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Abstract

Current study explores the relationship between empowering leadership and change-oriented
organizational citizenship behavior (OCB) along with mediating role of psychological empowerment. The
study is based on Self-determination theory as overarching theory. A cross-sectional survey involving 300
employees from both service and manufacturing sector was conducted. The findings support the proposed
research model, indicating the positive impact of empowered leadership on change-oriented OCB.
Additionally, the study confirms the mediating effect of psychological empowerment, suggesting that
empowering leaders fosters psychological empowerment, enhancing change-oriented OCB among
employees. These results underscore the importance of cultivating a positive and empowering work
environment to motivate individuals toward proactive behaviors that contribute to organizational
development.

Keywords: Empowering Leadership, Change-oriented OCB, Psychological Empowerment.

Introduction

Organizations operating in a highly uncertain and complex business environment face numerous challenges
(Rothaermel, 2016). In order to effectively respond to these challenges, in addition to the external issues,
they need to recognize internal issues and undertake necessary changes to address them (Vigoda-Gadot,
2011). Frontline workers may be more adept at spotting and fixing such issues. (Morrison, 2011).
According to scholarly research, change-oriented organizational citizenship behaviors (OCBs) play a vital
role in driving innovation and enhancing efficiency within organizations (Seppéld et al., 2012). In this
regard, empowering leadership emerges as a prominent and influential factor that strategically facilitates
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organizational improvements. (Kundu et al., 2019). A growing body of empirical research highlights the
influential role of leaders in inspiring employees to embrace change-oriented behaviors that cultivate
creative and flexible organizational cultures (Li, 2019). Employees who exhibit change-oriented
organizational citizenship behaviors (OCBs) tend to exhibit greater adaptability to organizational changes
and actively contribute to fostering organizational flexibility because empowered leaders establish an
atmosphere that emphasizes and encourages flexibility. (Kim, 2018). In modern organizations, the role of
leaders has extended beyond the traditional role of authority delegation toward the evaluation of
subordinates' psychological empowerment (Zhang & Bartol, 2010). Numerous studies have shown how
different leadership philosophies and psychological autonomy are closely related. (Ozaralli, 2015).

Among different leadership styles, the empowering leadership approach has emerged as very effective in
promoting employees' psychological empowerment and in encouraging change-oriented organizational
citizenship behaviors (Fong & Snape, 2015; Martin, 2013; Zhang & Bartol, 2010).

This study provides valuable insights into the intricate dynamics among these variables and proposes
practical strategies for cultivating change-oriented organizational citizenship behavior (OCB) within
organizations. Through a comprehensive literature review and empirical analysis, the research aims to
address the research question concerning the mediating role of psychological empowerment in the
relationship between empowering leadership and change-oriented OCB.

Literature Review
Empowering Leadership on Change-Oriented OCB

Empowering leadership is a set of leadership behaviors that gives s power and responsibility to employees
(Arnold et al., 2000). Change-oriented OCB relates to the positive efforts made by people to discover and
execute changes to work practices, policies, and procedures to enhance circumstances and performances
(Choi, 2007). Empowered leaders inspire their workforce to go beyond organizational boundaries and
exhibit more dynamic behaviors because they give them more freedom and control, such as change-
oriented OCB (Zhang & Bartol, 2010). Promoting leadership increases employees' dedication to their work
and judgments of its importance, which boosts their sense of achievement (Li et al., 2016). OCB refers to
actions that go beyond what is expected of a role in the organization and are not mentioned in the job
descriptions of the personnel (Organ, 2005). Employees should approach change-focused OCB,
understanding that they must adhere to corporate policies and guidelines (Li et al., 2016). Improving
organizational conditions and task performance is the major objective of people participating in change-
oriented OCB (Li et al., 2016). Empowering leadership means highlighting the importance of employees'
jobs and giving them more freedom to make decisions (Tripathi et al., 2023). With such authority, workers
might feel appreciated and challenge oriented (Chen et al., 2011). This motivational state can often
stimulate people's problem-coping and problem-solving approaches, which may drive change-oriented
OCB (Zhang & Bartol, 2010). Empowering leadership demonstrates belief in the employees' talents, raising
their self-efficacy and self-esteem and encouraging them to participate in more OCBs focused on bringing
about change. (Li et al., 2016). Empowering leadership practices, including increasing employee autonomy,
removing bureaucratic barriers, and providing employees with opportunities to have a significant impact,
provide employees more freedom to take advantage of OCB opportunities (Raub & Robert, 2010). On the
other hand, leaders who heavily control their staff members' behavior through ongoing oversight and
intervention are less likely to convey that exercising initiative and acting independently of formal
obligations is desired (Tripathi et al., 2023). In addition, it is asserted that Empowering Leadership fosters
feelings of purpose and a sense of ownership and responsibility for the results of one's labor (Sharma,
2018). Empowering leadership is positively associated with employees' change-oriented OCB (Bettencourt,
2004).

