
Ⅰ. Introduction

Today, as the development of information technol-
ogy (IT), corporate globalizations have been accel-
erated and customers’ needs are diversifying. The 
development of personalized services and products 
is also growing in importance caused by these rapidly 
changing business environments. In the past, issues 

of which industry a corporation belongs to and which 
resource or competence it has been more important. 
According to the dynamic changes in the business 
environment, however, there has been an observable 
trend in the structural transformation of firms. 
Consequently, dynamic capability has been treated 
as a significant ability for today’s corporations. 
Through this, internal and external competence of 
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corporation can be integrated, built, and reconfigured 
in order to cope with the rapidly changing business 
environment (Teece et al., 2009). Also, a great deal 
of tasks for short-term goals have been increased. 
For instance, a task force team (TFT) is organized 
by experts in various fields to achieve a short-term 
goal, such as internal strategies for a specific change 
or development of new products, and then TFT per-
forms given tasks as form of a project. Since, these 
project organizations are the most important and 
appropriate type for managing an organization in 
today’s business environment requiring diversity and 
flexibility. According to dealing with these business 
environment changes, outstanding companies around 
the world, such as Deutsche Telekom, Volkswagen, 
or Samsung, make an internal organization to solve 
their internal problem, develop new business models 
and establish a management strategy. These internal 
organizations are also operating as a project-based 
organization (PBO) within a company. While corpo-
rations reduce simple and repeated tasks through 
outsourcing, they increasingly operate the PBO for 
development of new business models and strategies 
due to the continual demands for global management 
and acceleration of competition. The PBO performs 
goal-oriented activities by focusing member’s com-
petences and skills on problem-solving. For creating 
profits effectively, it is organized by experts within 
a corporation. In the PBO’s system, experts in a 
variety of areas have to accomplish their object togeth-
er with limited resources within a given period. Thus, 
each member’s growth and spontaneous engagement 
through horizontal and self-regulating management 
as well as creating performance from collaboration 
are the key factors of success. For making members 
actively show their competence, empowerment with-
in the organization is essential.

Empowerment can be classified into structural and 

psychological empowerment. Structural empower-
ment is related to decentralization of authority at 
the organizational level, such as the change of man-
agement methods, whereas psychological empower-
ment is related to the enhancement of individual’s 
internal motivation at the individual level (Mills and 
Ungson, 2003). There are many prior researches on 
influencing factors and antecedents of psychological 
empowerment, because it reflects individual intrinsic 
motivational states which influence members’ atti-
tude and behavior toward their job (Thomas and 
Velthouse, 1990). In the existing researches, self-es-
teem, locus of control, access of information, 
and rewards were considered as antecedents of 
empowerment. Also, all of them and innovative be-
haviors as one of the consequences of psychological 
empowerment were proven (Spreitzer, 1995). Besides, 
the relationships between job characteristics, organ-
ization (or job) commitment, job performance and 
empowerment were demonstrated (Gagne et al., 1997; 
Liden et al., 2000; Zhang and Bartol, 2010). Yet, 
in the continual growth of project-based organization 
owing to changes of business environment, influenc-
ing factors of its members’ psychological empower-
ment and its outcome have not been studied. Indeed, 
the IS field is always in need of new organization 
and management methods. The need of project-based 
team is caused by the rapidly changing of information 
and communication technologies. With this stream, 
organization became lean, light, and flexible.

Therefore, this study aims to (1) draw antecedents 
of psychological empowerment that make members 
to commit themselves to projects and achieve giv-
en-goal of the project-based organization, (2) verify 
the relationships between these antecedents and psy-
chological empowerment, and whether its outcomes 
augment each member's performance. To answer 
these research questions, we collected data from inter-
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views and questionnaire with both quantitative and 
qualitative approaches. Moreover, unlike most of pri-
or studies, each personnel performance is measured 
using numeric scores from the objective as well as 
subjective assessments. It also helps organizations 
operated by a project-based team motivates its 
members.

