Meyer and Allen| (1991) explain commitment as a multidimensional
construct comprising affective, normative, and continuance commit-
ment. Affective commitment refers to an employee’s emotional attach-
ment to the organisation. Its antecedents include personal character-
istics, structural characteristics, job-related characteristics, and work
experiences (Mowday et all 1979). Normative commitment involves an
employee’s perceived obligation to remain with the organisation, often
due to social norms or reciprocity for received benefits. Continuance
commitment relates to the perceived costs associated with leaving the

organisation, which may make employees feel they need to stay.

2.2 | Psychological Empowerment

Employee empowerment has often been highlighted as a managerial
practice involving the transfer of power and authority from employers
to employees. This approach typically focuses on organisational struc-
tures that promote autonomy and decision-making (Al-Sabi et al: 2023,
Hied 2020). In contrast, psychological empowerment is rooted in em-
ployees’ perceptions of their role and influence within the organisation
(Al-Sabi et al| 2023).

Spreitzer (1995) conceptualises psychological empowerment as a
motivational construct composed of four dimensions: meaning, self-
determination, competence, and impact. According to Minai et al.
(2020), psychological empowerment refers to a set of motivational cog-
nitions shaped by the work environment that reflects how employees
perceive their role. Likewise, Thomas and Velthousg (1990) define it as
intrinsic task motivation, representing an individual’s orientation to their
work role.

Conger and Kanungo (1988) argue that psychological empower-
ment enhances self-efficacy by addressing organisational factors that
contribute to feelings of powerlessness. Increasing individual empow-
erment thus requires both empowering managerial practices and at-
tention to individual perceptions. As noted by Joo and Shim (2010),
psychological empowerment is more about the employees’ internal ex-
periences than external managerial actions. Research has demonstrated
that psychological empowerment is positively related to health (Zimmer-
man[1995), job satisfaction, and loyalty (Spreitzer 1995). Several studies
have found positive associations between psychological empowerment
and organisational commitment (Jha 2011, Joo and Shim 2010, Liden
et al| 2000). Moreover, empowerment is thought to promote concentra-

tion, resilience, and motivation (?Spreitzer 1995, Thomas and Velthouse

1990). Kanter (1983) also highlights that each dimension of empow-
erment can enhance the perceived meaningfulness of work, fostering

greater commitment.

Meaning

Thomas and Velthouse (1990) defined the meaning dimension of psycho-
logical empowerment as the alignment between an individual’s values
and the purpose of their work. Meaning is the sense of connection
between personal goals and organisational objectives (Spreitzen 1995).
For instance, employees who view their tasks as contributing to organ-
isational success may find greater intrinsic value in their roles. Brief
and Nord (1990) argue that this dimension significantly influences or-
ganisational commitment, particularly when task objectives align with
personal values. Empirical studies, such as that of Priyadarshana and
Kularathne (2023), confirm that meaning has a significant effect on
employee commitment.

Hypothesis 1. Meaning cognition of psychological empowerment is posi-

tively related to organisational commitment.

Competence

The competence dimension refers to an individual’s belief in their ability
to perform job tasks effectively (Spreitzen 1995). For example, employ-
ees who independently prepare reports or manage responsibilities with-
out supervision are likely to perceive themselves as competent. Com-
petence reflects self-efficacy—the belief in one’s capacity to perform
tasks successfully. Research has shown that self-efficacy has a strong
effect on performance outcomes (Bandura and Locke 2003, Spreitzer
et al| 1997). Therefore, employees with high perceived competence are

more likely to develop stronger organisational commitment.

Hypothesis 2. Competence cognition of psychological empowerment is
positively related to organisational commitment.

Self-Determination

Self-determination refers to an employee’s ability to make choices and
decisions about how to carry out work-related tasks. In contrast, low
self-determination exists in situations where employees have little con-
trol over the efforts they will make to execute their tasks (Bin Jomah
2017). For instance, employees who are allowed to prioritise public ser-
vice requests on their own are likely to experience a sense of autonomy
in their roles.