H1: Empowering Leadership Positively Effects Change Oriented OCB
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Empowering Leadership and Psychological Empowerment

Organizational researchers have examined empowerment leadership from the organizational and cognitive
angles (Van Assen, 2020). Through structural empowerment, which emphasizes the structural backdrop of
autonomy, managers can contribute to officially recognized power (Jiang et al., 2016). An additional
component of the empowering leadership concept is psychologically empowered employees (Amor, 2020).
An individual's views on interpersonal interactions, specifically a collection of perceptions that emphasize
an encouraging aspect of the perception of autonomy that goes along with self-worth or independence, are
represented by their views on empowerment, which, from a psychological perspective, is a motivational
element (Khuntia, 2017). In the recent years, empowered leadership has emerged as a respected type of
organizational strategy (Seibert, 2011). The organizational framework, especially the organizational
structure that assigns authoritative responsibility, is bound to influence how people feel empowered
(Seibert, 2011). The most likely outcome of supervisory efforts to motivate staff is a change in how
empowered people view themselves (Amundsen, 2014). Psychological empowerment considers how
employees react to such capacity, as opposed to empowering leadership, which focuses on the actions
performed by the leaders to give people decision-making competence (Amundsen, 2014). Employees
commonly emulate the motivating conduct of their bosses, which stimulates them to embrace the same type
of mentality (Kundu, et al., 2019). Empowering leadership allows employees more latitude in decision-
making, increasing their self-confidence and self-worth and providing them with a sense that their work is
appreciated (Zhou, 2018). Fostering individuals' independence is a key aspect of employee engagement,
and the empowering leadership type is characterized by the idea that empowerment is more about providing
than taking authority (Amundsen & Martinsen, 2015). Empowering leadership is described as a specific
form of managerial behavior that involves helping colleagues via mentoring, motivation, development,
compassion, and understanding (Arnold, 2000). As a result, employees become able to believe that their
employee engagement is considered, and they consider themselves qualified to handle job responsibilities
because of empowering leadership (Fong & Snape, 2015). The importance of authority figures proactively
helping adherents in taking charge of their leadership is highlighted by empowering
leadership (Bharadwaja & Tripathi, 2020). Prior studies have shown that empowering leadership and
psychological empowerment are related (Laschinger, 2009). A supervisor with a favorable
managerial stance can immediately improve an organization's human resource capabilities regarding
psychological empowerment. Individuals who feel their managers encourage them more are inclined to feel
more empowered (Kwon, 2020).

Psychological Empowerment and Change-Oriented OCB

Over thirty years ago, the phrase "employee empowerment,” was used, and the socio structural and
psychological views on the topic diverged in how they developed the idea. (Turnipseed, 2020) The socio
structural approach saw empowerment as organizational practices, structures, and policies designed to
decentralize power, allowing lower-level workers to make choices and self-direct behavior (Turnipseed,
2020). Employees' beliefs, thoughts, and attitudes must first shift for psychological empowerment. In other
words, individuals must feel confident in their capacity to influence and take control of their professional
outcomes as well as confidence in their abilities to perform their jobs successfully; people should believe
that they are being treated honestly and fairly and that their career aspirations are significant and
worthwhile (Nastiezaie, 2020). Empowerment is one of the most successful methods for raising employee
caliber and boosting organizational effectiveness (Nastiezaie, 2020). One of the topics of interest is
organizational citizenship behaviors (OCB) which is optional, non-rewarding individual behavior that,
when combined, fosters effective and efficient organizational functioning, and the formal reward system
does not explicitly recognize it (Organ, 2005). Organizational citizenship behaviors refers to employees
helping behaviors that are optional, above and beyond the call of duty, and not recognized by the
organization's formal reward structure (Joo, 2017). Psychological empowerment has a favorable impact on
workers' organizational citizenship behaviors. Similar to this, Seibert (2011) shows a positive and
substantial association between psychological empowerment and organizational citizenship behaviours in a
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recent meta-analysis study, and the same has been found in other empirical studies and has been justified
that empowered employees will demonstrate high levels of involvement and initiative in identifying
problems and offering constructive criticism to improve the organizations exhibit increased creativity and
stay in the organization for a longer period (Singh & Singh, 2018). Because meaningful work is so
powerful at motivating individual employees to go above and beyond, they propose that when employees
perceive their work to be meaningful, they exhibit discretionary job behaviors. This will allow them to
influence organizational outcomes positively (Singh & Singh, 2018). According to social exchange theory,
workers who feel empowered at their jobs are more likely to display organizational citizenship behaviors
(Wu & Lee, 2017). According to a research study, psychological empowerment is a key step toward
organizational citizenship behaviours (Saleem et al., 2017). For an organization to effectively use its
limited resources, discretionary behaviors are required. This may be achieved by allowing employees to
work without stress (Abdulrab, 2018). Singh and Sigh (2018) discovered that companies that give their
workers autonomy receive desired results through organizational citizenship behaviours. In order to
improve their performance outside of their assigned roles, personnel that have psychological empowerment
have better OCB (Joo, 2017).