Ⅱ. Theoretical Background

2.1. Prior Related Researches on 
Project-based Organization

According to the dynamic changes in business 
environment, there has been an observable trend 
in the structural transformation of firms. An increas-
ingly large number of firms have been transforming 
into either project-based organization or project ex-
pert group. In particular, the concept of project-based 
organization was established in 1990s (Keegan et 
al., 1999; Lundin and Soderholm, 1995), but it is 
still regarded as a crucial type of organizations in 
dynamic business environments. A project-based or-
ganization refers to flexible and various forms of 
organization that involve the creation and trans-
formation of temporary systems for performing proj-

ect tasks (DeFillippi, 2002; Sydow et al., 2004). Thus, 
a project-based organization is composed as a project 
team to achieve a specific goal. Because of these 
flexible and on-demand features, project-based 
teams have been established within companies for 
internal consulting. Internal consulting which acts 
as an advisor to foster the company’s growth is well 
represented the traits of project-based organization. 
However, there is a lack of researches on the novel 
type of business organizations despite the rapidly 
changing circumstances. This study focuses on the 
psychological empowerment within project-based 
team in the internal consulting organizations to give 
an insight into management planning as well 
as the academic insights. The following <Table 1> 
shows prior related researches on project-based 
organizations.

2.2. Psychological Empowerment Theory

Empowerment refers to the act of empowering 
and the process of being empowered (Menon, 2001). 
In the business aspects, empowerment has been con-
sidered as a core factor for improving performance. 
For instance, individuals can enhance their self-effi-
cacy through empowerment, and then high self-effi-
cacy can lead to improve their performance (Conger 

Author(s) Research Context Findings
Hobday (2000) CoPS in PBO The wide variety of organisational choices involved in producing 

CoPS 
Turner and Keegan (2001) Management paradigm for 

the PBO
Different pressures act on the project-based organization requiring 
hybrid governance structures to be adopted for all projects

Cheng et al. (2006) The PBO in human 
resource management 
systems

Barriers to implementing new performance solutions stemmed 
from a lack of senior management commitment and support, 
ingrained working practices and an absence of appropriate 
training interventions

Boh (2007) Sharing knowledge in PBO Suitable configurations of knowledge-sharing mechanisms

<Table 1> Prior Related Researches on PBO
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and Kanugo, 1988). Empowerment is one of the major 
implications in business organizations in terms of 
creating a virtuous circle. There are several academic 
literatures on empowerment as well. The prior studies 
on empowerment can be classified into the structural, 
motivational, and leadership approach (Menon, 
2001). Among them, the motivational approach came 
from a psychological point of view. Conger and 
Kanugo (1988) defined empowerment in connection 
with enhancing feelings of self-efficacy. Based on 
the academic literatures on empowerment with the 
motivational approach, Spreitzer (1995) suggested 
the conceptual framework for psychological empow-
erment, including four dimensions: meaning, com-
petence, self-determination, and impact. Meaning re-
fers to the degree of task goal value based on one’s 
criteria. Contrary to task significance, it covers the 
influences of not only one’s task but also unofficial 
roles. Competence refers to the personal beliefs in 
one’s capacities for performing own tasks. It includes 
the concepts of performance expectation, such as 
self-competence, proficiency, and effort. Impact re-
fers to the beliefs about that one can affect to the 
organization’s strategic, administrative, and opera-
tional outcomes through the discharge of one’s duties. 
This implies that capacities can be an extension of 
the beliefs (Conger and Kanugo, 1988). Self-determi-
nation refers to the degree of feelings of right to 
options for acts of performing one’s tasks. This means 
self-determination is a kind of autonomy in their 
work place. The above mentioned four dimensions 
of empowerment together reflect an active tendency 
towards one’s work role (Kim and Gupta, 2014; 
Spreitzer, 1995; Thomas and Velthouse, 1990). Also, 
based on the Spreitzer’s model (1995), there are sev-
eral prior studies on the antecedents and con-
sequences of empowerment. In this study, we adopt 
psychological empowerment theory and prior related 

studies using various influencing factors (Gagne et 
al., 1997; Liden et al., 2000; Spreitzer, 1995; Zhang 
and Bartol, 2010), and propose a research model, 
including some variables identified from interviews 
in the field, to investigate the important influencing 
factors on psychological empowerment within the 
project-based teams in an internal consulting 
organization. 

