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Abstract. Given the lack of research on the dimensions of employees’
intrapreneurial behaviour, the current research speculates on the effect of
spiritual leadership on three dimensions of employees’ intrapreneurial-
proactiveness, risk-taking, and innovativeness. The study also proposes
psychological empowerment as a mediator of these links of spiritual
leadership and the dimensions of intrapreneurship. Survey data collected
using a time-lagged strategy from 169 software developers working in
Pakistan revealed that spiritual leadership positively influences all three
dimensions of intrapreneurship. Likewise, psychological empowerment
mediates spiritual leadership-proactiveness. However, interestingly, the
results revealed that psychological empowerment did not mediate the
association of spiritual leadership with risk-taking and the association of
spiritual leadership with innovativeness. Thus, we concluded that the
dimensions of intrapreneurship can have different nomological networks
of predictors and consequences. The study provides managers with
important practical implications.
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INTRODUCTION

Dynamic and revolutionary business practices have made organizations’ sustainability quite
difficult (Tajeddini et al., 2020). The competitive arena of business practices is also putting
pressure on organizations to keep intact in competition. For organizations to avoid vulnerabil-
ity; innovation, proactive approach, and taking the calculative risk, intrapreneurship (Covin &
Slevin, 1991; Gawke et al., 2017; Lumpkin & Dess, 1996), is of utmost importance. Consid-
erable evidence suggests that employee intrapreneurship behaviour can fundamentally help
organizations to remain competitive and perform well (Rauch et al., 2009). Intrapreneurship
refers to involving one or all the behaviours such as; innovativeness, proactiveness, and
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risk-taking (Stull & Singh, 2005). For intrapreneurship to occur in organizations, leaders and
managers need to encourage and support, as individuals require support for innovativeness,
proactiveness, and risk-taking, as leaders are the individuals with the knowledge to manage
people and get the desired outcomes (Lean, 2012). Although, prior research has investigated
the relationship between leadership and intrapreneurship (Moriano et al., 2014), and this
empirical investigation has largely focused on leader and manager support in enhancing
intrapreneurship behaviour. This prior study investigated the formal leader-follower relation-
ship that provided directional influence. In theorizing this research, we focused on spiritual
leadership. Because, spiritual leadership is less leader-centric and focuses on the collective
social process to enhance organizational performance (Day, 2000). Thus, spiritual leadership
engages everyone in the organization to perform their tasks in meaningful ways without
imposing a formal leader-follower relationship. Since the leadership has obvious positive
work-related outcomes, so the field of leadership demands more inquiry. Emerging trends in
the field of leadership have taken it towards value-based leadership (Chen & Li, 2013). This
is in comparison with traditional leadership roles and models, based on economic cost and
benefits fundamentals, dealing with role exchange, providing direction, setting goals, and
reinforcement behaviour (Bass, 1985). As far as the value-based perspective of leadership is
concerned, this new-genre of leadership has focused on leaders’ behaviours based on, vision,
ideology, inspiration, and intellectual stimulation (Avolio et al., 2009). Spiritual leadership
has emerged as a value-based perspective of leadership and is recognized as a new area of
inquiry (Avolio et al., 2009).

Spiritual leadership theory focuses on the well-being of both the leaders and followers,
which ultimately helps organizational performance. Spiritual leadership theory involves lead-
ers to develop a vision, inculcating a sense of faith and hope for the accomplishment of vision,
and developing an overall culture of love and care (Fry, 2005, 2008). This, consequently,
inspires the followers to follow the path laid by the leader. Moreover, spiritual leadership taps
the need for the well-being, of leaders and followers, by providing a sense of membership and
calling. This, in turn, drives leaders and followers to accomplish the organizational vision
and the overall performance is enhanced (Fry, 2003, 2005, 2008). In developing a theoretical
model linking spiritual leadership and intrapreneurship behaviour, we further proposed a
mediating mechanism showing high potential to explain the relationship between spiritual
leadership and intrapreneurship: psychological empowerment. This mediating mechanism,
psychological empowerment, is defined by Spreitzer (1995) as a psychological condition that
is manifested in four cognitive states: meaningfulness, felt competence, self-determination,
and impact. Thus, we explored the extent to which spiritual leadership mediates through
psychological empowerment to eventually influence intrapreneurship behaviour.

Drawing upon the theory of spiritual leadership and Islamic religious values, the transfor-
mation of various tenets of spiritual leadership into Islamic leadership may be more valuable
by the firms employing Muslim workers (Egel & Fry, 2017). Toor (2011) denotes Islamic
leadership, or leadership from an Islamic perspective (LIP), as "a social process in which the
leader seeks to achieve certain organizational goals by garnering the support from relevant
stakeholders-primarily followers-while fully complying to Islamic teachings and principles."
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While devising the guidelines for Islamic leaders, Islamic leadership posits that material and
spiritual pursuits can be separated, thereby the action of Islamic leaders should comply with
Islamic values (Mahmood, 2006). As The Holy Qur’ān states: "God hath permitted trade"
(Qur’ān 2:275). The trading activities that contribute towards the growth of economy and
wellbeing of society can shape the status of worship if these are performed by following
Islamic ethical conduct.