Mediating Role of Psychological Empowerment between Empowering Leadership and Change-
Oriented OCB

Psychological empowerment has been taken as a mediating variable in various studies conducted in recent
years. Research conducted by Kundu et al., (2019), discovered the link between empowering leadership
and job performance mediated by psychological empowerment. In another study, the mediating role of
psychological empowerment between person organization fit and innovative work behaviors were tested
(Afsar, 2016). Similarly, another study discovered that emotional dedication and moral management are
fully mediated by psychological empowerment (Ahmad & Gao, 2018).

Furthermore, psychological empowerment was used as a mediating variable in studying the relationship
between the accomplishment of a project and humble managerial behavior (Ali, 2020).

Therefore, based on the previous literature, psychological empowerment has been supported to use as a
mediating variable in the current study.

H2: Psychological Empowerment positively mediates between Empowering Leadership and Change
Oriented OCB

Empowering Psychological

_ Change-oriented
Leadership Empowerment

OoCB

Figure 1: Theoretical Framework

Methods

Procedure and Sample

We gathered data from service and manufacturing based organizations located in Rawalpindi and
Islamabad. Target populations were employees of various organizations including Banks, Airlines, Electric,

Oil and Steel companies. A cross-sectional study was conducted comprising 300 employees from various
organizations.
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Measures

We measured all variables of the study through self-reported measures using 7-point Likert scale
questionnaire ranging from 1 ="Total disagreement™ to 7 = “Total agreement".

Empowering Leadership

Empowering leadership scale of Amundsen (2014) was adopted using 18- items scale. These items were
summarized to arrive at ‘empowering leadership’ score. Sample items of the scale are” My leader gives me
authority over issues within my department” and “l gain insights into how my leader arranges his/her
workdays”.

Change Oriented OCB

Change oriented OCB scale of Morrison (1999) was adopted using a 9 item scale. These items were
summarized to arrive at change-oriented OCB score. Sample items of the scale are “Makes constructive
suggestions for improving how things operate within the organization” and “Makes constructive
suggestions for improving how things operate within the organization.”

Psychological Empowerment

The psychological empowerment scale of Spreitzer (1995) was adopted using a 16-items scale. These items
were summarized to arrive at psychological empowerment score. Sample items of the scale are “I am
confident about my ability to do my job” and “I have considerate opportunity for freedom in how | do my
job”.

Data Analysis

Reliability Analysis

The Cronbach alpha reliability test was conducted to test the reliability of all the variables of the study.
Results confirmed that all the variables were reliable as their Cronbach alpha reliability values were greater
than the standard minimum value of 0.70.

Data Analysis Techniques

Data were analyzed using SPSS, Process Macro by Hayes. Correlation and regression analysis were also
conducted.

Table 1 : Descriptive Analysis

\Variables Mean S.D.

1. Gender 1.2867 45296
2. Age 1.6700 .66022
3.Qualification 2.1667 .98427
4. Job Experience 1.8500 1.01535
5. Job level 2.0533 .80373
6. Type of Organization 1.9567 .97534
7. EL .8980 1.40014
8. 0CB .8638 1.45207
9. PE 1621 1.51920
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Table 1 looks at descriptive statistics for gender, age, qualifications, job experience, job level, type of
organization, empowering leadership, change-oriented OCB, and psychological empowerment with
standard deviation value, mean, maximum, and minimum. According to this table, the majority of
respondents (71.3%) are men and only 27.8% are women. The majority of responses are between the ages
of 26 and 35, with a standard deviation of (.6602) and a percentage of (53%) for this group. Master degree
(39.3%) is the level of qualification of majority respondents. Most survey participants (40.7%) hold
middle-level positions. Organizations in the services sector account for 54% of the data gathered. The
average level of empowering leadership is 0.8638 out of 10.31 with standard deviation of 1.400. The
average level of change-oriented OCB is 0.8638 out of 10.31 with standard deviation of 1.519. The average
level of psychological empowerment is 0.1621 out of 10.31 with standard deviation of 1.519.

Table 2 : Correlation & Reliability Analysis

\Variables 1 2 3 4 5 6 7 8 9
Gender -

Age -.52 -

Qualification 223**  440*%* -

Job experience  -.059 609**  226** -

Job level 281*%*  456** | 175** | 526**

Type of-.055 A54**  140* A52%*  255**

organization

EL 159** 049 143*  -.022 -.035 021 (0.90)

OCB A73** 098 .243** -055 -.048 -006 .739** (0.92)
PE 191** 064 211**  -025 -.083 -021  .746** .744** (0.85)

Note: N = 300. Reliabilities are reported in parenthesis. Type of Organization, Private = 0; Public = 1**p<
.01, *p< .05.

