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Abstract: Proactivity is a particularly important attribute of knowledge-intensive companies, where
work that requires enhancing the potential of knowledge-intensive employees in a sustainable
working environment is crucial. Another important challenge for these firms is to account for the
increasing importance of the functioning of the cognitive mechanisms leading to the increased
well-being of knowledge workers following the implementation of a psychological contract. The
aim of this article is to identify the relationship between inclusive leadership, the fulfilment of a
psychological contract, two dimensions of well-being (workplace and life-related well-being), and
knowledge workers’ proactivity. Based on survey data collected using the CAWI method from
1000 knowledge workers employed in Polish companies in the business services sector, the research
hypotheses proposed in this study were tested using a stepwise equation-modelling (SEM) technique,
which resulted in a model containing all the main constructs. The results obtained indicate that
inclusive leadership positively relates to the fulfilment of the psychological contract. Furthermore,
the fulfilment of the psychological contract positively associates proactive working behavior with
the wellbeing of knowledge workers. Along with proactive work behavior, two dimensions of
well-being were examined as outcome variables. Our analysis also shows that knowledge-intensive
organizations, intending to develop the proactivity of their employees and nurture a high level of
well-being in their lives and in the workplace, should ensure that they fulfil the expectations and
obligations of the psychological contract. One way to achieve this is for managers to employ an
inclusive management style, which supports an atmosphere of a safe working environment in a
diverse setting and allows employees to feel comfortable sharing their opinions and ideas. The study
of inclusive leadership in the context of knowledge-intensive organizations provides human resource
professionals and employee managers with important insights into how inclusive leadership can
effectively contribute to the psychological contract, which, consequently, will lead to proactive work
behavior and improve employees’ workplace and life-related well-being.

Keywords: inclusive leadership; psychological contract fulfilment; employee well-being; workplace
well-being; life-related well-being; proactive work behavior; business services sector professionals

1. Introduction

One of the contemporary issues in the field of sustainable human resource manage-
ment (HRM) is to account for the increasing importance of the functioning of the cognitive
mechanisms leading to the promotion of knowledge workers’ well-being and their adoption
of proactive work behavior (PWB) [1].

Well-being, which is understood as a person’s subjectively perceived satisfaction with
the physical, psychological, and social state of his or her own life, is disrupted whenever
a person experiences sadness and abandonment or general pain due to work-related
stresses [2]. Currently, researchers and practitioners in the field of business management
and organization agree that in an environment of advanced technology and innovative
digital advancements, knowledge organizations should adopt transparent communication
practices, new leave policies, emotional and professional coaching practices, online learning
programs to allow employees to stay up to date and learn new unique skills, and mental
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health support programs to enhance overall employee well-being (EWB) [3]. To date,
research has shown that the psychological contract (PC) is a belief system representing
an individual’s perception of his or her own and others’ obligations, defined as duties
or responsibilities, which he or she feels obliged to perform [4]. This means that the PC
captures the wide range of elements that make up the employer–employee exchange,
making it a valuable component in employee well-being research [5].

Proactivity refers to a broad class of anticipatory behaviors with the aim of bringing
about changes among employees in relation to themselves and their work environment [6].
The key aspects of proactive work behavior are acting consciously, deliberately, and method-
ologically while anticipating the direction of action’s impact in the future. Furthermore,
previous research shows that proactivity is considered a key way in which knowledge
workers can nurture and manage their resources for future challenges [7]. An employee’s
effectiveness in implementing PWB does not depend solely on his or her knowledge and
skills; it is also a function of the actual and perceived support received from superiors in
fulfilling job duties, which gives rise to its analysis in the fulfilment of the psychological
contract (PCF). In this context, the PCF becomes a driver of employees’ PWB and workplace
and life-related well-being.

