Journal of

Study and Innovation in Education and Development Volume 6, Issue 2 (2025): 1-16

The Effect of Inclusive Leadership on Pro-Social Rule Breaking: The
Mediating Role of Psychological Safety

Fatemeh Latifat'®, Abdozahra Naami?*®, Seyed Esmaeil Hashemi?

1. Master's Degree, Department of Psychology, Faculty of Psychology and Educational Sciences, Shahid Chamran University,
Ahvaz, Iran

2. Professor, Department of Psychology, Faculty of Psychology and Educational Sciences, Shahid Chamran University, Ahvaz,
Iran

ABSTRACT

Received: 14 Oct 2025 The present study aimed to design and test a structural model examining the effect of

Accepted: 18 Feb 2026 inclusive leadership on pro-social rule breaking with the mediating role of psychological
First Available: 21 Feb 2026 safety among employees of a public organization. This applied study employed a
Final Publication: 21 Mar 2026 descriptive—survey design. The statistical population consisted of employees of a public

organization, from which 385 participants were selected using convenience sampling. Data
were collected using Javed’s (2021) Inclusive Leadership Questionnaire, Vardaman et al.’s
(2014) Pro-Social Rule Breaking Questionnaire, and Edmondson’s (1999) Psychological
Safety Scale. Construct validity was assessed through confirmatory factor analysis, and
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rule breaking, psychological reliability was confirmed using Cronbach’s alpha coefficients. Data were analyzed using

safety, extra-role behavior, public | SPSS26 and AMOS25 through structural equation modeling. The structural model
organizations demonstrated acceptable fit indices (y*/df=2.45, CFI=0.943, RMSEA=0.062). Inclusive
leadership had a positive and significant direct effect on pro-social rule breaking (=0.352,
p<0.001). Psychological safety also showed a positive and significant effect on pro-social
rule breaking (=0.425, p<0.001). Furthermore, the indirect effect of inclusive leadership
on pro-social rule breaking through psychological safety was significant ($=0.218,
p<0.001), and the 95% confidence interval did not include zero, confirming the mediating
role of psychological safety. The findings indicate that inclusive leadership fosters pro-
social rule breaking by creating a psychologically safe environment. Inclusive leaders
reduce fear of negative consequences, strengthen trust, and enhance employees’ sense of
belonging, thereby encouraging innovative and adaptive behaviors. These results highlight
the importance of developing inclusive leadership competencies in public organizations to
promote innovation, flexibility, and responsiveness to environmental changes.
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EXTENDED ABSTRACT
INTRODUCTION

In contemporary organizational environments characterized by rapid technological
change, digital transformation, and increasing societal expectations, leadership approaches
that emphasize inclusion, diversity, and participation have become critically important.
Organizations—particularly public sector institutions—are required not only to maintain
efficiency but also to foster innovation, adaptability, and sustainable development. Recent
scholarship highlights that inclusive leadership plays a central role in advancing sustainable
transformation and organizational competitiveness in the digital era (1, 2). Inclusive
leadership, grounded in a diversity mindset, encourages leaders to actively value different
perspectives and create environments where employees feel respected and heard (3).

Empirical evidence indicates that inclusive leadership enhances employee
engagement, intrinsic motivation, and innovative work behavior by fostering psychological
empowerment and creative self-efficacy (4, 5). Moreover, inclusive leaders cultivate
relational climates characterized by trust and mutual respect, which, in turn, promote
change-oriented extra-role behaviors (7). Studies have consistently demonstrated that
inclusive leadership strengthens employees’ innovative behavior through mediating
mechanisms such as job crafting, psychological empowerment, and psychological safety
(10, 11, 19).

While much of the literature has focused on innovation and organizational
citizenship behaviors, less attention has been devoted to boundary-spanning behaviors such
as pro-social rule breaking (PSRB). Pro-social rule breaking refers to the intentional
violation of formal organizational rules to promote organizational efficiency, help
coworkers, or serve clients. Such behaviors are particularly salient in bureaucratic contexts
where rigid regulations may hinder responsiveness. Research suggests that high-quality
leader—-member relationships and supportive leadership climates can legitimize
constructive deviations from formal rules when they serve higher organizational goals (12,
13).

Inclusive leadership, by reducing hierarchical barriers and fostering open
communication, may create conditions under which employees feel empowered to engage
in pro-social rule breaking. Psychological safety—a shared belief that the work
environment is safe for interpersonal risk-taking—has been identified as a crucial mediator
in translating leadership behaviors into proactive and voice-related outcomes (18).

Employees who perceive psychological safety are more likely to express ideas, challenge



inefficient practices, and engage in calculated risk-taking. Empirical findings indicate that
inclusive leadership enhances psychological safety, which subsequently promotes
engagement and extra-role performance (6).

Beyond psychological safety, relational constructs such as trust in leader and
perceived justice further strengthen the impact of leadership styles on extra-role behaviors.
Ethical and servant leadership research demonstrates that trust and justice perceptions
amplify organizational commitment and adaptive performance (15, 22). Additionally, leader
integrity and moral positioning have been shown to shape trust dynamics and fairness
perceptions within organizations (20).

