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Abstract:

The psychological empowerment of employees plays a key role in organizational development. This
paper explores the relationship between New Work practices and psychological empowerment from the
employees’ perspective. While New Work is often framed technologically due to the influence of
digitalization, its deeper impact on employees’ perception and motivation is frequently overlooked.
Drawing on the theoretical foundation of psychological empowerment, the study identifies four key
perceptual dimensions—competence, significance, self-determination, and influence—that form the
basis for analysing how New Work affects employees. The paper uses two common New Work
measures—remote work (home office) and employee suggestion programs—to demonstrate how these
practices foster empowerment. The findings suggest that such measures enhance intrinsic motivation,
reduce stress, and increase job satisfaction, organizational commitment, and innovation behaviour.
Moreover, psychological empowerment is shown to correlate with improved physical and mental health
outcomes, lower turnover intentions, and greater discretionary effort. The study concludes that
psychological empowerment provides a valuable framework to assess and guide the implementation of
New Work initiatives. It encourages organizations to consciously design and evaluate such measures
with a focus on employees’ subjective experience. Future research should explore implementation
strategies and tools for embedding empowerment in corporate culture to address the challenges of Work

4.0 effectively.
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Introduction

The term “New Work” has been a key trend in the world of work and collaboration, and not just since
the coronavirus pandemic. Often associated with working from home and agile working methods, New
Work is seen as the antithesis of the Taylorist working principle (Bergmann, 2017). Against the backdrop
of digitalization and thus the use of technology in the work context, New Work is often viewed in
technological terms. At the same time, the influence of New Work from the perspective of those affected,
i.e. employees, is often neglected (Hardering & Biesel, 2023). One approach to evaluating New Work
from the employees' perspective is the psychological empowerment. Empowering employees is an
important way of further developing organizations and lays the foundation for learning organizations, for

example.

The aim of this article is to illustrate the connection between New Work and empowerment. To this end,
the two key terms “New Work” and “empowerment” are first defined and considered in the light of current
research. Subsequently, two New Work measures, the home office and the employee suggestion
program, are used to argue how New Work contributes to increasing the empowerment of employees

in companies.
Literature Review

The literature on the concept of psychological empowerment has become increasingly differentiated and
established in recent decades. In their fundamental theoretical treatise, Conger and Kanungo (1988)
define empowerment as a motivational process based on the promotion of self-efficacy and control in

the workplace.

Building on this definition, Barling, Cooper and Spreitzer (2008) developed a multidimensional model
that emphasises the perceptual dimensions of competence, significance, self-determination and

influence — dimensions that were later validated empirically by Seibert et al. (2011), among others.

Current empirical studies show that empowerment not only promotes individual satisfaction and
commitment (Chen et al., 2011) but also acts as a mechanism for organisational resilience and
innovation (Blaique et al., 2024; Maden Eyiusta & Esen, 2025). Empowering leadership and cooperative
learning formats such as communities of practice (Wohllebe & Gotz, 2021) are emerging as structural

prerequisites for the sustainable anchoring of empowerment in companies.

In the context of New Work, the topic of empowerment is gaining new relevance. Bergmann (2017)
emphasises the normative vision of meaningful, self-determined work, while more recent studies (e.g.
Schermuly, 2024) show that flexible working models such as home office can promote the perception of
autonomy and meaning. Hardering and Biesel (2023) add to this with an employee-centred perspective

on digital working environments.
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International comparisons also provide evidence of the emancipatory effect of empowerment. Ahmadi
et al. (2025), Belay et al. (2025) and Sumy et al. (2025) demonstrate that empowerment is closely linked
to quality of life and social participation — even beyond the narrow context of organisations. In the
coaching context, empowerment is seen as a central goal of individual development processes (Giebe
& Wohllebe, 2025).

Research also points to further positive effects: empowered employees show greater motivation,
innovation and loyalty to the company (Zhou et al., 2024; Jongwe et al., 2024). The positive effect on
mental and physical health is particularly emphasised by Schermuly et al. (2017). At the same time,
authors such as Miller & Seligman (1975) warn of the risks of a lack of empowerment, which can lead

to learned helplessness and psychological stress.

In summary, psychological empowerment is considered an integral part of modern work design. The
studies clearly illustrate both the theoretical foundation and the diverse practical effects of this concept

— especially at the intersection of new work, leadership and organisational transformation.

Fundamental Concepts

New Work as a counter-concept to traditional work

For philosopher Frithjof Bergmann, New Work is a counter-concept to the capitalist work model.
Employees should experience more energy, empowerment and development opportunities as well as
freedom and self-determination. The principles of New Work - skills development, self-determination

and meaningfulness (cf. Figure 1) - are considered the pillars for achieving this (Bergmann, 2017).
Empowerment as a means of enabling employees

Hardering & Biesel (2023) argue that New Work and the future of work must also be viewed from the

perspective of employees. One possible approach to this is the perspective of empowerment.