Inclusive leadership requires the inclusion in the leadership processes of potentially
every member of an organization who, by developing themselves, can contribute, through
interaction with their supervisor and other employees, to the development of others
and the organization as a whole [8]. It is also argued that managers with an inclusive
management style, i.e., valuing employees’ input and inviting them to collaborate, create a
psychologically safe environment in which employees feel comfortable proactively sharing
their opinions and ideas [9]. Creating an inclusive work environment is a very important
challenge in shaping perceptions of the psychological contract (PC) [8], i.e., perceived
promises and obligations in the organizational space. IL is a person-centered approach;
relationships, emotions, and social justice are at the center of IL [10] and can thus be
associated with PCF.

While human capital is widely recognized as a valuable resource that supports the
long-term success of organizations [11], little is known about how IL and PCF are related
to the adoption of PWB by employees working in the Business Services Sector (BSS) and
their maintenance of workplace and life-related well-being. Currently, research focusing
on the relation of IL to PCF is rare. Moreover, previous research in the area of PCF mainly
considers PCF to be a mediator, e.g., in studies on job satisfaction, employee commitment,
and innovative work behavior [12–15]. However, there is a lack of research on the direct
effect of IL on PCF. In addition, there is still no clarity in the literature on the direct
relationship between PCF, PWB, workplace well-being (WWB), and life-related well-being
(LWB). Therefore, this study highlights the key links between PCF and employees’ uptake
of PWB and their sense of WWB and LWB.

This study contributes to the existing knowledge base in five ways. First, the study
tests the direct mechanism behind the relationship between IL, PCF, two dimensions of
well-being (namely, WWB and LWB), and knowledge workers’ proactivity. Second, IL is
shown to be directly positively associated with PCF. Third, empirical evidence suggesting
that PCF supports PWB, specifically the well-being of knowledge workers, is provided.
Fourth, this study extends the understanding of the PC and IL concepts by pointing to a
new ‘inclusive’ framework of knowledge workers’ interactions to initiate their proactivity
and support their well-being. Fifth, the direct mechanism outlined is tested in the context of
the BSS sector, thus enriching the theories of PC and IL. Sixth, the survey of a representative
research sample of 1000 knowledge workers provides an indication that BSS executives
should pay more attention to building relationships in the workplace and giving due
importance to maintaining employee well-being.
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2. Theoretical Framework and Research Hypotheses
2.1. Inclusive Leadership and the Fulfilment of the Psychological Contract

Present day managers play a key role in leading employee-facing activities that cre-
ate a climate of inclusion in the workplace and contribute to the effective initiation and
maintenance of interpersonal relationships. Inclusive leadership is defined as a leadership
style that focuses on the accessibility, openness, and approachability of managers as well
as on prioritizing the well-being of employees, listening to their individual needs and
expectations, and supporting their participation in shared decision making [16,17]. In defin-
ing the concept in question, Nembhard and Edmondson [9] emphasize that it specifically
refers to the creation of a safe environment in a diverse setting where all team members
can be themselves. Thus, it can be assumed that inclusive leadership is more humanistic
than other leadership styles because it is a person-centered approach as opposed to an
organization-centered approach [18].

According to research in this field, IL prioritizes the uniqueness of employees and
places greater emphasis on cultivating, collaborating, and developing reciprocal relation-
ships [19–21]. Regarding this issue, Ferdman and Deane [22] argue that IL practices not
only shape the experiences of individuals but also the form and quality of the relation-
ships employees establish with their employers. Furthermore, specific leadership styles,
including IL styles, can influence employees’ PCs [21,23]. This is supported by research
indicating that through leadership, managers contribute to improving the psychological
conditions of employees in the workplace [23–25]. Considering IL, which focuses on foster-
ing employees’ uniqueness, providing employees with autonomy, enhancing their sense of
belonging to the team, building relationships and trust within the team, valuing employee
contributions, etc., this manuscript assumes that this type of leadership is positively related
to PCF. With this in mind, the following hypothesis is posited:

Hypothesis 1 (H1): Inclusive leadership positively relates to the fulfilment of the psychological
contract.

