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Abstract 
This paper presents the results of a study that focuses on understanding the importance of empowerment as an 
enabler of Enterprise System (ES) success. This research draws from psychological and User empowerment 
concepts, using prior validated models and theories on empowerment and ES success measurement. The 
literature also suggests a conceptual linkage between empowerment and motivation. The data was gathered from 
154 respondents in a large organisation, which had implemented Oracle Financials in 1996. Preliminary 
findings illustrate that user empowerment has a significant impact on ES success. 
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INTRODUCTION  
The business value of ES, and in general large software implementations, has been extensively debated in both 
the popular press and in the academic literature for over three decades. Organisations have spent significant 
resources and many years of implementation (Bingi et al., 1999a). Despite the potential benefits of ES, evidence 
of ES success has been mixed with some studies showing positive impacts of ES in organisations (Barua and 
Lee, 1997, Lehr and Lichtenberg, 1999, Mukherjee, 2001), while others have shown nil or detrimental impacts 
(Cameron and Quinn, 1988, Wilson, 1993).This disconnect between large ES investments and organisational 
performance can be attributed to a range of antecedents, including implementation approaches, business process 
improvements, and empowerment of users. (Bowen and Lawler, 1995, Brower, 1995, Koberg et al., 1999, 
Psoinos et al., 2000, Psoinos and Smithson, 2002, Sarkar and Lee, 2000, Siegall and Gardner, 2000, Sigler and 
Pearson, 2000, Spreitzer, 1992, 1996). 
 

Enterprise System implementations are socio-technical processes, affecting tasks, people, technology and 
structure (Leavitt, 1964). Markus and Tanis (2000) also identify this element and proposed the engagement of 
the users as a key variable. Senior management and project managers often neglect the soft non-technical human 
issues (Mendel, 1999) and limit their focus on technical and financial aspects and post implementation training. 
Empowerment theory may assist in exploring the factors that empower employees to support such large scale 
changes occurring during the ES life cycle. Particularly, the motivational factors, influencing employees to 
initiate change in the face of these new realities, pose implications for management of both IT and non-IT 
employees. Further, ES have increased the ability of organisations to gather more information in greater detail 
and in real time, and widespread vertical and lateral dispersal of information throughout the organisations (Sia et 
al., 2002). This expanded information makes the users more visible across the organisation and thus is viewed as 
a means of empowering the users (Psoinos et al., 2000). Further, empowered employees display greater initiative 
(Thomas and Velthouse, 1990), and are more willing to change and innovate (Spreitzer, 1995). Thus, the 
purpose of the research is to contribute to the understanding of the above context by extricating the types of 
empowerment and assess the impact on ES success. 
 



The paper is structured as follows. Firstly, the background literature on the informing theories of empowerment is 
outlined and the significance of user empowerment12 study in enterprise systems context is described. Secondly, 
the rationale for developing the a priori model is summarised. Thirdly, the research methodology is described and 
the conduct and design of the survey is reported. Fourthly, (1) validation of the User empowerment instrument 
and constructs; (2) validation of the ES success instrument, are reported and the preliminary results are discussed. 
Lastly, the paper is summarised by outlining the key findings of the research, and points to the future directions 
of the study. 

 

BACKGROUND LITERATURE 
The following literature review begins with a brief overview of ES then it looks into the theories and framework 
of empowerment focussing on User and Psychological empowerment and then outlines the background 
literature supporting the relevance of empowerment in ES context. 

 

Enterprise Systems 

ES are software applications that connect and manage information flows across complex organisations, enabling 
decisions based on information that truly reflects the current state of their business. ES serve many industries 
and numerous organizational areas in an integrated fashion, attempting to automate operations, including supply 
chain management, inventory control, manufacturing scheduling, sales support, customer relationship 
management, financial and cost accounting, human resources and many other functions and processes in 
organizations. Despite the positive motivations for ES adoption, there exists much controversy surrounding the 
success of these systems e.g.(Bingi et al., 1999b, Chung and Snyder, 1999, Gable et al., 1998). There have been 
extensive studies of ES implementation success, critical success factors of ES (Holland et al., 1999), and 
measures of ES benefits (Shang and Seddon, 2002, Staehr et al., 2002), there has been no prior research that 
assesses empowerment as an enabler of ES success. It is this gap in the research that this research program 
addresses. Specifically, it is the purpose of this research to examine the User empowerment-ES success 
relationship. 