Table 2 reveals the correlational values of the variables of the study. In the table 2, Empowering Leadership
(EL) exhibits a positive and significant correlation with Change Oriented Organizational Citizenship
Behavior (OCB) and Psychological Empowerment ( PE), suggesting that higher levels of empowering
leadership are associated with increased engagement in change-oriented OCB and psychological
empowerment. Change-oriented OCB demonstrates a strong positive correlation with empowering
leadership, indicating that individuals with higher levels of psychological empowerment are more likely to
engage in change oriented organizational citizenship behaviors. These findings highlight the importance of
empowering leadership and psychological empowerment in fostering positive organizational behaviors
such as change-oriented OCB.

Table 3: Mediating Role of Psychological Empowerment Between Empowering Leadership and
Change Oriented OCB.

Direct and total effects B SE T L 95% CI IL 95% CI
Empoweringleadership=>»Changeoriented OCB (totaleffect) .76 .04 18.91 .68 .84
Empowering leadership =»Psychological empowerment 81 .04 19.36 12 .89
Psychological empowerment=>»Change oriented OCB 41 .05 8.18 31 51
Empoweringleadership=»Changeoriented OCB (directeffect) 42 .05 7.79 32 .53
Indirect effect using bootstrap B 300t SE L 95% CI 1L 95% CI
Empowering leadership =»Psychological empowerment =»Change .33 .07 .20 49

oriented OCB

Note: N = 300. Unstandardized coefficients are reported; Bootstrap sample size = 5000; LL = lower limit;
Cl confidence interval; UL= upper limit; S.E. = standard error. Control variable = type of organization
(Private = 0; Public = 1)
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The total effect of empowering leadership on change-oriented OCB is significant (B = .76, p < .001).
Empowering leadership also has a significant direct effect on change-oriented OCB (B = .42, p < .001).
Psychological empowerment mediates the relationship between empowering leadership and change-
oriented OCB, as indicated by the significant indirect effect (B = .33, 95% CI [.20, .49]). This suggests that
empowering leadership positively influences change-oriented OCB both directly and indirectly through
psychological empowerment.

Discussion

In the current study, we aimed to investigate the impact of empowering leadership on change- oriented
Organizational Citizenship Behavior (OCB), with mediating role of psychological empowerment. Our
hypotheses were (1) Empowering leadership has a positive impact on change-oriented OCB, and (2)
Psychological empowerment mediates the relationship between empowering leadership and change-
oriented OCB.

Our findings support the first hypothesis and therefore it is accepted, indicating that empowering leadership
has a positive impact on change-oriented OCB. This finding aligns with previous research that highlights
the significance of empowering leaders in fostering positive workplace outcomes. Empowering leadership
refers to leaders who delegate authority, provide autonomy, and offer support to their subordinates, which
in turn encourages them to engage in behaviors that promote positive change within the organization.
Similarly, our findings support the second hypothesis, indicating that psychological empowerment
positively mediates the relationship between empowering leadership and change oriented organizational
citizenship behaviors.

Managerial Implications

1. Organizations should invest in developing and nurturing empowering leadership practices. This
involves providing leaders with training and support to enhance their ability to empower employees,
thereby fostering psychological empowerment and encouraging change-oriented OCB.

2. Organizations should create a work environment that promotes employee psychological empowerment.
This can be achieved by providing opportunities for skill development, autonomy in decision-making,
and supportive communication channels.

3. Organizations should establish recognition and reward systems that acknowledge and appreciate
change-oriented behaviors. This can include providing incentives, recognition programs, or career
advancement opportunities for employees who actively contribute to organizational change and
demonstrate change-oriented OCB.

4. Empowering leaders should strive to create a culture that values innovation, creativity, and flexibility.

Future Research

1. Future research can be conducted to explore various other underlying mechanisms as mediators such as
employee engagement, motivation, or autonomy.

2. Scholars can further explore how contextual factors, such as organizational culture or industry type,
may moderate the relationship between empowering leadership, psychological empowerment, and
change-oriented OCB.

3. Employ longitudinal research designs to capture the temporal nature of these relationships over time.
This can provide insights into the causal order and the long-term impact of empowering leadership on
change-oriented OCB through psychological empowerment.

4.  Future research could consider expanding the sample to include a more diverse range of industries and
organizations.
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Limitations

1. The study has focused on a specific industry/organization, limiting the generalizability of the findings
to other contexts.

2. The study adopted a cross-sectional design, which only captures a snapshot of the variables at a
particular point in time.

3. The study has focused on a specific demographic variable, limiting the generalizability of the findings
to a broader population.
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