2.2. Psychological Contract Fulfilment and Proactive Work Behavior

The roots of the PC can be traced back to Social Exchange Theory (SET) [26], in which
the common relationship between employees and managers functions through meaning
and reciprocity. From the multitude of definitions found in the literature [27–29], it can be
clearly inferred that the PC is the result of implicit and unspoken norms that characterize
the interaction between an employee and their employer. The idiosyncratic connection
established outlines a series of promises, expectations, and obligations made by both par-
ties to the relationship. Following the theoretical considerations of Rousseau [29], the
PC defines, on the one hand, how an employee builds a long-term perspective of job
security and opportunities for individual development and, on the other hand, how an
employer seeks to ensure their employee’s commitment to the interests of the organization.
In their organizational activities, both employees and employers strive to match their
expectations with what they receive from the other party. The degree of alignment between
the fulfilment of mutual expectations translates into both the employee’s performance at
work and the employee’s perception of how much the employer values the individual
as an employee [25]. Consequently, what employers pay attention to has a significant
impact on how employees direct their efforts, how well they perform their tasks, and what
goals they achieve [24] while adopting certain attitudes and behaviors such as organiza-
tional commitment, work engagement, trust, or organizational citizenship behaviors [30].
As Gadomska-Lila and Rogozińska-Pawełczyk [31] emphasize, employees’ attitudes and
work behaviors are strongly influenced by the PC. When employees feel listened to and
valued, they willingly undertake pro-organizational activities through their own initia-
tive. PWB, therefore, emerges as a result of employees’ sense of motivation, satisfaction,
and commitment.
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When employees believe that their employer understands them properly and behaves
in accordance with their socio-emotional needs, employees become more engaged and
are more likely to go ‘above and beyond’ the demands and expectations of their job [32].
Accordingly, managers view employee proactivity as self-initiated, productive efforts
exerted by an employee to induce organizational changes at the functional level to improve
the way in which work is accomplished [33]. Such behaviors may include improved work
procedures [7], soliciting feedback [34], and proactively adapting to new environments [35],
among others.

Several studies in this field indicate that there is a positive relationship between the
PC and employees’ work behavior [24,25,36,37]. As noted in the literature, the fulfilment
of assumptions derived from the PC can lead to the development of desired outcomes
and work results [38]. Based on the above research indicating that supporting employees,
respecting and trusting them, and listening to their individual needs can enhance their
behavioral responses, leading to PWB, the following hypothesis is proposed:

Hypothesis 2 (H2): Fulfilment of the psychological contract positively associates with proactive
work behavior.

2.3. Psychological Contract Fulfilment and Employee Well-Being

The most general term for well-being refers to how individuals evaluate their lives,
including their mental states, social life, health, work environments, and corresponding
material issues [39]. The concept of well-being refers not only to the absence of illness or
disease but also to subjective, psychological, social, and physical health, all of which can
have a profound relationship with employability, productivity, satisfaction, and security
in the workplace [40]. Well-being is a positive state related to the experience of emotions
and the cognitive appraisal of our lives [41]. The importance of well-being is beneficial for
individuals, organizations, and society as a whole [42]. As suggested by Carolan et al. [43],
employees that feel high levels of well-being are characterized by enthusiasm for life
and are actively and productively engaged with others and in social institutions. Since
well-being is a multidimensional and multifaceted construct, there is a lack of consensus
among researchers regarding employee well-being and workplace well-being. Therefore,
the concept of well-being will be analyzed in this manuscript in relation to two areas:
work and life. Workplace well-being is defined as all aspects of working life, ranging from
the quality and safety of the work environment to how employees feel at work and how
they cope with the relationships they have and the challenges they face [44]. In an age of
knowledge-intensive organizations, supporting employees, providing them with autonomy,
and engaging with them not only improve their productivity but also enhance their well-
being [45]. According to Zheng et al. [46], life-related well-being includes personal care,
reflecting the employee’s personal emotions, and family care, reflecting the problems of
family life. When employees feel the promises made by an organization are fulfilled,
positive energy is generated, which translates into their overall life-related well-being [47].