 

Empowerment 

It is revealing that empowerment of the employees has been a management goal for decades (Wilkinson, 1998) 
yet empowerment is an evolving construct and continues to attract management researchers and practitioners 
(Conger and Kanungo, 1988, Eylon and Au, 1999, Leach et al., 2001, Psoinos and Smithson, 2002, Spreitzer et 
al., 1997, Spreitzer and Quinn, 1996, Spreitzer and Quinn, 1997, Thomas and Velthouse, 1990, Wall et al., 
2002). In management disciplines Conger and Kanungo (1988) were among the early researchers who 
established a strong theoretical relationship between empowerment and workers’ effort-performance 
expectancies (Spreitzer, 1995, Thomas and Velthouse, 1990). In management literature, empowerment has been 
widely accepted as an enabler in attaining competitive advantage and organisational performance (Conger and 
Kanungo, 1988, Forrester, 2000, Spreitzer et al., 1997, Sundbo, 1999). Empowerment is also believed to be an 
effective mechanism of change management in large software installations (Holland et al., 1999, Hong and Kim, 
2002, Markus and Tanis, 2000, Nah et al., 2001). 
 

Empowerment has its roots in the theories of participative management where managers share goal-setting, 
information-processing and problem-solving activities, as well as decision making power with employees 
(Wagner, 1994). Another closely related concept is, user involvement3 which emphasises cascading power, 
rewards, and training to all levels of employees including junior staffs with the aim of increasing worker 
discretion. Thus, the key overlap between empowerment notion, involvement, and participative management is 
encouraging and championing employees to actively participate in decision-making processes. Participative 
management is conceptually consistent with the idea of self-determination (Deci and Ryan, 2000). Traditional 
                                                 
1Our definition for the purpose of the study is that User empowerment is the expanded discretion the users have as a result of their current IS/ES work environment.  

It is shaped by formal support from the management of an organisation and is expected to build the capacity of an individual, a team, and an enterprise to set priorities and 

control resources essential for increasing organisational performance. It is a strategy aimed to give users more control and responsibility for their work. 

 
 
3 Straub et al.’s (1988) meta-analytical reappraisal suggests that user involvement is a factor that must be considered in explaining the success of any Information System. 



participative techniques are especially weak on the competence dimension; they are centered on fostering 
employees’ suggestions (Evans and Fischer, 1992). 
 

Spreitzer (1992, 1995) was one of the first consolidated studies on individual empowerment. Spreitzer (1992) 
defines Psychological empowerment as a “motivational construct manifested in four cognitions:  meaning4, 
competence5, self-determination6, and impact7”.  Together these four cognitions reflect an active, rather than a 
passive, orientation toward a work role. Furthermore, Spreitzer (1995) argues that empowerment is not a global 
construct across all situations, but specific to the work context in organisations (Spreitzer, 1995). Thus, a work-
based measure8 of empowerment should be developed (Spreitzer, 1996). Following Spreitzer’s argument, it 
makes logical sense to investigate and develop ES work-based measure of empowerment. Although Spreitzer’s 
(1995) launch pad study has explored the relationship between empowerment and individual outcomes, a more 
circumscribed relationship is needed to explain the level of empowerment of users and organisational outcome 
of ES success. The entire concept of empowerment in workplace is to gain strategic advantage in the current 
turbulent environment (Spreitzer, 1992). However, the Spreitzer et al.(1997) study appears to be limited in that 
the researchers did not identify and test for outcomes that could appropriately serve as measures of success at 
the organisational level.  
 