2.3. Job Characteristic Theory

Hackman and Oldham’s job characteristic theory 
(1975) posits that the job characteristics determine 
the psychological states for motivating. They in-
dicated the five job characteristics: skill variety, task 
identity, task significance, autonomy, and feedback. 
In addition, Kraimer et al. (1999) identified that job 
meaningfulness among various job characteristics has 
a significant effect on meaning as an element of 
empowerment. The relationships between job au-
tonomy and self-determination, and task feedback 
as an antecedent of elements (competence and im-
pact) of empowerment. Some researchers identify 
the relationship between job characteristics and vari-
ous job related concepts such as job satisfaction 
(Cohrs et al., 2006; Judge and Klinger, 2007). More 
recently, Hauff et al. (2015) posits the concept of 
situational job characteristics under the recent inter-
national research stream. Hence, a variety of tasks, 
task appropriacy, autonomy, and control can give 
employees more empower to their job. In the internal 
consulting organization, not only the job character-
istics, but also project-based team’s characteristics 
should be considered. Moreover, with a macro view, 
executives who orders project for internal problems, 
organizational culture, and professionalism need to 
be reflected. In this study, we proposed a research 
model, including factors from job characteristics as 
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well as organizational characteristics to understand 
the role of empowerment towards performance. 

Ⅲ. Research Model and Hypotheses

This study followed the guideline for conducting 
mixed-methods research by Venkatesh et al. (2013). 
To answer the first research question, identifying 
major antecedents of psychological empowerment 
within project-based team, we adopted a qualitative 
research method by interviewing project managers. 
A qualitative study such as interviews, can offer in-
sights into what practitioners think about as motiva-
tion factors for project performance. Also, this ap-
proach has the advantages of delivering perceived 
causal inferences and focusing directly on the research 
topic (Yin, 2008). We conducted interviews with 13 
project managers in an organization who have more 
than 3-years work experiences. The interviews were 
face-to-face in an informal environment. The inter-
viewees were asked a main question, that is, what 
motivational factors that affect the project perform-
ance improvement. Overall, 14 concepts were identi-
fied regarding the motivation factors for project per-
formance improvement from the open coding of 
the interview transcripts. After the first coding step, 
similar concepts were grouped into higher-order cate-

gories to develop theoretical constructs. As the results 
of interviews, motivation factors for improving per-
formances are project manager capabilities and task 
competence are important. It shows that executive 
and team support, collaborative level, fairness, and 
team capabilities are also important factors on moti-
vating members. Finally, the following three major 
categories were obtained: Job characteristics, 
Project-based team characteristics, Organizational 
characteristics. The following <Table 2> shows the 
coding results of interviews.

Based on the prior literatures and the interview 
results, this study proposes a two-stage research mod-
el shown in <Figure 1> to answer the second research 
question for understanding the psychological em-
powerment within project-based organization. The 
followings are descriptions for each hypothesis.

Job feedback refers to the degree of the information 
acquisition of how much their job well performed. 
Employees generally can expect the outcomes of their 
work and revise work methods more properly for 
their work success (Hackman and Oldham, 1980). 
In this process, if employees know whether they do 
the job well or not, their planning may be more 
flexible and easy to change for the project success. 
Therefore, job feedback from others should increase 
employee empowerment.

Domain Category Concept

Task Job characteristics Opportunities for improving one’s competence, diverse experiences and knowledge, 
objective evaluation of performance, official feedback, specific goal and details

Team Project-based team 
characteristics Degree of collaboration, leadership for project manager, appropriate placement

Company Organizational 
characteristics

Status of internal consulting organization, voluntary recruiting within company, CEO’s 
interest, collaboration of project ordering department, reflecting an assessment of 
resources, evaluation based on outcomes

<Table 2> Coding Results
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H1: Job feedback has a positive effect on psychological 
empowerment

Based on the job characteristics theory and inter-
views from practitioners, project manager capabilities 
and collaborative level were revealed as the key factors 
on empowerment. Project manager generally has to 
manage and supervise overall project works to suc-
cessfully perform. There are diverse capacities project 
manager should have, as a manager, leader, presenter, 
and expert (El-Sabaa, 2001). Also, collaborative cul-
ture based on trust among team members is one 
of the most influencing factors of project performance 
as well as commitment. Therefore, this study hy-

pothesizes that project manager capabilities and col-
laborative level should increase psychological 
empowerment.