Research on well-being is on an upward trajectory, and many scholars have made signifi-
cant contributions to the understanding of the concept. For example, researchers [39,41,48–50]
have investigated the financial, social, spiritual, and socio-psychological well-being of con-
sumers; the emotional and psychological well-being of employees; and mental well-being
and physical well-being in general. Previous research on well-being [1,51,52] indicates that
it is related to feeling certain emotions in work situations, experiencing job satisfaction,
evaluating the meaning of work, job engagement, job crafting, or feeling meaningful at
work. However, as also noted by several researchers [53–55], there still has not been a de-
scription of the process that leads to increased levels of employee well-being following the
establishment of PCF. Based on the above theoretical quandaries, the following hypothesis,
together with two specific hypotheses, was developed:
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Hypothesis 3 (H3): Fulfilment of the psychological contract positively associates with employee
well-being.

Hypothesis 3a (H3a): Fulfilment of the psychological contract positively relates to workplace
well-being.

Hypothesis 3b (H3b): Fulfilment of the psychological contract positively relates to life-related
well-being.

In this study, a conceptual model depicting the aforementioned relationships was
developed (Figure 1).
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3. Research Methodology
3.1. Procedure and Participants of the Study

The study population was composed of organizations representing knowledge-intensive
industries, with an emphasis on service subsectors that employ scientific and technological
knowledge, i.e., research and development (R&D), engineering, IT, and ICT services. This
group includes entities providing modern business services, including business service
centers (BPO, SSC/GBS, IT, and R&D), of which 1513 were operating in Poland in Q1
of 2022 (2/3 of which were owned by foreign investors) [56]. The specificity of work
with a high degree of complexity and variability requires employees to make additional
efforts in the form of engaging in activities that transcend the roles associated with the
workplace (extra-role behaviors). Moreover, due to the nature of the work, there may be
significant opportunities to engage in such behavior. Proactive activities can build both
the task-related and contextual efficiency and productivity of employees, for which the
psychological contract plays a large role. Therefore, this study included organizations in
knowledge-intensive industries (with an emphasis on services) in which employees who
are providers of specialized and unique knowledge in companies specializing in creating
innovative services for external contractors are employed.

The analysis was based on the results of an in-house study, namely, a nationwide
questionnaire survey conducted using the CATI technique (n = 1000). The estimation error
was 4.38% in both cases, which allowed for the results to be generalized to the Polish BSS
general population.
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As this study used a structured survey questionnaire, it became necessary to determine
whether the data were free of common method bias. To this end, Harman’s one-factor
test was performed, grouping all items into a single factor for the test of common method
bias [57]. The results of the calculations were satisfactory, as the total variance of the factor
calculations was no more than 35.2% or less than 50% [58]. Thus, the results were free from
common method bias [57].

PS IMAGO 27-IBM SPSS Statistics 27.0 statistical software [59] was used to conduct
the quantitative CATI survey, while WarpPLS 7.0 was used to perform structural equation
modelling to verify and evaluate the hypothesized measurement model [60]. Selected
characteristics of the sample are presented in Table 1.

Table 1. Characteristics of the survey sample (n = 1000).

Criteria Values
Total

n %

1000 100.0

Gender
Male 433 43.3

Female 567 56.7

Age

Under 30 years 53 5.3
30–39 years 341 34.1
40–49 years 323 32.3
50–54 years 185 18.5
55 and over 97 9.7