Prior research has suggested that empowerment makes an important relationship with
creativity, innovation, and proactiveness- such as entrepreneurship - by affecting individuals’
intrinsic motivation (Amabile, 1996; Spreitzer, 1996), but the empirical side of the given
effect is lacking (Shalley et al., 2004). For theoretical contribution, this effect is important to
study because intrinsic motivation (through psychological empowerment) can be an important
predictor for intrapreneurship behaviour. We posit that psychological empowerment boosts
the intrinsic motivation to perform difficult tasks, such as innovation, proactiveness, and
risk-taking (intrapreneurship). Since intrapreneurship is attributed to obvious benefits for
organizations, so the positive effects of intrapreneurship are more profound in the software
industry.

The software (IT) industry is attributed to rapidly changing technology, a shortened product
life cycle, and a higher rate of new product development. The software industry in Pakistan
is flourishing rapidly with more than 2500 registered IT companies in Pakistan having $2.8
billion annual exports (TechJuice, 2015). In such a case, intrapreneurship behaviour can
help the software industry to respond to the competitive pressure and sustaining growth
at the same time. The model of this study has been contextualized in Pakistan, because
for the following three major reasons. First, Pakistan is a Muslim-majority country, and
spirituality is one of the dominant concepts of the Qur’ānic teachings. The Qur’ān highlights
the importance of spiritual values through several verses. Working for the welfare of others
is one of the most important aspects of a Muslim’s faith. The following verse illuminates
this concept as under: "And when the prayer is ended, then disperse in the land and seek of
Allah’s favor, and remember Allah much, that you may succeed" (Qur’ān 62:10). Likewise,
suppressing anger, forgiving others, and fulfilling others’ needs that are fundamental features
of spiritual leadership has been portrayed as important aspects of faith. Allah swt says:

"Hasten to forgiveness from your Lord and a garden as wide as the heavens and the
earth prepared for the righteous, those who spend in charity at times of ease and
difficulty, who suppress their anger and pardon people, for Allah loves those who
are excellent" (the Qur’ān, 3:134).

Islam has even stressed to do good with those who are evil to you. The following Hadith
describes such a concept of character as follows: "Verily, excellence is that you are good to
those who are evil to you, not merely that you are good only to those who are good to you"
(Tafseer Ibn Kathir 29:69). Islam has also emphasized the importance of entrepreneurial
behaviours for human life. For instance, the Prophet Muhammad (peace be upon him) was
asked what type of earning was best, and he replied: "A man’s work with his hands and
every (lawful) business transaction." (Al Tirmidhi). However, despite the emphasis of Islam
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on both spiritual values and entrepreneurship, little is known about the role of leadership in
association with entrepreneurship or intrapreneurship.

Our research carries multiple theoretical contributions and several practical implications.
Spiritual leadership literature does not explain how managers can address the issue of
intrapreneurship behaviour. Moriano et al. (2014) studied the relationship between transfor-
mational leadership and intrapreneurship behaviour; however, they treated intrapreneurship
behaviour as a unitary construct that does not explicate the complexities involved in in-
trapreneurship behaviour. Consequently, Moriano et al. (2014) did not explain how different
facets of intrapreneurship behaviours are created. According to Stull and Singh (2005),
intrapreneurship is employees’ behaviour at multiple levels of an organization performing
one or more facets of intrapreneurship (innovation, proactiveness, and risk-taking). Al-
though these facets are highly correlated, they can have different networks of predictors
and outcomes (Stull and Singh, 2005). Thus, we extended the prior research by treating in-
trapreneurship behaviour as the multi (three) dimensional construct. By showing the positive
relationship of spiritual leadership with different facets of intrapreneurship behaviour, our
research brings to the fore the importance of understanding the different intrapreneurship
behaviours and suggests the leadership role as to how they encourage different positive
behaviours. In doing so, this study makes important contributions to the spiritual leadership
and employees’ intrapreneurship’s existing literature. Moreover, our study adds value to the
literature of spiritual leadership theory by following the mechanism of the original theory
of Fry (2003). In the spiritual leadership theory (Fry 2003) explicates the leader develops
vision, hope/faith to achieve the vision, and altruistic love for self and others that positively
affect psychological empowerment, which ultimately positively influences intrapreneurship.
Importantly, our research adds another key contribution to the literature, which is the media-
tory role of psychological empowerment in the relationship between spiritual leadership and
intrapreneurship behaviour (see Figure 1 for the proposed model). The mediating mechanism
explains that why spiritual leadership affects positively different dimensions of employees’
intrapreneurship. This way, this study demonstrated that spiritual leader can help employees
by empowering them psychologically, which in turn motivate them to develop/engage in
intrapreneurship.