Empowerment is of great interest to researchers in many respects. For example, there are studies on
the question of how women can be empowered (Ahmadi et al., 2025; Belay et al., 2025; Sumy et al.,
2025). Employee empowerment is also seen as a prerequisite for creating a learning organization
(Blaique et al., 2024; Wohllebe & Go6tz, 2021), promoting innovation (Maden Eyiusta & Esen, 2025) and
fostering employee creativity (Zhou et al., 2024). Personal empowerment is considered one of the main
drivers for why people seek coaching (Giebe & Wohllebe, 2025). In the context of entrepreneurship, the
empowerment of entrepreneurs is critical for economic growth (Jongwe et al., 2024). At the same time,

entrepreneurship is also considered an important vehicle for empowerment (Kele & Dzansi, 2024).
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Figure 1: Competence development, autonomy and meaningfulness as core pillars of New Work

Structurally, empowerment can be understood as the transfer of responsibility to lower hierarchical
levels. This is partly due to the abolition of higher hierarchical levels and the creation of flatter

organizational structures (Barling et al., 2008).

From a psychological perspective, empowerment can be understood as a motivational construct
(Conger & Kanungo, 1988). When the focus shifts from delegating tasks to empowering employees, a
sense of competence emerges (Schermuly, 2024). The psychological approach focuses on the
individual and their experience (Barling et al., 2008). What is important here is how employees
experience their work and what personal convictions they have regarding their work role, as the same

structures are perceived differently by employees.

In-Depth Understanding of Empowerment

Perceptual dimensions of Empowerment

To be able to discuss the relationship between New Work and empowerment, it is important to
understand the concept of empowerment in greater depth. Empowerment can be made up of several
dimensions of perception: Competence, Meaningfulness, Self-determination and Influence (Barling et
al., 2008), cf. Figure 2.
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Figure 2: Perception dimensions of empowerment

According to “I can do it", competence describes the assessment of being able to carry out work
activities skilfully with one's own abilities. The feeling of competence is made up of four areas:
professional, social, methodological and personal competence. Depending on the requirements of the
job, the competencies are weighted differently (Schermuly, 2024). For example, if there is a change from
an administrative to a conceptual area, methodological strength is required to structure a lot of
information and plan measures. However, it is not enough just to have the skills, as the individual must

be convinced that they have them and can apply them.

If it is important that the work is done, significance is felt. For the car mechanic, for example, it is
valuable that the car is repaired and can be driven safely on public roads again. The feeling of
significance is reinforced if the task is also perceived as valuable by the organization and society,
whereby open feedback and praise play a major role. The individual therefore perceives the work role
and tasks as highly significant if the necessary behaviours and beliefs are in line with the employee's
values and ideals and, at best, if they are highly valued by society and the organization. The activity
itself is perceived as a reward and experienced as meaningful. Extrinsic motivation fades into the

background due to the strong intrinsic characteristics (Schermuly, 2024).

Self-determination represents the feeling of autonomy or control in starting and maintaining the work
process. When individuals experience a high level of self-determination, they perceive choices in the
performance of the task. With high self-determination, it is possible to decide which tasks can be started

when, in which order they can be performed and when they can be completed (Schermuly, 2024). For
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example, a site manager can postpone appointments outside the office until the afternoon and then

drive straight home. However, the free choice of work equipment also plays an important role here.

The last dimension, influence, refers to the perception of influence on internal processes, such as
strategic, administrative and operational processes (Schermuly, 2024). An example of this would be
when a facility manager discusses the space concept with the company management and makes
suggestions, thereby influencing strategic processes, among other things. Influencing can be seen as
the opposite of learned helplessness (Miller & Seligman, 1975), in which people think that their own

behaviour has no effect on the environment.
Consequences of psychological Empowerment

Many studies have shown that employees in Germany feel competent for their work and perceive it as
very important. Self-determination and influence were found to be less significant (Seibert et al., 2011).
But what influence does this interaction have on the organization, the managers and the employees
themselves? According to Seibert et al. (2011) psychological empowerment has various consequences.
Among other things, there is a strong correlation of .52 to job satisfaction according to Cohen (1988).
The most important facet for predicting job satisfaction is competence (Schermuly et al., 2017). If
employees feel that they have the skills required for the performance position, they are satisfied with
their work and happier overall. A medium correlation of .49 is shown, among other things, for
commitment to the organization. Psychological empowerment has an influence on the affective
commitment of employees (Chen et al., 2011). “If my company trusts me, gives me responsibility and
allows me freedom of choice, then | am more likely to feel ‘butterflies’ when | think about my employer!”
(Schermuly, 2024).

A negative mean correlation for turnover intentions means that these are lower the higher the level of
empowerment, which can also be attributed to the affective bond between employees. If employees are
not satisfied with their work, they are more likely to consider looking for another employer. Especially in
times of a shortage of skilled workers, psychological empowerment is also an important foundation in

this respect.

Furthermore, there is a medium correlation with extra-productive behaviour, i.e. the willingness to
voluntarily take on tasks in addition to the content of the employment contract. Employees repay the
trust placed in them through psychological empowerment by showing initiative and providing greater
support to the company. Innovation behaviour is also positively influenced. Trying out ideas contributes
to this, as a feeling of freedom is experienced. Above all, influence and significance play a decisive role

here.
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Performance is the most important indicator in companies, and psychological empowerment also has a
positive influence on this .33 and employees can do more for customers, which makes customers more

satisfied. The self-confidence of employees is strengthened by the influence.