Education level

Bachelor’s degree 75 7.5
Master’s degree 824 82.4

Ph.D. 75 7.5
Prof. 26 2.6

Total length of service
Up to 5 years 56 5.6

6–10 years 132 13.2
Over 10 years 811 81.1

Length of service with current company

Up to one year 81 8.1
One to five years 350 35.0

6–10 years 290 29.0
Over 10 years 279 27.9

Size of the organization’s workforce
10–49 279 27.9
50–249 298 29.8

250 or more 423 42.3

Form of ownership of the organization Public 110 11.0
Private 890 89.0

Work position Manager 500 50.0
Non-manager 500 50.0

3.2. Research Instruments

The research procedure began with the construction of a measurement instrument.
The measurement instrument used for this study consisted of a battery of tests combined
into a single survey questionnaire in the form of a computer-assisted telephone interview
technique (CATI). The study variables were measured using a set of items derived from
adaptations of existing research tools developed by Ashikali [61]; Rousseau and Tijori-
wala [62]; Guest and Conway [63]; Parker and Collins [64]; and Zheng and colleagues [46].
As all measurement tools were available in the English language literature, they required a
process of cultural adaptation prior to the study, as recommended by Behling and Law [65].
Cultural adaptation began with translating the English versions of the tests into Polish.
Three independent judges competent in English philology, work and management psychol-
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ogy, and statistical methods were then asked to complete the questionnaires in the original
version. In the next step, a test–retest procedure was carried out, and r-Pearson correlation
coefficients were calculated between all items found in the measurement tools for both
the English and Polish versions. All items achieved a statistically significant correlation
value of up to 0.001, and the entire aggregated survey questionnaire achieved an acceptable
Cronbach’s alpha coefficient (α = 0.82).

Inclusive Leadership (IL) was measured using the Inclusive Leadership Scale [61].
Since previous studies have found discrepancies between managers’ and employees’ as-
sessments of leadership, the use of aggregated employee ratings has been suggested [66].
Therefore, one aggregated measure measuring IL was used to assess leadership behav-
ior exhibited by knowledge workers; the measure had 13 items. Sample items included
statements such as “My leaders encourage me to discuss diverse viewpoints and problem-solving
perspectives with my colleagues”. Respondents answered each item using a 5-point Likert
scale ranging from 1—“strongly disagree” to 5—“strongly agree”. The Cronbach’s alpha
coefficient reached a high level of reliability (α = 0.87).

Psychological contract fulfilment (PCF) was measured by determining the extent to
which expectations and obligations under the psychological contract were fulfilled by the
employee and the employer. All 17 items used to measure the degree of PCF were adapted
from the work of Rousseau and Tijoriwala [62] and Guest and Conway [63]. The extent to
which an employee fulfilled the psychological contract was measured using two groups of
items: “How would you rate your supervisor’s fulfilment of promises and commitments?” (8 items)
and “To what extent do you fulfil the promises and commitments you have made to your
supervisor?” (9 items). Respondents completing this part of the survey questionnaire were
asked to indicate the extent to which they felt that they and their employer had fulfilled the
terms of the psychological contract. Responses were given on a 7-point Likert scale ranging
from 1—“not at all fulfilled” to 7—“completely fulfilled”. The assessment of PCF had a high
degree of reliability, with an alpha-Cronbach’s coefficient of α = 0.81.

Proactive work behavior (PWB): a set of 24 items derived from adaptations of existing
survey tools was used to measure the research variables, which were selected based on
a literature review taking into account the 3-factor model of proactive work behaviors
developed by Parker and Collins [64]. The measurement tool was used to diagnose the
respondents’ adoption of proactive behaviors, which were generally understood as using
their initiative and being self-advocative, given the decentralized nature of the work
environment and the pressure to innovate. PWB was measured as the sum of the scores
obtained for all items. A higher score indicates more frequent presentation of proactive
behavior at work by knowledge workers. Items in the questionnaire included statements
such as “at work I take the initiative first on various issues”, “to improve my work I come up
with new ideas and changes in procedures”, and “I come up with and implement ideas that seem to
benefit the company and customers”. A 7-point Likert scale was used as a method of response,
where 1 meant “never” and 7 denoted “always”. The reliability of the tool was as follows:
α = 0.79.