LITERATURE REVIEW

Spiritual Leadership and Innovativeness
Intrapreneurship is considered as a key element for organizational success in economic
terms (Antoncic & Hisrich, 2001). Due to the important consequences of intrapreneur-
ship such as organizational performance and organizational revitalization, scholars have
expressed their interest in this construct (Burgelman, 1983; Kanter, 1984). Intrapreneurship
has equal importance for large and small-medium organizations (Antoncic & Hisrich, 2001).
Intrapreneurship can be defined as "..increased consensus has been attained on the concept of
entrepreneurship as the process of uncovering and developing an opportunity to create value
through innovation and seizing that opportunity without regard to either resource (human and
capital) or the location of the entrepreneur - in a new or existing company" (Churchill, 1992).
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Innovativeness encompasses the degree of an individual’s inclination towards a new activity
that has likely higher chances to result in improved processes, products, and services (Mori-
ano et al., 2014). Innovativeness is a self-initiative work behaviour with an individual attempt
to think out of the box for improved processes, products, and services. More specifically,
intrapreneurs attempt to think outside of the box so that they can come up with unique ideas
to improve organizational processes. Thus, Moriano et al. (2014) argued that intrapreneurs
act as a driving force for product and services improvement, development, and market pen-
etration as well. Intrapreneurs are individuals characterized by innovative, motivation to
succeed, and overcoming those challenges for the sake of personal learning and development
(Lumpkin & Dess, 1996). Globalization has brought numerous challenges to organizations
such as those that need to have a diverse and innovative workforce so that it can survive
in a dynamic environment (Khan, 2018) and creating value for stakeholders. Additionally,
this phenomenon has challenged the leader’s capabilities such that they have to mitigate
environmental pressures for organizational survival. Latham (2014) has suggested that stake-
holders can be satisfied with value-added products and services provided by the organization
through innovation in products and services. Thus, it can be argued that an organization that
possesses the right workforce with innovative characteristics and encourage innovative ideas
have likely higher chances of survival for the long term. Due to the importance of innovation
in products and services for organizational survival, Latham (2014) has recommended that
leaders have to design different organizational strategies to improve innovativeness. Top and
middle-level managers are significant contributors to facilitate intrapreneurship activities in
organizational settings (Hornsby et al., 2002; Kuratko et al., 2005). Kuratko et al. (2005)
argued that managers act as a driving force to initiate intrapreneurial activities in numerous
ways such that they provide necessary resources and support for small projects. Leaders have
the ability to lead their subordinates towards goal achievement such that every leader has the
vision to achieve specific goals by demonstrating future state that have mutual benefits for the
organization and for employees as well. The spiritual leader sets a vision by demonstrating
possible working methods with which set goals can be achieved and shows care and concern
for his subordinates thus shows altruistic love for his followers (Chen & Li, 2013).

Chen and Li (2013) conducted a research study and claimed that spiritual leaders in-
trinsically motivate their subordinates through their core characteristics (vision, hope/faith,
and altruistic love) and these have a positive influence on organizational performance and
organizational citizenship behaviour (Chen & Li, 2013). Fry et al. (2010) noted that spiritual
leadership provides the underlying foundation for developing empowerment, creativity, and
innovation. Spiritual leaders attempt to intrinsically motivate subordinates for psychological
wellbeing through their core characteristics "altruistic love" with which subordinates attempt
to bring innovation for improved organizational processes. Damanpour (1991) conducted
a meta-analysis of 46 research studies and demonstrated that managers’ attitude towards
change is a significant predictor of innovation in organizational settings. Based on this
meta-analysis, it can be claimed that spiritual leaders’ attitudes to cater to environmental
challenges contribute to encouraging their subordinates to think out of the box for improved
and value-added benefits for products and services. Elenkov et al. (2005) conducted a
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research study on senior executives from six countries and found that visionary charac-
teristics of leaders have a positive influence on innovation. Spiritual leaders due to their
visionary characteristics will have a positive influence on innovation. Jung et al. (2003)
in their research study on Taiwanese companies confirmed that a leader characterized by
transformational characteristics such as vision and care, concern, and appreciation for others
has a significant positive effect on innovation. Therefore, it is evident to claim that managers
who are rated high on spiritual leadership characteristics have likely higher chances to engage
their followers in intrapreneurial activities such as extra work, work innovation (Howell &
Higgins, 1990; Jung et al., 2003; Koh et al., 1995; Podsakoff et al. 1990).

Spiritual leaders actually serve as an underlying foundation for initiating innovativeness
with which intrapreneurial activities are promoted in the organization. Initially, spiritual
leaders set a clear organizational vision along with systematic working procedures in pursuit
of organizational vision and other opportunities meanwhile (Eyal & Kark, 2004; Mumford
et al., 2002). Moreover, leaders encourage their subordinates to think differently with their
own capability to bring innovative ideas that go beyond organizational goals and objectives
(Jung et al., 2003). Such encouragement and support to followers help them to think out of
the box which questions existing/conventional organizational rules and procedures; thus, it
enhances the follower’s innovation at the workplace. Additionally, spiritual leaders hope/faith
characteristics contribute to increase their confidence in their own capabilities due to which
they feel more encouraged and confident about their competencies and strive for best work
outcomes (Howell & Higgins, 1990; Jung et al., 2003). Based upon the above discussion, it
is evident to claim that spiritual leadership has a positive influence on innovativeness.
H1: Spiritual leadership positively influences innovativeness.