There is also a small correlation with stress, which occurs as a mass phenomenon among employees.
Among other things, employees who perceive themselves as competent tend to view critical situations
as a challenge rather than a problem. Having control over the daily routine and independently arranging
breaks also reduces stress. It can be stated that psychological reinforcement generally leads to more

relaxed working conditions.

Schermuly was also able to show that there is still a significant correlation in the tendency of employees
to become depressed. However, this process takes time, and the confrontation must take place over
several months with a low level of empowerment. The meaningfulness facet, i.e. work perceived as

meaningless or meaningful, plays a particularly important role here (Schermuly et al., 2017).

However, it is not only mental health that is affected, but also physical health. Self-determination in
psychological empowerment promotes, among other things, taking breaks from work in the right place
to recharge your batteries. Less pain and fewer restrictions are the positive result (Schermuly et al.,
2017).

Relationship Between New Work and Empowerment

The central aim is to achieve the psychological empowerment of everyone with the help of New Work
measures. Data is collected annually in the New Work Barometer to understand the topic and better
monitor developments. The 459 participants were presented with a list of 33 New Work practices and
methods and asked to assess which of these are used in the organization or on which practices

customers are advised (Schermuly, 2020).

Workplace autonomy has not only increased over the past year due to the protective restrictions, as
home office was already one of the most popular New Work measures in the survey, which refers to the
time before the pandemic. In the coming years, it can also be assumed that increasing digitalization will
greatly curb the culture of presence. Psychological empowerment can increase significantly because of
this, as self-determined, autonomous working and the resulting flexibility is made possible. Employees
can decide when it suits them to work from home, for example when a tradesman comes by the children
come home early from school, a relative is being cared for or simply because it is quieter than in an
open-plan office. If the technical means of communication are available, employees can continue to
carry out their work from home in a competent, meaningful and influential way. Due to the high degree
of self-determination, the home office can reduce stress, prevent stress-related illnesses and reduce
absenteeism, which is an advantage for employees and employers alike. Employees can also carry out

their work from home in an influential and competent manner. In addition, the feeling of importance is
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important in the home office, as there is no boss looking over their shoulder and demanding that they
complete a task. As psychological empowerment is an individual experience, as already explained
several times, the possibility of working from home should always be created, but not an obligation, so
that employees always have a choice, as this way of working does not yet work to the same extent for
all employees. However, it is also important that the organization gives employees confidence that the
work will be performed equally from home and that home office is not compensated with excessive

control.

Another New Work measure already in use in many companies is the employee suggestion program.
Here, employees can submit suggestions for improvement for a problem of their own choosing, for
example on topics such as avoiding environmental problems or increasing productivity. The suggestions
are often made available to other employees, who optimize, evaluate and implement them if they are
found to be good. In most cases, the suggesters are involved in implementing the idea and are rewarded
after successful implementation (Schermuly, 2024). The employee suggestion scheme contributes to all
dimensions of psychological empowerment. Employees can decide for themselves which suggestion
they want to make and by dealing with the topic and developing it, their sense of competence is
strengthened. When the measure is implemented and the working environment is possibly changed as
a result, a feeling of influence is created. But the feeling of significance is also reinforced by the
opportunity to make a difference in the company, to be included by the organization and to do something
meaningful. However, these facets can suffer if the measure is not implemented and the reasons are
not adequately communicated. A committee made up of employee representatives from different areas
can counteract this. This gives those making suggestions more confidence that the suggestions will be
dealt with and they can be asked about the status without any detours. Insofar as the employee
representatives find good compromises between employee and employer interests, the company

suggestion scheme represents considerable added value for both parties.
Summary and Conclusion

With its four dimensions, psychological empowerment enables a holistic view of New Work and people.
It takes up the importance and experience of the individual, which was once postulated by Bergmann,
and frees companies from a purely structural focus. It makes employees happier, reduces psychological
stress and contributes to the company's interests, for example through increased performance.
Schermuly sums it up aptly: “Psychological empowerment can reconcile the interests of employers and
employees” (Schermuly, 2024). However, an organization must have some basic prerequisites to
empower employees. Managers must also be aware of the four facets of empowerment to be able to
pass it on to employees from the top down. The New Work measures are given direction through
psychological empowerment and reference should always be made to this before introduction. It can

also be used to measure whether a New Work measure has been successful. The rapid increase in
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digitalization and the introduction of these measures mean that there is an increased need to focus on

psychological empowerment.

Following potential research could focus on the individual, subjective, and diverse perceptions of
empowerment. Temporal studies to measure the impact of New Work measures on empowerment, e.g.
long-term studies, would also be conceivable. The consideration of different leadership styles and their
respective effects on empowerment in the context of New Work is also worth investigating. Follow-up
research could also investigate measures to implement psychological empowerment in companies. With
this approach, it would be possible to meet the challenges of Work 4.0. But there is a long way to go to
root this goal in companies.
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