Employee well-being (ELW): an adaptation of the Employee Well-being Questionnaire
developed by Zheng and colleagues [46] was used to assess employee well-being. Employee
well-being (EWB) was measured using 2 subscales: workplace well-being and life-related well-
being. The first subscale includes six items, including: “I find real pleasure in my work” and
“I can always find ways to enrich my work”, which refer to employees’ work. This subscale
is referred to as WWB. A high score indicates a high degree of satisfaction with one’s
workplace. The second subscale was also measured via six items, and example items
include “My life is very enjoyable” or “I am close to my dreams in most aspects of my life, which
are relevant to employees’ lives”. This subscale is referred to as the LWB. Participants used a
7-point Likert scale (1 = “strongly disagree”; 7 = “strongly agree”) to respond to each item.
The EWB scale showed a high level of internal consistency (α = 0.90).
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4. Results
4.1. Statistical Analysis

This section first provides descriptive statistics. For this purpose, Pearson correlation
calculations (including a test of significance) were carried out for all variables measured in
this study. The distribution of the five variables used in this study is characterized by a low
degree of variability (SD). The arithmetic mean and median indicate that the significance
levels of the study variables are quite high and that the skewness of the distribution is
of high strength. The correlations between the variables were found to be positive and
statistically significant, as shown in Table 2. For the pairs of variables studied, the strength
of the relationship was significantly high (*** p < 0.001), which provided a further basis for
continuing the exploratory analyses.

Table 2. Descriptive statistics of main variables of interest.

Dimensions M Me SD S K p IL PCF PWB WWB LWB

IL 4.18 3 1.05 −0.10 −0.48 <0.001 *** 1.00
PCF 5.72 5 1.18 −0.33 −0.42 <0.009 *** 0.243 *** 1.00
PWB 5.25 3 0.89 −0.09 −0.45 <0.001 *** 0.176 *** 0.140 *** 1.00
WWB 6.12 5 1.23 −0.024 −0.39 <0.001 *** 0.114 *** 0.136 *** 0.122 *** 1.00
LWB 6.22 5 1.27 −0.15 −0.28 <0.001 *** 0.201 *** 0.108 *** 0.119 *** 0.206 *** 1.00

Note: *** <0.001. n = 1000. M—mean; Me—median; SD—standard deviation; S—coefficient of skewness;
K—kurtosis; p—Mann–Whitney test probability; correlation tested using Pearson’s linear correlation coefficient
(r) *** p < 0.001. (IL—Inclusive Leadership; PCF—Psychological Contract Fulfilment; PWB—Proactive Work
Behavior; WWB—Workplace well-being; LWB—Life-related well-being).

4.2. Reliability and Validity Analysis

The statistical analysis was followed by an assessment of the metric properties of
the tool used for this study, which confirmed its good properties. Both the assessment of
inclusive leadership, the fulfilment of the psychological contract, proactive work behavior,
and total employee well-being (variable EWB) and the two subscales of the subscales
(WWB and LWB) had high reliability. The Cronbach’s alpha coefficient exceeded 0.7 in
each case [67]. In order to evaluate the suitability of the data for further factor analysis
and assess the fit of the model, two tests were performed, namely, the Kaiser–Meyer–Olkin
(KMO) and Bartlett’s sphericity tests [68], the results of which are shown in Table 3. The
KMO value obtained is 0.788, ranging from 0.8 to 1, thus confirming the good properties
of the data. Also, the Bartlett’s test of sphericity applied at a significance level of p < 0.001
indicated a reasonable application of factor analysis.

Table 3. KMO, Bartlett’s sphericity test, and reliability rating.

Specifications IL PCF PWB WWB LWB EWB

KMO 0.851 0.776 0.724 0.816 0.732 0.830

Bartlett’s
sphericity test

χ2 (13) = 1062.5
p < 0.001 **

χ2 (17) = 2561.2
p < 0.001 **

χ2 (24) = 2614.0
p < 0.001 **

χ2 (6) = 2264.1
p < 0.001 **

χ2 (6) = 1056.1
p < 0.001 **

χ2 (12) = 2041.5
p < 0.001 **

Cronbach’s
Alpha 0.874 0.814 0.791 0.803 0.859 0.896

Note: IL—Inclusive Leadership; PCF—Psychological Contract Fulfilment; PWB—Proactive Work Behavior;
WWB—Workplace Well-Being; LWB—Life-Related well-being. p— Bartlett’s sphericity test; correlation tested
using Pearson’s linear correlation coefficient (r) ** p < 0.01.