Spiritual Leadership and Risk-Taking
Risk-taking refers to venturing into the areas, without knowing the outcomes (Covin & Slevin,
1991). Employees who were high on characteristics of risk-taking, open and generosity
are considered to think individually and in groups contribute to motivating others (Ancona,
1999). Therefore, such individuals are considered to produce novel ideas that can challenge
existing organizational rules and procedures. Extensive research has shown that if employees
will be provided with committed leaders and empowerment at a team and personal level, they
continuously strive to improve and innovate (Ancona, 1999; Bass, 2000; McGill et al., 1992).
Therefore, it has highlighted and established the importance of leadership for risk-taking and
innovation in organizational settings.

Strategic leaders support autonomy, individual initiative, creativity, and risk-taking (Fry,
2003). Spiritual leadership utilizes the spiritual characteristics of a leader to encourage
followers to be risk-takers for intrapreneurial activities. Firstly, when followers perceive that
their leader is supportive, trust is built between the leader and his followers (Tierney et al.,
1999). This trust gives hope and faith to both leader and his followers due to which employees
feel more empowered and have faith in their capabilities thus proceed confidently in pursuit
of projects with unknown outcomes and related risk. In the same vein, Fry et al. (2005)
argued that leaders who encourage their followers and groups by demonstrating safe and
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continuous support, the followers feel more encouraged to take risks for unknown outcomes.
Therefore, it is evident to claim that continuous support and faith in followers’ capability
creates hope and faith between the spiritual leader and his/her followers have a positive
influence on the risk-taking propensity of employees. Based upon the above discussion, it is
hypothesized that spiritual leadership have positive impact on risk taking.
H2: Spiritual leadership positively influences risk-taking.

Spiritual Leadership and Proactiveness
Proactiveness refers to the extent to which an individual act in future anticipated needs, is
interested in change, or fascinated with challenges for exploring new opportunities (Lumpkin
& Dess, 1996). Globalization has brought numerous challenges to organizations (Khan, 2018)
which require organizations to be prepared for uncertain environmental changes. Therefore,
Fry et al. (2005) suggested that organizations should be able to quickly implement relevant
strategies to effectively respond to environmental changes thus highlighting the importance of
Proactiveness. Consistent with transformational leadership characteristics (Brown & Trevino,
2006), spiritual leaders have the characteristics of being visionary with which they devise
working procedures accordingly to meet the shared organizational vision. Crossman (2010)
claims that spiritual leaders are characterized by proactiveness with which they are capable
of changing other’s view of seeing and doing things simultaneously. Spiritual leaders take
personal charge and influence others (followers) in the pursuit of a shared organizational
vision (Modaff et al., 2008). Additionally, spiritual leaders are capable of building trust and
compassion for work (Hoppe, 2005) which in turn enables them to transmit proactiveness
characteristics in his/her followers to cater to dynamic environmental challenges. Spiritual
leaders "train, educate and coach followers, provide motivation, involve them in approved
networks and then free them from situational constraints that hamper growth/transformation
towards full effectiveness" (Depree, 1993). Based on this argument, it can be implied that
relationship between spiritual leadership and proactiveness are important contributors to
cater for environmental challenges. Based upon the above empirical evidence, it is evident to
argue that spiritual leadership has a positive impact on proactiveness.
H3: Spiritual leadership positively influences proactiveness.

A Mediating Role of Psychological Empowerment
Thomas and Velthouse (1990) presented four facets of task interpretation and evaluation,
building on the prior work of Conger and Kanungo (1988), for determining the intrinsic
motivation, such as psychological empowerment. These four facets are named as meaning,
competence, self-determination, and impact. Similarly, following Spreitzer (1995) we under-
stand psychological empowerment as "...increased intrinsic task motivation manifested in a
set of four cognitions reflecting an individual’s orientation to his or her work role: compe-
tence, impact, meaning, and self-determination." Meaning as synonymous with Hackman
(1980) refers to the synchronization between an individual’s work goals, values, and beliefs.
In other words, it is with regard to one’s caring about work and task. Competence is derived
directly from Bandura’s (1982) self-efficacy which is about an individual’s belief about skills
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and capability with regard to the task and work performance. Self-determination as a parallel
to choice developed by Thomas and Velthouse (1990), refers to the sense of autonomy of
individuals and how they control their behaviour about immediate work. And impact refers
to an individual’s view and opinion about influencing the work outcomes.