In public sector contexts, where formal procedures and bureaucratic rigidity often
prevail, inclusive leadership may play a transformative role in encouraging constructive
flexibility. Evidence suggests that inclusive leadership contributes to sustainable goal
transformation and strategic alignment in organizations (25). Furthermore, transformational
and supportive leadership styles have been associated with innovative and extra-role
behaviors through trust and empowerment mechanisms (9, 16).

Although prior research has linked inclusive leadership to innovative work behavior
and change-oriented citizenship behaviors (7, 8), fewer studies have examined its
relationship with pro-social rule breaking, especially within public organizations.
Moreover, methodological advancements emphasize the importance of robust bootstrap
mediation testing in examining indirect effects to enhance statistical reliability (24).
Therefore, the present study addresses this gap by developing and testing a structural model
examining the direct and indirect effects of inclusive leadership on pro-social rule breaking
through psychological safety in a public organizational context.

METHODS AND MATERIALS

This applied research employed a descriptive—survey design using structural
equation modeling (SEM) to test the proposed conceptual model. The statistical population
consisted of employees working in a public organization. A total of 385 employees were
selected using convenience sampling.

Data were collected using standardized instruments: the Inclusive Leadership
Questionnaire, the Pro-Social Rule Breaking Scale, and the Psychological Safety Scale.
All items were measured on five-point Likert scales. Prior to hypothesis testing, construct
validity was assessed through confirmatory factor analysis (CFA), and reliability was

evaluated using Cronbach’s alpha coefficients.
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Data analysis was conducted using SPSS 26 for preliminary descriptive statistics and
AMOS 25 for SEM. Model fit was evaluated using multiple fit indices, including chi-
square to degrees of freedom ratio (¥*/df), Comparative Fit Index (CFI), Goodness-of-Fit
Index (GFI), Normed Fit Index (NFI), Adjusted Goodness-of-Fit Index (AGFI), and Root
Mean Square Error of Approximation (RMSEA). Mediation effects were tested using
bootstrap procedures with 95% confidence intervals.

FINDINGS

Descriptive statistics indicated relatively high mean levels of inclusive leadership,
pro-social rule breaking, and psychological safety among participants. Correlation analysis
showed significant positive relationships among all study variables, with no evidence of
multicollinearity.

The structural model demonstrated satisfactory fit: y*df = 2.45 (below the
recommended threshold of 3), CFI = 0.943, GFI = 0.918, NFI = 0.922 (all above 0.90),
AGFI = 0.897 (approaching acceptable level), and RMSEA = 0.062 (below 0.08),
indicating adequate model fit.

Hypothesis testing revealed that inclusive leadership had a positive and significant
direct effect on pro-social rule breaking (B = 0.352, p < 0.001). Psychological safety also
exerted a positive and significant effect on pro-social rule breaking ( = 0.425, p <0.001).
Furthermore, inclusive leadership significantly predicted psychological safety.

Bootstrap analysis confirmed the mediating role of psychological safety. The
indirect effect of inclusive leadership on pro-social rule breaking through psychological
safety was significant (B = 0.218, p < 0.001), and the 95% confidence interval did not
include zero, indicating a statistically significant mediation effect.

DISCUSSION AND CONCLUSION

The findings of this study provide strong empirical support for the positive role of
inclusive leadership in fostering pro-social rule breaking within public organizations. The
significant direct effect suggests that inclusive leaders, by valuing diverse viewpoints and
encouraging participation, legitimize constructive deviations from rigid rules when such
actions benefit organizational goals. In bureaucratic settings where formal procedures may
constrain responsiveness, inclusive leadership appears to create the psychological
conditions necessary for adaptive flexibility.

The significant mediating role of psychological safety highlights the mechanism
through which inclusive leadership translates into behavioral outcomes. When employees

perceive their environment as safe for interpersonal risk-taking, they are more willing to



challenge inefficient rules, express dissenting views, and engage in constructive deviations.
Psychological safety reduces fear of negative repercussions, thereby enabling employees
to act in the organization’s best interest even when doing so requires bending formal
regulations.

These findings contribute to leadership theory by extending the impact of inclusive
leadership beyond innovation and citizenship behaviors to include pro-social rule
breaking—a nuanced and context-sensitive extra-role behavior. The results suggest that
inclusive leadership does not merely increase compliance or traditional performance
metrics but cultivates a culture of responsible discretion and adaptive judgment.

From a practical standpoint, fostering inclusive leadership competencies within
public organizations can enhance flexibility and responsiveness without undermining
accountability. Leadership development initiatives should emphasize openness,
participative decision-making, fairness, and supportive communication. Creating
psychologically safe climates can further empower employees to propose improvements
and responsibly navigate regulatory constraints.

In conclusion, this study underscores the strategic importance of inclusive leadership
in shaping constructive rule-bending behaviors through psychological safety. By
integrating relational trust, openness, and inclusion, leaders can promote adaptive and
ethically grounded pro-social rule breaking that strengthens organizational effectiveness in

complex and bureaucratic environments.
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