Based on the readings of Spreitzer (1995), Doll et al. (2003) analysed User empowerment in the context of 
managerial effectiveness (Conger and Kanungo, 1988, Spreitzer, 1995, Thomas and Velthouse, 1990). Their 
model employed a four (4) dimensional model to characterise User empowerment: user autonomy, computer 
self-efficacy, intrinsic motivation, and perceived usefulness.  
 

Thomas and Velthouse (1990) and Spreitzer (1995) convincingly demonstrated that empowerment is essentially 
a self-motivated, multi-dimensional learning process and concept, whose multiple levels of complex 
relationships cannot be effectively assigned to definite categories on a generic basis across all work 
environments. Along this line, in this research we seek to contribute to this understanding of the empowerment 
concept as a guiding factor in ES success. The study attempts to build a framework from previous research and 
to derive a unified model of the dimensions of User empowerment in ES implementations. 
 

Empowerment and Motivation 

Several of the principal theories of motivation have strong links to and dependencies upon the empowerment 
concept, as in the following examples: 
 

According to Vroom and Yetton’s (1973) expectancy theory workers who are empowered will have more 
control over their expected outcomes and empowered workers should in turn be more highly motivated than 
workers who are not empowered. 
 

McGregor’s(McGregor, 1960) (1960) Theory X and Theory Y state that managers tend to group their work 
force into two distinct categories. Theory X assumes that those making up the work force have objectives that 
run counter to those of the organization, and thus are not to be trusted and need to be constantly supervised. 
Theory Y assumes that the workers are mature, self-motivated, and self-controlled and need little in the way of 
organizational controls. Evidently, empowerment would be hard to implement if an organization’s structure and 
systems have been made in accordance with Theory X. Most people are impelled by the need to attain a measure 
of self-fulfillment at work, and it is toward such needs that empowerment strategies must be aimed. 
 

Maslow’s (1943) hierarchy9 is based on the principle that an individual’s needs can be classified into groups of 
prepotent physiological and psychological needs. Again it is the higher needs of self-actualization, esteem, and 
affiliation for which empowerment offers the greatest potential. 
                                                 
4 Meaning as the value of a work goal or purpose as judged in relation to an individual's own ideals or standards;  

5 Competence or self-efficacy as an individual's belief in his or her capability to perform activities with skill; 

6 Self-determination as an individual's sense of having choice in initiating and regulating actions and; 

7 Impact as the degree to which an individual can influence how a job is done and its outcomes. 

8 Work-based measure is one that is specific to the context. For the purpose of this study it is Enterprise Systems context.

9 Maslow’s hierarchy: 

5. Self-actualization: self-fulfillment or the realization of one’s potential; 



Herzberg’s (1964) motivation/hygiene theory, based on satisfiers and dissatisfiers, is another well-known theory 
of work motivation. The effectiveness of empowerment will be enhanced if the process is designed to provide 
opportunities for the workers to experience events that lead to satisfaction and reduce the events that lead to 
dissatisfaction. 

 

Empowerment in Enterprise Systems Context 

Sia et al. (2002) suggest that the inherent design of ES tends to give users more job discretion than their 
functional needs which eventually expands a user’s job scope due to increased integration of front and backend 
processes. Users face a changing environment that is bundled with a sense of uncertainty, creating a hurdle in 
embracing the change or actively engaging in the various stages of ES implementation. From the perspective of 
the executives the advantages of an integrated monolithic ES are clearly evident and lead to less expenditure and 
enable the company to focus on optimising processes and streamlining the business. But to the users of the 
system, the advantages are usually unclear or imperceptible. Thus, top management support along with 
individual User’s empowerment would be the most effective solution in such an enterprise-wide venture.  
 

The classic case of FoxMeyer ES implementation provides valuable lessons on how to avoid ERP failure. Scott 
(1999) highlights lack of available users or staff with the sophistication to handle a fast-track installation as one 
of the reasons for failure. This clearly points the lack of competence or self-efficacy dimension amongst the ES 
users.  
 