Contemporary research provides obvious positive outcomes, for individuals, teams, and
organizations, of psychological empowerment (Forrester, 2000; Mathieu et al., 2006; Wallace
et al., 2011). At the individual level, psychological empowerment is positively related to well-
being, performance, and positive attitudes (Hempel et al., 2012; Spreitzer, 2008; Wagner III,
1994). Since psychological empowerment is attributed to positive outcomes, it is reckoned
that approximately 70% of organizations have implemented and adopted empowerment in
some form (e.g., Lawler et al., 2001). Organizations have realized when employees will be
given autonomy, decision-making participation, and responsibility sharing, their performance,
and positive effect is likely to enhance (Maynard et al., 2012). Our interest, in this research,
is to find antecedents and outcomes of psychological empowerment that are beneficial for
individual and organization at the same time-spiritual leadership and intrapreneurship be-
haviour, respectively.

Spiritual leadership has its roots in motivation-based aspects. Moreover, it incorporates
religious-based characteristics, such as value, care, religion, and spiritual fundamental- ethical
considerations- such as treating all the stakeholders with reasonable care and responsibility-
and value-based aspects- such as work-based culture, better interpersonal relations, and
meaningfulness (Chen & Li, 2013). Spiritual leadership offers two mechanisms through
which leaders inspire their followers (Chen & Li, 2013). Firstly, SL focuses on followers’
attitude formation towards leaders (Bono & Judge, 2004; Jung & Avolio, 2000; Podsakoff

et al., 1990) and secondly followers’ self-concept (Lord & Brown, 2001; Shamir, 1990;
Sosik, 1998). Spiritual leadership has the potential to predict psychological empowerment
in followers. Prior research has found that leadership, by creating meaning, goals/vision,
and hope to the followers, as the major mechanism of psychological empowerment (Avey
et al., 2008; Bono & Judge, 2003). Spiritual leadership helps followers to follow a vision
with the hope to accomplish the vision by loving and caring for others. It posits that spiritual
leadership replenishes individuals’ innate motivation of empowerment by providing them
a vision and hope for the accomplishment of the vision. Vision, hope, and altruistic love
âĂŞ spiritual leadership âĂŞ leads individuals towards psychological empowerment- as
they feel meaningfulness in work (Chen & Yang, 2012; Dent et al., 2005; Fry et al., 2011;
Markow & Klenke, 2005), Moreover they feel competent (self-efficacy) enough to achieve
the goals (Chen & Li, 2013), and gain a sense of autonomy when individuals gain love, care
and developmental opportunities (Conger & Kanungo, 1998; Shamir et al., 1993) Finally,
individuals feel they can create impact through their work and reciprocating the leader’s
behaviour (Macneil, 1985; Morrison & Robinson, 1997; Robinson et al., 1994; Rousseau &
McLean Parks, 1993).

We argue that psychological empowerment is congruent with an individual’s innovative-
ness, proactiveness, and risk-taking - such as intrapreneurship. Likewise, employees who are
psychologically empowered are willing to find an innovative and creative process (Zhang
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& Bartol, 2010). Generally, when employees perceive their job as important and meaning-
ful to them, they are likely to spend more time and effort to understand the problems and
finding the right solution, and gathering information for the problem in an innovative way
(Gilson & Shalley, 2004; Jabri, 1991). Moreover, competence and self-determination have
a positive influence on job execution, which foster employees’ idea-generating capability
persistently (Deci & Ryan, 1991; Spreitzer, 1995). An important dimension of psychological
empowerment is the impact that also becomes an important predictor of innovation. Further,
employees who feel they influence the work outcome will likely be involved in innovation.
Moreover, Erturk (2012) and Spreitzer (1995) suggest that empowerment has a substantiated
impact on innovation. Since innovation is associated with creativity and new idea generation,
individuals high on meaningfulness, autonomy, impact, and self-determination-such as psy-
chological impact- are like to be innovative.

Preliminary research shows that spiritual leaders are better able to instill a sense of positive
meaning in their followers. In other words, spiritual leaders are more prone to psychologically
empower their subordinates by stretching their capabilities and competence (Bayighomog
& Arasli, 2019). Spiritual leaders strive to develop a sense of calling and membership in
their employees (Bayighomog & Arasli, 2019), which eventually help employees in fulfilling
their psychological needs such as autonomy, self-efficacy, etc. (Deci & Ryan, 2000). Thus,
it is evident to argue that a spiritual leader enhances employee’s psychological empower-
ment. Psychological empowerment is characterized by self-perception, feeling responsible,
important and competent, which ultimately fuels an individual’s innovative capacity. Prior
research shows that employees who are psychologically empowered, become more proactive
to engage in challenging activities such as challenging existing norms (Fry, 2003; Wang et al.,
2019). This way, employees with a sense of psychological empowerment, are more willing
to engage in innovative behaviours. This way, we formulate the following hypothesis.
H4(a): Psychological empowerment mediates the relationship between spiritual leadership
and an individual’s innovativeness.

Proactiveness refers to the extent to which an individual acts in future anticipated needs, is
interested in change, or fascinated with challenges for exploring new opportunities (Lumpkin
& Dess, 1996). According to Parker et al. (2006) componential antecedents of proactiveness,
cognitive-motivation is one of the most powerful and important predictors of employee
proactiveness. The motivation of an individual refers to the extent to which one is interested
in a task (meaning), inner-directed (self-determination), and engagement in a task (Utman,
1997). Moreover, Thomas and Velthouse (1990) posited that psychological empowerment
itself is intrinsic motivation.