H2: Project manager capabilities have a positive effect on 
psychological empowerment

H3: Collaborative level has a positive effect on psychological 
empowerment

For leading the project to success, executives must 
be considered through the process of the project. 
Pinto and Prescott (1990) posited the most important 
stage is the initial planning among all parts of the 
project. They investigated from a case study that 

<Figure 1> Research Model

Note: 1) Psychological empowerment is modelled to a second-order reflective construct
     2) MNG=Meaning, CMP=Competence, SPT=Self-determination, IMP=Impact
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how executives perceive members of the project or 
the project itself is the significant variable. Also, proj-
ect team itself should have an attention and show 
enthusiasm (Shapiro et al., 1993). Additionally, evalu-
ation of team members or employees related to the 
project should be fair. Based on these organizational 
characteristics, this study rather hypothesizes as fol-
lows: executive support, team support, and fairness 
within the organization should increase psychological 
empowerment.

H4: Executive support has a positive effect on psychological 
empowerment

H5: Team support has a positive effect on psychological 
empowerment

H6: Fairness within the organization has a positive effect 
on psychological empowerment

In the project-based organization, members have 
to achieve a goal with limited resources within a 
fixed period. Due to this characteristic of the proj-
ect-based team, it should be operated differently. 
Also, because team members are experts in various 
areas, empowering them could lead to better perform-
ance with better understanding of their competence. 
Kim and Gupta (2014) examined the effect of user 
empowerment on IS infusion. In line with IS infusion, 
employees’ performance can display consequence of 
empowerment. Linden et al. (2000) also posits that 
work outcome is a major result variable of psycho-
logical empowerment. Thus, this study suggests the 
last set of hypothesis postulates that: psychological 
empowerment should increase project commitment, 
project contribution, and personnel performance 
score. 

H7: Psychological empowerment has a positive effect on 
project commitment

H8: Psychological empowerment has a positive effect on 
project contribution

H9: Psychological empowerment has a positive effect on 
the personnel performance score

Ⅳ. Research Methodology

4.1. Target Organization

This study aims to identify antecedents and con-
sequences of psychological empowerment within the 
project-based team and demonstrate the causal rela-
tionship with them. Thus, the target organization 
has well presented the features of project-based team. 
The selected company has 22 thousand executives 
and staff members and annual sales in about $17.9 
billion. The target organization is an internal consult-
ing organization within this company. A proj-
ect-based team is composed of 4-5 members and 
performs about 100 projects per year. Through the 
internal consulting organization, the company de-
crease the dependency of external consulting, and 
related costs.

4.2 Instrument Development and Data 
Collection

Survey methodology was used to validate the re-
search model. To develop survey instruments, this 
study adopted existing validated scales wherever 
possible. Every instrument was designed based on 
the prior empirical studies. We carefully reviewed 
the survey instrument along with the definitions of 
constructs. The measurement items were anchored 
on a seven-point Likert scales (1 = strongly disagree, 
7 = strongly agree) except for the personnel perform-
ance scores. The above <Table 3> indicates the opera-
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tional definitions of each variable. 
In the two-stage data collection procedure, we de-

termined that the population of an internal consulting 
organization which is operating the project-based 
team itself. Offline surveys were conducted in the 
first stage for the collection of psychological empow-
erment and its antecedents. We conducted the second 
stage data collection after 3 months later at this stage, 
and then objective data for personnel performance 
score and the other two dependent variables were 
collected. This study obtained 144 valid and complete 
responses (87 male and 57 female). In regard to 
the adequacy of the sample size in this study, we 

confirmed that 144 responses exceed the required 
minimal sample size in partial least squares (PLS) 
(Gefen et al., 2000). Also, we calculated Cohen’s pow-
er to assess the adequacy of our sample, since Cohen’s 
formula has been shown to correctly predict power 
in most cases. As the results of Cohen’s power analy-
sis, our sample size can detect a small effect size 
of 0.10 at the power level of 0.95 and alpha level 
of 0.05 (Cohen, 1988). The majority of respondents 
were between 30 and 39 years of age (mean = 40, 
standard deviation = 7.08). Most of the respondents 
were bachelors and master degree holders (bachelor 
= 43.8%, master = 50.0%). Also, more than half of 