Deci and Ryan (1985) noted that self-determination is associated
with positive outcomes such as flexibility, creativity, initiative, and
resilience. It provides individuals with a voice in decision-making pro-
cesses and grants them a degree of control over their work (Bin Jomah
2017). This dimension of psychological empowerment is seen as vi-
tal in fostering organisational commitment (Choong et al! 2011). In
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line with this, Kraimer et al! (1999) found a positive relationship be-
tween self-determination and employee commitment in organisational

settings.

Hypothesis 3. Self-determination cognition of psychological empower-

ment is positively related to organisational commitment.

Impact

The impact dimension reflects an employee’s perception that their work
has influence on organisational outcomes or processes. It is the belief
that one’s actions make a meaningful difference in the system within
which they are embedded (Spreitzer et al| 1997). When individuals per-
ceive their efforts as impactful, they are more likely to engage in their
roles with a sense of purpose and responsibility.

Impact is also understood as a form of performance outcome ex-
pectancy; when employees believe they can produce significant results,
their sense of control and motivation increases. Conversely, a perceived
lack of impact can lead to feelings of helplessness (Thomas and Velt-
house 199Q). According to Spreitzer (1995), this dimension refers to
the degree of influence employees have in completing their assigned
tasks. For example, an employee whose suggestions lead to procedural
improvements may feel a strong sense of impact.

Organisational environments that foster autonomy and participatory
decision-making can enhance this perception (Bin Jomah 2017). Empir-
ical research by Priyadarshana and Kularathne (2023) has shown that
impact is a strong predictor of organisational commitment. Similarly,
? found a positive relationship between psychological empowerment

(particularly impact) and commitment.

Hypothesis 4. Impact cognition of psychological empowerment is posi-
tively related to organisational commitment.

2.3 | Conceptual Framework

Drawing on the reviewed literature, a conceptual framework was devel-
oped to guide this study (Figure ﬂ]). The independent variables—Meaning,
Competence, Self-Determination, and Impact—represent the cognitive di-
mensions of psychological empowerment. The dependent variable is
Organisational Commitment. This framework was designed to explore
the influence of each psychological empowerment dimension on em-
ployee commitment among operational-level employees in the selected

public sector organisation.

3 | METHODOLOGY
This study adopted a quantitative approach using a cross-sectional de-
sign to examine the impact of the cognitive dimensions of psychological

empowerment on organisational commitment. The research targeted

‘ Meaning

‘ Competence "\>
‘ Self-determination ‘ /

‘ Impact ‘

Organisational
commitment

FIGURE 1 Conceptual Framework

operational-level management staff from a central government institu-
tion in Sri Lanka. This institution plays a vital role in supporting the
legislature within the country’s democratic governance framework and
is structured into several departments handling specific administrative,
financial, and legislative functions.

The organisation was chosen due to its distinctive public sector
characteristics, including a hierarchical structure, clearly defined career
paths, and a bureaucratic culture regulated under a legislative act. Its rel-
evance lies in its strategic role in the legislative sector, making it an ideal
setting for analysing how psychological empowerment affects organi-
sational commitment. Moreover, the researcher’s existing institutional
relationships and logistical accessibility influenced the selection.

This study did not use sampling techniques, as the population com-
prised the entire group of operational-level employees in the organisa-
tion. Prior to data collection, participants were informed of the study’s
purpose, and their confidentiality and anonymity were ensured.

Demographic information revealed that 51% of the respondents
were female and 49% were male. In terms of age, the largest group
(31%) were aged 35, followed by the 25-34 and 45-55 age brackets
(25% each), and 17.5% were above 55. Regarding education, 84% of
respondents held a bachelor’s degree, and 14% held a master’s degree.

The survey instrument had two sections. The first captured de-
mographic information; the second assessed the study variables. The
cognitive dimensions of psychological empowerment—Meaning, Com-
petence, Self-Determination, and Impact—were measured using the
12-item scale by Spreitzer (1995). Organisational commitment was mea-
sured using the 18-item short version of the scale developed by Allen
and Meyer (1990), with six items for each component: affective, con-
tinuance, and normative commitment. Responses were captured using
a 5-point Likert scale ranging from 1 (strongly disagree) to 5 (strongly

agree).