4.3. Measurement Model

The next stage of the analysis involved conducting a confirmatory factor analysis
(CFA) using maximum likelihood estimation to test the discriminant validity of the items
of each construct (inclusive leadership, fulfilling the psychological contract, proactive
work behavior, workplace well-being, and life-related well-being) at the individual level
(n = 1000). The most common method used to estimate parameters in CFA models is
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maximum likelihood (ML) because of its attractive statistical properties (i.e., asymptotic
unbiasedness, normality, consistency, and maximal efficiency) [69].

The model tested included a measurement of all five variables analyzed. The diag-
nostic statistics of the measurement and structural model showed that the fit of the data
to the measurement model (external) was at an acceptable level within the application of
the standardized mean squared residual (SRMR = 0.06). In contrast, an analysis of the
overall predictive power of the structural (internal) model showed that the model had
a good model fit, as illustrated by the following statistics: chi-square test (χ2 = 1845.7;
df = 953; χ2/df = 1.937) and root mean square error of approximation (RMSEA = 0.059).
The absolute goodness-of-fit index also presented good levels: GFI = 0.864; AGFI = 0.901.
All recommended fit indices were significant and within acceptable limits [70], as shown
in Table 4.

Table 4. Measures of model fit.

Factor Value Factor

χ2 = 1845.7, df = 953
p < 0.0001

χ2 df = 1.937

RMSEA 0.059
90% CI 0.058–0.061

CFI 0.909
GFI 0.864

AGFI 0.919
SRMR 0.06

Note: χ2—chi-square statistic, df—number of degrees of freedom, RMSEA—root mean square error of approxima-
tion, 90%CI—90% confidence interval for RMSEA, GFI—goodness-of-fit index, AGFI—adjusted goodness-of-fit
index, CFI—relative fit index, and SRMR—standardized root mean square residual.

In the next stage of the analytical procedure, convergent and discriminant validity was
examined. Composite reliability (CR) and average variance extracted (AVE) coefficients
were calculated to evaluate the reliability of the measurements. Analysis of the coefficients
showed that all the measurements had a high level of measurement accuracy and were
above CR/AVE/α > 0.5 and 0.70, respectively [71]. The analyses conducted proved that
the positive square root of the AVE for each latent variable was found to be higher than
the highest correlation with any other latent variable. Therefore, discriminant validity was
established at the construct level. The details are presented in Table 5.

Table 5. Convergent and discriminant validity.

CR α AVE IL PCF PWB WWB LWB EWB

IL 0.79 0.87 0.52 -
PCF 0.86 0.81 0.49 0.19 *** -
PWB 0.90 0.79 0.41 0.14 *** 0.61 *** -
WWB 0.89 0.80 0.49 0.24 *** 0.49 *** 0.21 *** -
LWB 0.88 0.86 0.51 0.22 *** 0.71 *** 0.28 *** 0.76 *** -
EWB 0.91 0,90 0.49 0.31 *** 0.56 *** 0.49 *** 0.51 *** 0.49 *** -

Note: (α) = Cronbach’s Alpha; CR = Composite Reliability; AVE = Average Variance Extracted; IL—Inclusive
Leadership; PCF—Psychological Contract Fulfilment; PWB—Proactive Work Behavior; WWB—Workplace well-
being; LWB—Life-Related well-being; EWB—Employee Well-Being total; *** p < 0.001.

4.4. Structural Model

In order to test the research hypotheses derived from the literature and empirically
validate the hypothesized research model, we carried out structural equation modelling
(SEM) in a stepwise fashion, leading to a model containing all the main constructs under
study. This method is often chosen because SEM can measure the direct effect of latent and
observed variables [72]. The results indicate that all factor loadings have values above 0.5,
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and for many items (empirical indicators), they are close to 0.8 (Figure 2), thus confirming
their high degree of association with the latent variable. In addition, for each variable,
the coefficients are statistically significant at the p < 0.05 ** level. Therefore, the factor
structure confirms the measurement model. The values obtained for the recommended fit
indices showed a good fit between the data and the model and were as follows: χ2 = 1921.3,
df = 1137, χ2 df = 1.689, CFI = 0.906, GFI = 0.872, AGFI = 0.913, RMSEA = 0.061, and
SRMR = 0.074.
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The results of the analysis, presented in Figure 2, showed that the model confirmed
significant direct relationships between the study variables.