Construct Operational definition Reference

Job characteristic Job feedback The extent of getting direct and clear information related to the 
tasks

Hackman and Oldman 
(1980)

Project-based team 
characteristics

Project manager 
capabilities The level of project manager’s competence as a team leader Cicmil et al. (2006)

Collaborative level The degree of sharing information and cooperation based on 
trust among members Quinn (1988)

Organizational 
characteristics

Executive support The degree of executives’ interest and attention on the consulting 
project

Self-developed
Team support The level of project ordering team’s knowledge and experience 

on the project success 
Fairness within 

organization The level of justice of the balance between one’s input and output Kim et al. (1996)

Psychological 
empowerment

Meaning The degree of job significance and personal meaning for oneself

Spreitzer (1995)
Competence The level of job performing ability, trust of one’s competence 

and skills

Self-determination The degree of independence and determination for working 
methods oneself

Impact The extent of project outcomes’ influence over organization 

Employee 
performance

Project 
commitment The degree of involvement in the project Kanungo (1982)

Project 
contribution The level of use project outcomes within organization Pinto and Slevin 

(1987)
Personnel 

performance score The level of personal performance on the basis of 100 points Given from the project 
evaluation committee 

<Table 3> Operational Definitions of Constructs
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respondents (50.7%) had more than 10 years working 
experience in the target company. The above <Table 
4> shows the demographic statistics of respondents.

Ⅴ. Data Analysis and Results

5.1. Instrument Validation

Using the procedure outlined by Gefen et al. (2000), 
this study conducted the exploratory factor analysis 
(EFA) and confirmatory factor analysis (CFA) using 
SPSS 21 and SmartPLS 2.0 in order to assess the 
convergent and discriminant validities of the survey 
instrument. As represented in <Table 5>, the stand-
ardized path loadings were all significant (t-value 
> 1.96) and exceeded 0.7. The composite reliability 

(CR) and the Cronbach’s (for all constructs were 
more than 0.7. The average variance extracted (AVE) 
for each construct was greater than 0.5. The con-
vergent validity of the constructs was thus supported 
(Bagozzi et al., 1991). This study then assessed the 
discriminant validity of the measurement model. As 
shown in <Table 6>, the square root of AVE for 
each construct exceeded the correlations between 
the construct and other constructs (off-diagonal 
terms), which explains the discriminant validity 
(Gefen et al., 2000). Hence, discriminant validity was 
supported.

Additionally, we obtained each factor score for 
the first-order variables of psychological empower-
ment, and then validated the second-order construct 
based on the MacKenzie et al.’s guidelines (2011). 
We investigated the validity of a set of the first-order 

Classification Frequency Percentage

Gender
Male 87 60.4

Female 57 39.6

Age
(Mean: 40.05, S.d.: 7.08)

20s 12 8.3
30s 57 39.6
40s 62 43.1

50s and above 13 9.0

Education
Bachelor 63 43.8
Master 72 50.0

Doctorate 9 6.3

Position

Staff 11 7.6
Assistant manager 25 17.4

Manager 33 22.9
Deputy general manager 40 27.8

General manager 35 24.3

Working experience
(Mean: 13.81, S.d.: 7.16)

< 5 years 33 22.9
5 – 10 years 38 26.4

10 years < 73 50.7
Total 144 100

<Table 4> Demographic Statistics of Respondents
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constructs (meaning, competence, self-determi-
nation, and impact) as reflective indicators of a sec-

ond-order construct, psychological empowerment. 
The calculated AVE (0.61) was greater than 0.50, 

Construct Mean (Std. Dev.) Std. loading of each item AVE CR a
Job feedback 5.23 (0.89) 0.82, 0.85, 0.80, 0.83 0.68 0.89 0.84