4 | DATA ANALYSIS AND RESULTS

4.1 | Descriptive Statistics and Normality
Assessment

Before exploring relationships between variables, normality tests were
conducted. Skewness values were .003 for Meaning, .274 for Com-
petence, and .000 for Self-Determination—all within the acceptable
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range of -1 to +1, indicating symmetric distributions. Kurtosis val-
ues were -0.868 (Meaning), -1.197 (Competence), and -0.075 (Self-
Determination), again falling within the normal range. However, the kur-
tosis value for Impact (4.153) suggests a peaked distribution, indicating
a departure from normality.

4.2 | Descriptive Statistics, Correlations,
and Reliability

Table [l presents the descriptive statistics, Pearson correlation coeffi-
cients, and composite reliability (CR) values for the four psychological
empowerment dimensions. The highest mean was observed for Compe-
tence (M = 4.30, SD = 0.51), followed by Meaning (M = 4.09, SD = 0.77),
Self-Determination (M = 3.65, SD = 0.75), and Impact (M = 3.50, SD =
0.70).

There were significant positive correlations between Meaning and
Competence (r = .355, p < .01), and between Self-Determination and
Impact (r = .248, p < .05). Other correlations were not statistically
significant. CR values indicate high internal consistency for Meaning
(o = .93), Competence (o = .86), and Self-Determination (o = .74),

while the Impact construct (o = .68) is marginally acceptable.

4.3 | Multiple Regression Analysis

To test the impact of the four cognitive dimensions of psycho-
logical empowerment—meaning, competence, self-determination, and
impact—on organisational commitment, a multiple regression analysis
was conducted. The outcomes are presented in Tables B, B, and .

Table E shows that the regression model significantly predicts organ-
isational commitment, with an R? of 0.452. This indicates that 45.2% of
the variance in organisational commitment is explained by the combined
effects of the four empowerment dimensions.

As shown in Table f§, the model is statistically significant, F(4,75) =
15.44, p < .001, confirming that the set of predictors meaningfully
contributes to explaining organisational commitment.

Table @ shows that two out of the four cognitive dimensions—
Meaning and Impact—significantly predicted organisational commit-
ment.

As hypothesised in H1, Meaning emerged as a strong and statistically
significant predictor (3 = 0.564, p < .001). The unstandardised coeffi-
cient (B = 1.680) implies that a one-unit increase in perceived Meaning
is associated with a 1.680-unit increase in organisational commitment,
holding all other variables constant.

Similarly, the Impact dimension significantly predicted commitment
(B =

work has tangible effects on their organisation are more likely to be

0.371, p < .001), supporting H4. Employees who believe their

committed.
However, Competence and Self-Determination were not significant

predictors (p > .05), hence H2 and H3 were not supported. While both

are theoretically relevant, they did not show a statistically significant
direct effect on commitment in this study.

The resulting regression equation is:
Y = 29.734 + 1.680(Meaning) + 1.374(Impact)

Collinearity diagnostics indicated that tolerance values were all
above 0.1 and Variance Inflation Factor (VIF) values were well below
the threshold of 10, suggesting no multicollinearity issues among the

predictors.

5 | DISCUSSION

This study’s findings provide valuable insights into the complex relation-
ship between psychological empowerment and organisational commit-
ment within the Sri Lankan public sector. Although all four hypotheses
predicted a positive association between the cognitive dimensions of
empowerment and commitment, the results reveal that not all dimen-
sions contribute equally to fostering organisational commitment.

The cognition of Meaning emerged as the most significant predictor,
supporting H1. This indicates that when operational-level employees
perceive their work as meaningful—aligned with personal values and
contributing to a larger organisational purpose—they are more likely
to be committed. This is consistent with Spreitzer (1995) and with re-
cent local findings by Privadarshana and Kularathne (2023), who also
reported the primacy of Meaning in the Sri Lankan public sector context.