Similarly, prior empirical research (Axtell et al., 2000; Parker, 1998; Parker et al., 1997)
demonstrated a significant, positive relationship between autonomy, self-efficacy (com-
petence), and proactiveness. Four distinct, but interrelated, dimensions of psychological
empowerment help individuals for proactive behaviour. We theorize that psychological
empowerment may have an important influence on employee’s proactiveness. Specifically,
when employees perceive that their abilities can create an impact, they believe in their
competence and autonomy in tasks lead them towards future anticipation. Morrison and



10 Javed, U., Mavia, M., Shareef, A., & Jamil, S. H. - Exploring the antecedents of .... 2020

Phelps (1999) also found that self-efficacy and taking charge of the situation have a positive
impact on proactiveness. Moreover, prior research shows that employees characterized by
psychological empowerment are more proactive (Fry, 2003; Wang et al., 2019). Therefore,
based on empirical evidence and arguments demonstrating the links between psychological
empowerment and proactiveness, we propose:
H4(b): Psychological empowerment mediates the relationship between spiritual leadership
and an individual’s proactiveness.

Risk-taking refers to venturing into the areas, without knowing the outcomes (Covin
& Slevin, 1991). Recent empirical evidence indicates that different facets of psychologi-
cal empowerment are related to an individual’s risk-taking. Perceived self-confidence and
competence have shown a positive relationship with an individual’s risk-taking (Klein &
Kunda, 1994; Krueger Jr & Dickson, 1994; Sitkin & Weingart, 1995). Similarly, Klein and
Kunda (1994) found that work and task are positively associated with risk-taking. Moreover,
community and group thinking also influences an individual’s risk-taking (Sitkin & Pablo,
1992). Surprisingly, little research attention is given to the intrinsic motivation by fulfilling
meaningfulness, competence, self-determination, and impact in risk-taking. Competence
affects risk-taking through a perception of controlling the events. Self-determination - auton-
omy - involves an individual’s independent decision making, so they have the propensity to
take the risk. Consequently, mentioned attitudes are conceptually relevant to an individual’s
risk-taking. Moreover, Klein and Kunda (1994) found that individuals’ ability to control work
and events affects their risk-taking ability. Psychological empowerment provides individuals
and teams with control over their work (Conger & Kanungo, 1988; Spreitzer, 1995; Thomas
& Velthouse, 1990) which eventually encourages them to engage in risk-taking behaviours.
In other words, individuals possessing a greater sense of work control from psychological
empowerment will eventually develop a propensity for risk-taking. Likewise, employees with
a sense of psychological empowerment feel that their work and contributions are important,
and thus encourage them to indulge in risk-taking behaviour in pursuit of organizational
goals.
H4(c): Psychological empowerment mediates the relationship between spiritual leadership
and an individual’s risk-taking.
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FIGURE 1. Research model

METHODS
Sample and Data Collection Procedure
Intrapreneurship refers to the demonstration of entrepreneurial behaviour in an existing firm
(Antoncic & Hisrich, 2001). To capture the maximum variance in intrapreneurship due to
spiritual leadership, we selected organizations where management especially leaders support
intrapreneurship behaviour such as risk-taking, innovativeness, and proactiveness. We believe
that software development firms are continually striving to bring innovative products and
services. Therefore, the most suited IT sector especially software development firms were
selected in the metropolitan city Lahore, Pakistan. An online questionnaire was developed
on the KWIK survey and emailed to managers in three reputed IT firms in Lahore with the
author’s professional and personal contacts. Managers in IT firms further emailed to their
subordinates to fill the online questionnaire by just clicking the web link provided in the
email.

At the start of the questionnaire, a brief statement was given to inform respondents about
the purpose of this study and to ensure the confidentiality of their valuable responses. The
questionnaire was divided into two sections. The first section consists of spiritual leadership
and psychological empowerment and the second section consists of intrapreneurship. In time
1, respondents filled section one and after one month’s gap, the same respondents filled the
second section of the questionnaire so that they can differentiate between the constructs to
minimize the common method bias. Furthermore, respondents also provided their demo-
graphic information such as age, gender, email address, and current organization name. We
received a total of 200 responses and out of that 31 incomplete questionnaires were excluded
from the final sample. The final sample included 169 respondents (85 percent response rate).

Since Pakistan’s population is male dominant especially at the workplace, the majority
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of the respondents were male with an MS degree. 140 respondents were male and 29 were
female. 10 respondents were below 25 years, 88 respondents were between 26 to 30 years
old, 50 respondents were between 31 to 35 years old and 21 respondents were above the
age of 35 years. 14 respondents were having an intermediate education, 35 were having a
bachelor’s degree, 53 were having a master’s degree and 67 were having an MS degree. 38
respondents were having less than one year of experience, 81 respondents were having 1 to 4
years’ experience, 38 respondents were having 5 to 9 years of experience and 12 respondents
were having more than 9 years of experience.