Project manager capabilities 5.50 (1.17) 0.87, 0.91, 0.92, 0.90, 0.84 0.79 0.95 0.93
Collaborative level 5.61 (1.13) 0.86, 0.96, 0.94, 0.90 0.84 0.95 0.93
Executive support 5.04 (1.01) 0.87, 0.84, 0.91, 0.84 0.75 0.92 0.89

Team support 5.26 (1.08) 0.79, 0.92, 0.86, 0.89 0.75 0.92 0.89
Fairness within organization 4.63 (1.14) 0.95, 0.93, 0.94, 0.80 0.82 0.95 0.93

Meaning 5.41 (1.08) 0.88, 0.93, 0.93 0.84 0.94 0.90
Competence 5.50 (0.87) 0.91, 0.93, 0.86 0.81 0.93 0.89

Self-determination 5.30 (1.00) 0.90, 0.94, 0.94 0.86 0.95 0.92
Impact 5.16 (1.07) 0.94, 0.95, 0.96 0.90 0.97 0.95

Project commitment 5.13 (1.22) 0.87, 0.89, 0.94 0.80 0.92 0.88
Project contribution 5.76 (1.19) 0.84, 0.92, 0.92, 0.92 0.81 0.95 0.92

Personnel performance score 87.6 (4.25) 1.00 1.00 1.00 1.00

<Table 5> Results of Convergent Validity Tests

JF PMC CL ES TS FO MNG CMP SPT IMP PCM PCT PPS
JF 0.93

PMC 0.20 0.89
CL 0.34 0.51 0.87
ES 0.36 0.36 0.33 0.86
TS 0.24 0.38 0.46 0.50 0.82
FO 0.17 0.46 0.38 0.42 0.50 0.91

MNG 0.34 0.39 0.31 0.48 0.28 0.32 0.91
CMP 0.34 0.13 0.29 0.37 0.11 0.18 0.50 0.90
SPT 0.31 0.41 0.26 0.31 0.22 0.21 0.48 0.46 0.91
IMP 0.29 0.36 0.26 0.40 0.18 0.20 0.41 0.44 0.59 0.95
PCM 0.50 0.48 0.39 0.61 0.48 0.43 0.62 0.37 0.40 0.48 0.90
PCT 0.06 0.35 0.04 0.10 -0.07 0.07 0.20 0.16 0.32 0.29 0.14 0.90
PPS 0.19 0.32 0.22 0.22 0.08 0.19 0.19 0.20 0.12 0.18 0.12 0.47 1.00

Note: 1) Leading diagonal shows the square root of AVE of each construct. 2) Job feedback (JF), Project manager capabilities (PMC), 
Collaborative level (CL), Executive support (ES), Team support (TS), Fairness within organization (FO), Meaning (MNG), Competence 
(CMP), Self-determination (SPT), Impact (IMP), Project commitment (PCM), Project contribution (PCT), Personnel performance 
score (PPS)

<Table 6> Correlations between Latent Variables
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and the standardized path loadings of each first-order 
construct were all significant (t-value > 1.96) and 
exceeded 0.7. The composite reliability (CR) and the 
Cronbach’s a for psychological empowerment were 
also more than 0.7. These supported reliability. 

5.2. Hypotheses Testing Results

After establishing the validity of the measurement 
model, we tested the structural model of the proposed 
research model with a bootstrapping technique in 
SmartPLS. The hypotheses were tested based on the 
pooled data by using the partial least squares (PLS) 
technique with SmartPLS 2.0. PLS was chosen for 
its ability to handle smaller data sets and interaction 
effects (Chin, 1998). 

As shown in <Figure 2>, the results indicate that 
six (i.e., job feedback (H1), Project manager capa-
bilities (H2), Executive support (H4), project com-
mitment (H7), project contribution (H8), and per-
sonnel performance score (H9)) out of the nine con-
structs were significantly associated with psycho-

logical empowerment. However, we could not find 
any significant relationships among three antecedents 
(i.e., collaborative level (H3), team support (H5), 
and fairness within organization (H6)) and psycho-
logical empowerment. As for control variables, we 
found that project location and project experience 
had significant effects on result variables for employee 
performance.