Livermore (2002) presents two key challenges associated with ES implementations as opposed to other systems 
are that, packaged software or ES involve the whole organisation and require a combination of technical and 
human expertise to select, develop and implement successfully. Given this argument, companies adopting ES 
need to focus on specific aspects of technical and human factors in order to translate their efforts to anywhere 
close to an ES success. User empowerment will enable users to develop a better understanding of the system 
making them more receptive to adopt and adapt the system and be more satisfied with it than if they had not been 
involved in its implementation. 

 

DEVELOPING THE A PRIORI MODEL 
The premise of this research is to study the impacts of Users’ empowerment as an enabler and competitive 
strategy to achieve ES success. Thus, the specific aims of this study have been: to validate the survey instrument 
for measuring User empowerment; and to explore the User empowerment-ES success relationship. 
 

Based on the review of relevant literature and the analysis of the data from the exploratory study, the a priori 
model is developed. The two models used in the development of an a priori model  use Spreitzer (1995) and 
Doll et al. (2003) studies. Spreitzer (1995) partial nomological network of psychological empowerment consists 
of four cognitions (meaning, impact, competence, and self-determination) that reflect an active, rather than a 
passive, orientation toward a work role. In the original Doll et al. (2003) User empowerment study draws 
concepts from the Spreitzer (1995) study. User empowerment is found to predict the effective use of information 
technology for problem solving/decision support better than its first-order factors (user autonomy, computer 
self-efficacy, perceived usefulness, and intrinsic motivation). Perceived Usefulness10 and Intrinsic Motivation11 
constructs were excluded from the a priori model.  
                                                                                                                                                         

4. Esteem: personal feelings of achievement or self-esteem, recognition, or respect from others; 

3. Affiliation: belonging or receiving affection; 

2. Safety: security, stability, absence of pain; 

1. Physiological: food, water, and air. 

 
10 Usage and Usefulness: The ES under investigation is mandatory for all users, and thus changes advocated by Seddon and Kiew (1994) are acknowledged. However, we 

argue that the Usefulness of a system derives from such factors as, the quality of the system, quality of information, and satisfaction of users. We therefore argue that 

Usefulness is not an independent construct, but rather a surrogate measure of system quality, information quality and satisfaction. On the basis of this argument, Perceived 

Usefulness is excluded from the a priori model.

 

11 Intrinsic Motivation: The objective of the study is to understand User empowerment with reference to the ES and Intrinsic motivation is a self related constructs. Therefore 

only those constructs that are specific to the ES have been included in the a priori model. 



 

Models of Information Systems success have been developed (DeLone  and McLean, 2002) and exploited in the 
Enterprise Systems success (Sedera et al., 2003, Shang and Seddon, 2002). This research will use the established 
models as the dependent variable in the main study. The ES success measurement instrument validated by Gable 
et al. (2003) suggests that there exist four independent dimensions; System quality (i.e. how a system performs 
from a technical and design perspective), Information quality (here the focus is on the quality of system outputs: 
issues as the relevance, timeliness and format of reports, and the accuracy of information generated by the 
system), Individual Impact (i.e. how the ERP system has influenced the performance of individual users), and 
Organisational impact (i.e. overall objectives of the organisational performance). These dimensions are posited to 
be correlated and are additive measures of ERP impact or ES success (Sedera et al., 2003). The following 
sections describe the research methodology employed for the study. 