Impact was also found to be a statistically significant predictor, sup-
porting H4, albeit with less influence than Meaning. This dimension
reflects employees’ belief that their contributions make a tangible differ-
ence. When employees perceive that their input influences outcomes
or organisational functioning, their sense of attachment to the organ-
isation is strengthened. These findings align with both Priyadarshang
and Kularathne (2023) and |brahim (2020), who reported similar effects
in public and private sector contexts in Sri Lanka and the Philippines,
respectively.

Conversely, the dimensions of Competence and Self-Determination
were not statistically significant predictors, thereby failing to support
H2 and H3. This aligns with earlier studies in similar contexts, such as
those by Priyadarshana and Kularathne (2023) and Ibrahim (2020), who
found that the perceived skill level and autonomy of employees did not
have a strong influence on commitment in collectivist or hierarchical
cultures.

One potential explanation, as suggested by Joo and Shim (2010Q), is
the high job security typically associated with public sector employment.
Employees in such settings may feel secure in their roles regardless
of whether they feel competent or empowered to make autonomous
decisions. Additionally, employees may prefer guidance from supervi-
sors, particularly in bureaucratic structures where autonomy is neither
expected nor necessarily encouraged.

To further contextualise these findings, Hofstede (2019) charac-

terises Sri Lanka as high in power distance and collectivism. In such
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TABLE 1 Descriptive Statistics, Correlations, and Reliability Coefficients

Mean SD 1 2 3 CR
1. Meaning 409 0.77 1 0.93
2. Competence 430 051 .355** 1 0.86
3. Self-Determination  3.65 0.75 .170(ns)  .164 (ns) 1 0.74
4. Impact 350 070 .007(ns) -.056(ns) .248* 0.68

*p < .05, ** p < .01, ns = non-significant (p > .05)

Source: Survey Data, 2024

TABLE 2 Model Summary

Model R R Square

Adjusted R Square

Std. Error of Estimate

1 0.672 0.452

0.422

4.53

Predictors: (Constant), Impact, Meaning, Self-Determination, Competence
Dependent Variable: Organisational Commitment

Source: Survey Data, 2024

TABLE 3 ANOVA Test

Model Sum of Squares df  Mean Square F (Sig.)
Regression 1266.26 4 316.56 15.44***
Residual 1537.54 75 20.50
Total 2803.80 79

**p < .001

Dependent Variable: Organisational Commitment
Predictors: (Constant), Impact, Meaning, Self-Determination, Competence
Source: Survey Data, 2024

cultures, hierarchy and top-down control are normative, and employ-
ees tend to value relational harmony and adherence to formal roles. Luo
(2025) reinforces this view by arguing that in high power distance soci-
eties, commitment may arise more from fulfilling one’s duties within the
collective framework than from self-driven agency or autonomy.

These socio-cultural patterns suggest that employees might feel
more committed through alignment with organisational norms and
shared goals rather than through individual empowerment. As Argyris
(1998) points out, not all employees desire empowerment, especially
in contexts where organisational structures may not support or reward
such autonomy. Hierarchical authority, political considerations, and in-
stitutional rigidity likely shape how empowerment is perceived and
enacted in Sri Lanka's public sector.

This interpretation is further supported by other empirical studies.
Nabila (2008) reported no significant association between Meaning and
Self-Determination and organisational commitment, while Chen and
Chen (2008) found that Self-Determination had no measurable effect
on commitment. These findings illustrate how empowerment outcomes
vary across different institutional and cultural environments, and un-
derscore the need for context-sensitive leadership and human resource
practices in the public sector.

6 | CONCLUSION

This study provides empirical evidence on how psychological empow-
erment influences organisational commitment among public sector
employees in Sri Lanka. Among the four dimensions of psycholog-
ical empowerment—Meaning, Competence, Self-Determination, and
Impact—only Meaning and Impact demonstrated statistically significant
effects on organisational commitment.

These findings underscore the importance of fostering a sense of
purpose and meaningful contribution among employees. Public sector
organisations are encouraged to clearly communicate the societal value
of individual roles and provide visibility into how employees’ efforts con-
tribute to broader organisational goals. Conversely, the non-significant
effects of Competence and Self-Determination highlight the potential
influence of contextual factors such as rigid hierarchical structures and
the high job security often characteristic of public institutions, which
may limit the motivational value of skill development and autonomy.