Measures
All responses were measured on a five-point Likert scale ranging from 1=strongly disagree,
2=disagree, 3=neutral, 4 agree and 5=strongly agree.
Spiritual Leadership
We adapted a 17-items scale from Fry et al. (2005) to measure spiritual leadership. The
sample item includes "My manager understands and committed to organizational vision".
Psychological Empowerment
We adapted a 12-items scale from Spreitzer (1995) to measure psychological empowerment.
The sample item includes "The work I do is important to me".
Intrapreneurship
We adapted a 15-items scale from Stull and Singh (2005) to measure intrapreneurship. The
sample item includes "I avoid taking calculated risks".
Control Variables
We have used the respondent’s demographics as control variables because of their possible
effect on the outcome variable. Therefore, we have used one-way ANOVA to confirm their
effect on the outcome variable. However, one-way ANOVA results revealed that none of
the demographics of respondents have any effect on intrapreneurship and therefore these
demographics were not controlled in further analysis.

Data Analysis
Structural equation modeling (SEM) was used to test the mediating effect of psychological
empowerment between spiritual leadership and intrapreneurship’s three dimensions which are
risk-taking, proactiveness, and innovativeness. The proposed theoretical model was executed
in warpPLS 6.0 which is based on PLS algorithm. We employed SEM-based PLS algorithm
for mediation analysis as PLS algorithm is most suitable for a small sample size (McCormack
et al., 2008). First, Confirmatory Factor Analysis (CFA) was performed to confirm the factor
loadings so that they can be retained or deleted according to the standard threshold (Hair
et al., 2006). Moreover, convergent and discriminant validity is also confirmed by CFA.
Importantly, model fit statistics were also confirmed with WarPLS 6.0. SPSS 25th version
was used to calculate the demographics of respondents and for descriptive analysis as well.

Model fit was confirmed with the values of average path coefficient (APC), average R-
squared (ARS), and an average of variance inflation factor (AVIF). APC value (0.227, p <

0.001) and ARS value (0.148, p < 0.012) were significant thus confirms model fitness and
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model efficiency also (Avelar-Sosa et al., 2015). Additionally, AVIF value (1.008) is less
than 3 which also confirms model fitness. After that, convergent validity was confirmed
through factor loadings which should be greater than 0.5 (Hair et al., 2012). Two items
of innovativeness (INN) were deleted as their factor loading was below 0.5. Moreover,
convergent validity is also confirmed through AVE which should be greater than 0.5, and
Composite Reliability (CR) which should be greater than 0.7. Table 1 summarizes the results
of convergent validity analysis.

Discriminant validity is confirmed by comparing the square root of Average Variance Ex-
tracted (AVE) with corresponding inter variable correlations and a greater value of the square
root of AVE confirm discriminant validity (Hair et al., 2006). The results of discriminant
validity are presented in Table 2.

After CFA and validity (convergent and discriminant) satisfactory results, measurement
model fitness is confirmed, and therefore, we proceeded further for SEM analysis to test the
hypotheses. The results are reported in Table 3. Results revealed that spiritual leadership (SL)
has a significant positive impact on risk-taking (β = 0.291, p < 0.001), proactiveness (β =

0.283, p < 0.001) and innovativeness (β = 0.247, p < 0.001). Thus, the first three hypotheses
were confirmed.

The results of the indirect effect of SL on risk-taking, proactiveness, and innovativeness
through psychological empowerment (PE) are presented in Table 3. The indirect effect of
SL on risk-taking through PE was not significant (β = 0.054, p = 0.160); thus hypothesis
4(a) was not accepted. Similarly, the indirect effect of SL on innovativeness through PE was
not significant (β = 0.068, p = 0.102) thus hypothesis 4(b) was not accepted. However, the
indirect effect of SL on proactiveness through PE was significant (β = 0.091, p < 0.05), and
thus hypothesis 4(c) was accepted.
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TABLE 1
Measurement model (convergent validity)

Construct Items Loadings AVE CR
Spiritual leadership SL1 0.756 0 0.956

SL2 0.789
SL3 0.689
SL4 0.761
SL5 0.749
SL6 0.761
SL7 0.788
SL8 0.784
SL9 0.738
SL10 0.806
SL11 0.812
SL12 0.787
SL13 0.792
SL14 0.777
SL15 0.768
SL16 0.766
SL17 0.703

Psychological empowerment PE1 0.755 0 0.953
PE2 0.827
PE3 0.769
PE4 0.849
PE5 0.81
PE6 0.801
PE7 0.844
PE8 0.862
PE9 0.803
PE10 0.823
PE11 0.838
PE12 0.793

Risk-Taking RT1 0.751 0 0.884
RT2 0.831
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TABLE 2
Correlation and discriminant validity

SL PE RT PRO INN
SL (0.77)
PE 0.20 (0.82)
RT 0.18 0.19 (0.83)
PRO 0.23 0.37 0.87 (0.87)
INN 0.19 0.27 0.79 0.83 (0.89)