 

RESEARCH METHODOLOGY 

 
Research Model 

The research model was derived focusing on the impact of empowerment on Enterprise Systems success (See 
figure 1). The psychological empowerment derived from (Spreitzer, 1995) and User empowerment (derived 
from (Doll et al., 2003) are depicted as the antecedents of ES success. The ES success is measured using the 
four dimensions of the ES success measurement model (Gable et al., 2003, Sedera et al., 2003). 
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Figure 1: The Research Model 

The Survey 

The purpose of the survey was to test the a priori model (see figure 1). A survey methodology was employed in 
this study to gain understanding between empowerment and ES success. Data for this study was collected using 
a questionnaire and the instrument design was approached by framing a set of issues such as population and its 

                                                                                                                                                         
 



accessibility, sampling, question, content, bias, and finally administrative issues and are discussed later in the 
paper. Due to the confidentiality and ethical clearance considerations a web-based survey or mail back approach 
was refrained. Instead, all responses were dropped-off and collected personally. The acting director of financial 
services division of University X was approached to endorse and support the study. As a criterion for 
participation in the study, individuals were required to have active involvement with Oracle Financials. Each 
respondent was requested to complete all sections of the questionnaire relating to empowerment and ES success 
measurement, specific to Oracle Financial system. 
 

Additional details such as (1) respondent demographics; (2) the organisational unit, (3) experience with the ES 
system (Oracle Financials), (4) type of work they do with the system, and (5) education level were collected and 
will be used for detailed analysis. The study was positioned as one that enables greater understanding of User 
empowerment, validates the construct, and the instruments (Psychological empowerment and User 
empowerment). The study has increased the understanding of the relationship between empowerment and the 
dependent variable of ES success measures, rather than purely focusing on levels of ES successes. The measures 
of each construct employed in the survey are listed in table 1 below.  

 

 
Table 1: Measures of Empowerment and ES Success 

 



PRELIMINARY RESULTS 
The survey was distributed to 185 ORACLE users and received a total of 154 valid responses yielding a 
response rate of 83%12.  Items were measured on a seven point Likert scale with the end values (1) ‘Strongly 
disagree’ to (7) ‘Strongly Agree’. 
 

Instrument Validation 

The following section describes the rigorous instrument validation and model building process completed in this 
study. The section begins by explaining content validity and attempts to illustrate construct validity of the items 
employed in the survey, followed by an analysis of the reliability of the survey items. The focus of this research 
paper: “The impact of empowerment on ES success”, is then sought. 
 

 

 

 
Content Validity 

Cronbach (1971) and Kerlinger (1964) suggest that an instrument is valid ‘in content’, if that (instrument) (i) has 
drawn representative questions from a universal pool, and (ii) has been subjected to a thorough review by 
experts until a formal consensus is reached. As discussed earlier, there are no quantitative empirical studies that 

                                                 
12 The survey implementation process followed the suggestions of (Salant and Dillman, 1994). 



explored the relationship with ES success. However, several alternative models and instruments relating to 
empowerment were analysed to derive the a priori model.  
 

Construct Validity  

Construct validity testing assesses whether the selected measures are true indicators of the phenomenon of 
interest (Campbell and Fiske, 1959, Cronbach, 1971). Construct validity of the instrument is assessed using the 
exploratory factor analysis using principal component extraction and orthogonal (Varimax) rotation. Three 
factor solutions were derived for User Empowerment, Psychological Empowerment and Enterprise System 
Success to establish construct validity of each phenomenon and are depicted in tables 2-4. All items loaded as 
expected under the eleven (11) constructs, establishing the construct validity. The constructs explained 89.5% 
variance in Psychological empowerment, 89.4% variance in User empowerment and 74.3% variance explained 
in ES success. Construct validity was further established using the Kaiser-Meyer-Olkin (KMO) to measure the 
sampling adequacy and the Bartlett’s test of sphericity (BTS)13. 
 

Reliability 

The notion of reliability of a measure refers to its consistency. 
Internal Reliability is particularly important in connection with 
multiple-item scales. It raises the question of whether each scale is 
measuring a single idea and hence whether the items that make up 
the scales are internally consistent. The most widely used measure 
of reliability is Cronbach’s alpha. Alpha values of the study 
variables are reported in table 5 and illustrate a strong reliability. 
 