Overall, the results emphasize the necessity of designing empower-
ment strategies that are responsive to the specific organisational and

cultural context of the public sector.

6.1 | Theoretical Contributions

This research advances theoretical understanding by showing that psy-
chological empowerment is not a universally uniform construct in its
impact on organisational outcomes. Specifically, in the context of Sri
Lanka’s public sector, the cognitive dimensions of Meaning and Impact
are significantly related to organisational commitment, while Compe-
tence and Self-Determination are not.

These findings suggest that contextual and cultural factors—
particularly high power distance and collectivism—play a critical role in
shaping how empowerment is experienced and translated into commit-
ment. As noted by Monod et al! (2023), power and resource distribution

within organisations are shaped by deep social structures, which may
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TABLE 4 Regression Coefficients

B Std. Error Beta t Sig. VIF
Constant 29.734 7.131 - 4170 .000 -
Meaning 1.680 0.275 0.564 6.109 .000 1.165
Competence -0.169 0.424 -0.037 -0.399 .691 1.160
Self-Determination 0.257 0.328 0.071 0.785 435 1111
Impact 1.374 0.327 0.371 4201 .000 1.070

Dependent Variable: Organisational Commitment

Source: Survey Data, 2024

constrain how empowerment initiatives are interpreted by employees.
In hierarchical systems, empowerment efforts may not yield the same
motivational effects as in flatter, more individualistic contexts.

By highlighting these dynamics, the study contributes to refining
psychological empowerment theory and extends literature on organ-
isational commitment in non-Western, collectivist environments. The
findings support the need to broaden cross-cultural models of work
motivation and commitment to reflect localised values and power dy-
namics.

6.2 | Managerial Implications

The study also provides important insights for public sector managers.
Efforts to improve organisational commitment should begin with en-
hancing employees’ experience of Meaning and Impact. Managers are
advised to design roles that align closely with employees’ personal val-
ues and to communicate how individual contributions support broader
organisational objectives.

Additionally, reinforcing a sense of Impact can be achieved by pro-
viding feedback that highlights the tangible outcomes of employees’
work. Since Competence and Self-Determination were not significant
predictors in this context, empowerment initiatives should be designed
with cultural and structural realities in mind. Rather than promoting au-
tonomy for its own sake, managers should focus on building collective
identity and clarifying roles within the existing hierarchy to encourage

commitment more effectively.

6.3 | Limitations and Future Research
Despite its contributions, this study has several limitations. First, the re-
search was conducted in a single public sector organisation in Sri Lanka,
which limits the generalisability of the findings. Future research should
extend this work across multiple institutions and sectors to validate and
expand on these results.

Second, the study’s focus on operational-level employees provides a
limited perspective. Organisational dynamics differ across hierarchical
levels, and understanding how empowerment and commitment unfold
at multiple levels is critical (Lissillour 2021)). Organisations often func-
tion as political arenas with multiple subcultures, and subgroups may
experience empowerment differently (Lissillour and Wang 2021).

Third, the cross-sectional nature of the study restricts causal infer-
ences. Longitudinal studies could track changes in empowerment and
commitment over time and better evaluate cause-effect relationships.

Fourth, this study did not consider mediating or moderating vari-
ables that might influence the empowerment-commitment relationship.
Future research could explore the role of mediators such as job sat-
isfaction, work engagement, or perceived organisational support, and
moderators such as leadership style, gender, age, tenure, or cultural
orientation.

Finally, the research relied solely on quantitative data collected
through structured questionnaires. A complementary qualitative ap-
proach could provide richer insights into how employees interpret
and internalise empowerment in daily organisational life. A practice-
based perspective (Lissillour and Silva 2024, Lissillour and Monod
2024) would allow researchers to explore how social interactions, ma-
terial conditions, and organisational processes shape employees’ per-
ceptions of Meaning, Competence, Self-Determination, and Impact.
Mixed-methods studies could offer more nuanced, context-sensitive
understandings of psychological empowerment and its organisational
effects.
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