Ⅵ. Discussion and Implications

6.1. Discussion of Findings

There are several important findings from this 
study. First, job feedback (H1) has an influence on 
empowerment. It means that the more frequently 
project manager gives members' feedback on their 
tasks, the more members perceive self-determination 
of empowerment. Then, it leads to increase of project 
performance. In the results of interviews, it was also 
found ‘Feed-forward and feedback’ as a major moti-

<Figure 2> Hypotheses Testing Results
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vating factor for creating project performance. 
Second, project manager capabilities (H2) have a 
positive effect on empowerment. Project managers’ 
leadership, their professionalism, and communica-
tion skills are important to members’ perceived 
empowerment. And as a result, degree of project 
commitment and personnel performance is 
improved. Thirds, degree of executive support (H4) 
among organizational characteristics has a positive 
effect on empowerment. It shows the process of exec-
utive support, executives who ordered a project real-
ize the importance of it, and then involve themselves 
in the planning with encouraging team members, 
positively affects empowerment. As a result, this 
brought about higher performance of empowerment, 
and it also shows the same result in the interview. 

However, other hypotheses (H3, H5, and H6) were 
turned out to be insignificant. While ‘collaborative 
level’, ‘team support’, and ‘fairness within organ-
ization’ were major factors identified from the inter-
view, they do not have a significant effect on empow-
erment in the empirical study. This indicates that 
all respondents are working with executives in a same 
company so that project support team gives support 
to each project-based team comparably. This brings 
a difference result regarding collaborative level and 
team support. Employee are easily able to be con-
scious of their boss as well as team member under 
this condition. The evaluation system is also fairly 
operating using numeric scores from the project eval-
uation committee in contrast with other departments. 
For these reasons, some differences between ex-
ploratory and empirical approach are found in the 
results. Additionally, collaborative level (H3) has a 
direct effect on project commitment and two control 
variables, project location and project experience, 
have influence on employee performance.

6.2. Limitations and Future Research

Despite the significant findings of this study, there 
are some limitations. First, the data were collected 
from a specific internal organization in a company. 
Future studies need to be reflected organizational 
characteristics in various areas except internal con-
sulting projects. Seconds, although this study exam-
ined research questions through the interview and 
questionnaire (qualitative and quantitative ap-
proaches), interviewees were project managers or had 
more than 3-years experiences. It would be therefore 
useful to identify other antecedents of empowerment 
from others with no work experience. Thirds, it needs 
to refine the measurement method for level of the 
project contribution in further researches.

6.3. Implications for Research 

This study offers several important research 
contributions. First of all, to the best of our knowl-
edge, this study is one of the first studies to examine 
antecedent and consequences of empowerment with-
in project-based organization. Many researchers have 
applied empowerment in various fields, but few in 
specific organization type. We believe that this study 
can give a comprehensive view to understand empow-
erment within project-based organization through 
pre- as well as post-factors of empowerment. 

Second, for the empirical study, four determinants 
of psychological empowerment (competence, impact, 
meaning, and self-determination) have been modeled 
into a single second-order reflective construct. Most 
of previous researches examined the concept of em-
powerment as a single-dimensional construct. 
Considering four determinants at the same time, the 
results of this study lead more meaningful discussion 
and extend related empowerment literature. Moreover, 
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the results of this study give a possibility of further 
researches differently influencing mechanisms to dif-
ferent type of psychological empowerment. 

Third, three kinds of indicators for employee per-
formance were measured not only by subjects (degree 
of project commitment) but also their managers (level 
of project contribution, personnel performance 
score). We believe that the evaluation from two differ-
ent aspects can be presented overall employee per-
formance very well. Moreover, in a case of the person-
nel performance score as a result variable of empow-
erment, both objective and perception data were used. 
Due to personnel performance scores based on the 
degree of project ripple effects or financial profit, 
the results show that psychological empowerment 
contributes to qualitative performance of the 
company. 