Impact of Empowerment on ES Success 

To establish the relationship between Empowerment and ES 
success, a correlation matrix was developed (See table 6). 
Analysing the data in table 6, it is clearly evident that the constructs 
of User empowerment (i.e. Self Efficacy, Autonomy and Problem 
Solving) illustrate significant correlations with ES Success Overall 
measures. The constructs of Psychological empowerment (Spreitzer 
et al., 1997) do not demonstrate any significant correlations to the 
ES success. 

 
Table 5: Reliability of Measures 

 

 
Table 6: Correlations between Empowerment and ES success 

 

PRELIMINARY INTERPRETATION OF RESULTS  
As illustrated in table 6, the correlation matrix shows no significant correlation between ES success and the 
Psychological empowerment. However, significant correlations were seen amongst ES success measures and the 
dimensions of UE. This implies our proposition of User empowerment as an antecedent of ES success and 
refutes the proposition on Psychological empowerment. 

                                                 
13 For Psychological Empowerment KMO = 0.791 ;  BTS Chi Square = 1924, df = 66 |  

For User Empowerment KMO = 0.853 ;  BTS Chi Square = 1754, df = 45 

For ES Success KMO = 0.924 ; BTS Chi Square = 3943, df = 325



 

Evidence gathered from this survey on Psychological empowerment contradicts the general decree of the 
literature.  One of many interpretations of the above result might be due to the second level effect that 
Psychological empowerment plays in User empowerment variables. Other reasons might be the moderating 
/mediating variables of ES success. The lessons learnt are now been incorporated into the subsequent study to be 
conducted in the near future.  
 

User empowerment has emerged as an extension to or specialisation of the overarching empowerment concept. 
As an indicator at this stage of research, it would appear that the level of User empowerment may vary 
depending on the specific system being used. As seen from the study results, User empowerment does have a 
significant relationship with ES success; however, one must be system-specific with the context when measuring 
Psychological empowerment .i.e. to gauge User empowerment instead.  Alternatively, User empowerment may 
be described as a measure of the extent to which the user has been empowered by the system, rather than the 
extent to which User empowerment has led to the system success. Data mining is ongoing and will guide further 
in expanding and refining the construct space of User empowerment. These analyses combined with further 
intended interviews with consultants are expected to yield valuable insights into impact of UE on individual 
perception of ES success, highlight key enablers and inhibitors of implementation success, feed the benefit 
realisation paradigm for practitioners, and also for the IS community at large. 
 

Another important point to emerge from this study is that users will not adapt to a system if it is not perceived to 
fulfil their needs. Besides these findings, our study shows that employees are generally receptive to the idea of 
empowerment. However, they are not keen on exercising empowerment to judge their peer’s work. This, 
perhaps, is to avoid interpersonal conflicts and the need to maintain effective teamwork.  

 

CONCLUSION AND OUTLOOK 
The purpose of this paper was to report the preliminary results of a study designed to understand and measure 
the impact of empowerment on ES success. The study model on ‘Empowerment” was grounded on the “Partial 
Nomological Network of Psychological empowerment” by Spreitzer (1997) and Doll et al., (2003) User 
empowerment framework. The ES Success was measured using the ES success measurement model (Gable et 
al., 2003, Sedera et al., 2003). Individually, all models and frameworks demonstrated strong construct, content 
validity and high reliability. Analysing the results of the study it was revealed no relationship between 
Psychological empowerment and ES success and a significant correlation between User empowerment items.  
 

Given past ES success studies have lacked theoretical grounding; the selection of constructs in this study was 
based on the survey aimed at confirming the relevance and completeness of the most comprehensive ES success 
model. Furthermore, this study re-validated two prominent empowerment models in the ES context. No other 
study, to the best of our knowledge, has quantitatively evaluated the ‘goodness’ of above empowerment 
frameworks in the context of ES.  
 

Furthermore, the study will stimulate the exploration of dynamics in the users’ immediate work environment 
such as, the patterns of changes, and their consequences. The study will also lend itself as an effective measure 
of whether an ES is in a stable state of evolution in which the ES’ functionality is evolving, or in a state of 
revolution, in which the ES is being replaced because it is not providing the functionality expected by its users.  
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