Note: Values on the diagonal are the square root of AVE

TABLE 3
Direct and indirect effects

Hypothesis β p-values Decision
SL→ RT (Direct Effect) 0.291 0.000 Supported
SL→ PRO (Direct Effect) 0.283 0.000 Supported
SL→ INN (Direct Effect) 0.247 0.000 Supported
SL→ PE→ RT (Indirect Effect) 0.054 0.160 Not Supported
SL→ PE→ PRO (Indirect Effect) 0.091 0.044 Supported
SL→ PE→ INN (Indirect Effect) 0.068 0.102 Not Supported

Notes; SL = Spiritual Leadership; RT = Risk taking; INN = Innovation;
PE = Psychological Empowerment

DISCUSSION AND CONCLUSION
This study established relationships between spiritual leadership and different dimensions of
intrapreneurship. Furthermore, our research focused on a potential underlying mechanism,
arguing that employees’ psychological empowerment would play a mediatory role. This study
seeks to contribute to the literature in three important ways. Firstly, we found that spiritual
leadership has a significant and positive impact on all three dimensions of intrapreneurship.
One of the interesting findings is that spirituality affected the employees’ innovativeness less
than proactiveness and risk-taking. The possible explanation for the relationship may be that
employees with a strong perception of spiritual leadership are ready to take risks and their
proactiveness is increased due to the understanding of vision but innovativeness remains on
the lower side because employees need more knowledge and skill for innovativeness. In line
with this, being Islamic as a religion of entrepreneurship, it encourages innovation, taking
risk and pursuit of opportunities (Kayed & Hassan 2010). The concept of "risk" and the
concept of "rizk" are closely related to each other. Muslims have a firm belief that "rizk" is
granted by the Allah, hence the entrepreneur should have firm faith "tawwakul" in Allah. In
this way, taking the risk has been made easier and risk is "outstored" (Gumusay, 2015). The
faith or belief in Allah is basically the foundation of all motivations in Islam (Egel & Fry,
2017). Moreover, in developing countries, such as Pakistan, the research and development
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budget in the organization is set lower which causes the lack of innovativeness in employees.
Secondly, the study contributes to spiritual leadership and psychological empowerment lit-

erature by suggesting that psychological empowerment as a mediator through which spiritual
leadership influences intrapreneurship behaviour - risk-taking, proactiveness, and innova-
tiveness. As predicted, psychological empowerment significantly mediated the relationship
between spiritual leadership and proactiveness. However, one of the interesting findings in
our study reveals that psychological empowerment is not a significant mediator of spiritual
leadership with risk-taking and innovativeness. The results do not meet our expectations
of the mediating role of psychological empowerment with two of the three outcomes such
as innovativeness and risk-taking. Three possible reasons for psychological empowerment
not supporting as a mediating mechanism can be understood. Firstly, innovativeness and
risk-taking are attributed to skills enhancement. In this case, employees may not be concerned
with skill enhancement. Secondly, support from the leaders plays important role in inspiring
employees to take risks and innovativeness through psychological empowerment. It is likely
that leadership, in this case, could not extend support and a sense of empowerment in a way
that can lead to risk-taking and innovativeness. These findings, however, suggest that taking
intrapreneurship as a unitary construct is flawed, as these dimensions can have different
predictors and can also result in several different outcomes. Glossing over the differential
effects of these dimensions can result in flawed managerial interventions and waste organiza-
tions’ resources and efforts to enhance intrapreneurship. Finally, in a power distance culture
like Pakistan, the leader’s role in developing the followers’ attitude and behaviour is more
dominant. Pakistani culture is relatively higher on power distance (Hofstede, 1984), and
employees seek to get encouragement from their managers in order to involve in risk-taking
and innovative matters. Thus, they may not consider psychological empowerment as an
important resource helpful for their engagement in risk-taking and innovativeness.

Limitation and Future Direction
Even though the study has important theoretical contributions and several practical implica-
tions, nevertheless, limitations do exist. Such as we have collected the data from the service
industry (i.e., IT sector), therefore to generalize the findings of the present model we encour-
age upcoming scholars to replicate the study in other sectors and industries (e.g., automobile,
banking, education). In addition, we also encourage future researchers to replicate this study
on other social groups such as disabled people, who probably may not be intended to engage
in intrapreneurial behaviour. Thus, it could be interesting to examine other social groups’
responses toward intrapreneurship and to make results more generalizable. Moreover, we
have managed within employ time-lagged study design, yet to have a better understanding
of causality of relationship, we suggest using time-lagged survey design in future. In a
similar vein, the study did not include any boundary condition under which the suggested
association between variables might be buffered. Therefore we speculate that the inclusion
of boundary condition(s) such as the employees’ political skills, the leaders’ religiosity, and
the organizations’ innovative culture would enhance the readers’ understanding and give
better information to the decision-makers. Finally, to enhance the nomological network of
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antecedents and consequences of intrapreneurship and spiritual leadership, we suggest to
include different underpinning variables such as coworker exchanges, thriving for work, and
employee resilience.
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