6.4. Implications for Practice

From a practitioner perspective, the results of this 
study have implications for companies that is or will 
be operating project-based team to achieve their spe-
cific goal. First, the results can give a guideline for 
development and operating methods for proj-
ect-based organization. Based on the results, job feed-
back, project manager capabilities, and degree of ex-
ecutive support have more empirically importance 

to psychological empowerment. Therefore, execu-
tives and project managers need to pay attention 
to these factors when they try to organize it. Each 
member knows whether their work goes well or not 
first. Managers also should encourage each team 
members to participate in their project intensively.

Second, this study can give insight into how 
to select a project manager and measure their 
performance. Because one of the major factors of 
psychological empowerment was job feedback, proj-
ect managers should have professionalism and 
leadership. Then project managers can help team 
members to know the progress of their work, to 
cope with difficulties of performing their work, and 
to encourage their motivation. Since most of proj-
ect-based teams perform a short-term project, appro-
priate and fair evaluation systems for performance 
are also essential. 

Finally, regarding that executive support positively 
affects psychological empowerment, the results of 
this study give an evidence for strategies of recruit-
ment and project planning. According to this study, 
the initial steps of organizing project-based team de-
serves more attentions and supports such as selection 
of members and planning. Moreover, all interested 
persons within the organization should be involved 
to create a meaningful outcome. This can lead more 
successful outcomes of the project.
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Construct Measurement Items

Job feedback
(JF)

JF1 I can know my performance while conducting the project. 
JF2 I can know whether I am doing right or not while conducting the project.
JF3 I can know whether I do my job well or not after finishing the project.

Project manager 
capabilities

(PMC)

PMC1 The project manager is an expert in his/her field.
PMC2 The project manager grasps the main points of the project well.
PMC3 The project manager makes project members cooperate towards the common goal.
PMC4 The project manager puts together an agreement in decision making.
PMC5 The project manager helps lead executive support for the project.

Collaborative level
(CL)

CL1 I think team members are cooperators. 
CL2 I think team members are honest with each other.
CL3 I think team members trust each other.
CL4 I think team members actively share information with each other.

Executive support
(ES)

ES1 Executives have high expectations for the project.
ES2 Executives involve the project’s accept and planning.
ES3 Executives know the contents of the project well.
ES4 Executives encourage employees to participate in the project.

Team support
(TS)

TS1 Team members of the project do the best for the success of the project.
TS2 Team members of the project think that performing the project leads benefits for the company.
TS3 Team members of the project use their experience and knowledge in performing the project.
TS4 Team members of the project actively put outcomes of the project to their work.

Fairness within 
organization

(FO)

FO1 An employee receives a fair evaluation based on the project’s performance.
FO2 An employee receives a fair evaluation based on his/her effort into the project.
FO3 An employee receives a fair reward based on the project’s performance.
FO4 Project evaluation works through a consistent standard of evaluation.

Meaning
(MNG)

MNG1 Performing the project is very important to me.
MNG2 Performing the project is meaningful to me.
MNG3 My activities for performing the project are personally meaningful to me.

Competence
(CMP)

CMP1 I am confident about my ability to perform the project.
CMP2 I am self-assured about my capabilities to perform the project.
CMP3 I have mastered the skills necessary for performing the project.

Self-determination
(SPT)

SPT1 I have significant autonomy in determining how I perform my job for the project.
SPT2 I have considerable opportunity for independence and freedom in how I perform my job for the project.
SPT3 I can decide on my own how to go about performing my job for the project.

Impact
(IMP)

IMP1 Based on performing the project, my impact on what happens at work is large.
IMP2 Based on performing the project, I have significant influence over what happens at work.
IMP3 Based on performing the project, I have a great deal of control over what happens at work

Project 
commitment

(PCM)

PCM1 The most important things that happen to me involve my present job for the project.
PCM2 I like to be absorbed in my job for the project most of the work time.
PCM3 I feel detached from my job for the project.

Project 
contribution

(PCT)

PCT1 I did my work according to the defined schedule for performing the project.
PCT2 I achieved my work goal for the project.
PCT3 I am satisfied with the outcomes of my work for the project.
PCT4 The outcomes of my work have a significant effect on the project.

<Appendix> Measurement Instrument
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