The results obtained support hypothesis H1, proving unequivocally that inclusive
leadership (β = 0.65, p < 0.05) has a significant positive effect on the fulfilment of the
psychological contract. Moreover, the fulfilment of the psychological contract significantly
positively associated with proactive work behavior (β = 0.58, p < 0.05) as well as workplace
well-being (β = 0.67, p < 0.05) and life-related well-being (β = 0.51, p < 0.05). Thus, hypothe-
ses H2 and H3a and b were fulfilled. The results indicate that fulfilling the psychological
contract has the greatest degree of relation to workplace well-being and a relatively smaller
degree of relation to life-related well-being.

5. Discussion and Implications

The aim of this study was to obtain empirical evidence with which to explain the
relationship between inclusive leadership, psychological contract fulfilment, and two di-
mensions of well-being (namely, workplace and life-related well-being) and knowledge
worker proactivity. Data were collected from knowledge workers employed in BSS organi-
zations. Structural equation modelling produced interesting findings that confirmed the
research hypotheses.

The results of this study suggest that IL significantly contributes to PCF, which sup-
ports hypothesis H1. This can be explained by the occurrence of a strong sense of bonding
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between employees and the organization for which they work, trust in superiors, and
healthy competition between knowledge associates. Research by Mansoor et al. [73] in-
dicates that IL, which focuses on fostering employee uniqueness, acquiescing to flexible
knowledge, sharing in the decision-making processes, reinforcing an employee’s sense
of belonging to a team, building relationships and trust, and valuing the contributions
employees make to their company, encourages employees to interact in different relational
configurations to implement new actions and solutions without fear of consequences.
Therefore, such inclusive behaviors exhibited by managers should be elicited to strengthen
the employee–supervisor relationship and the employee–organization relationship [74].

The results also support hypothesis H2, which states that PCF is positively related to
PWB. The findings regarding this relationship are consistent with those of other empirical
studies [12,73,75]. The results indicate that it is an open relationship characterized by
mutual trust between employee and employer that enhances individuals’ psychological
ties to their workplace and triggers employees’ work-related proactivity. In addition,
the fulfilment of PC leads to the induction of employee commitment and dedication to
organizational issues focused on work improvement and innovation.

It was further found that employee well-being, i.e., indicators of workplace well-being
and life-related well-being, were consequences of PCF. Thus, the results also support main
hypothesis H3 and specific hypotheses H3a and H3b. The existing literature shows that
PCF leads to work-related outcomes (work-related outcomes) [76,77], including positive
employee well-being [8]. According to Meyer and Bartels [78], the information that organi-
zations send to employees, which is related to the expectations and obligations imposed
on them, often acts as a critical factor influencing their levels of workplace well-being and
life-related well-being. Employees feeling a sense of reciprocity will receive continuing
and extending the benefits from their work role, thereby generating positive emotions [79]
and contributing to the development of workplace well-being. The results obtained also
contribute to the understanding of the exchanges taking place within the employment rela-
tionship, in which there is a clear employee-organization link, in addition to, although with
less of degree of relation, to the understanding of new findings on the relationship between
PCF and life-related well-being. More recently, in support of the research presented here,
Knapp et al. [80] described psychological contracts as inherently universal and suitable for
analyzing exchange relationships that transcend specific employment circumstances and
organizational boundaries, thus identifying individuals’ cognitive and affective evaluations
of their lives and life satisfaction.

Knowledge diffusion, which is often equated with knowledge sharing, is also an im-
portant challenge associated with effective inclusive leadership. It is particularly important
to source knowledge from the most valued employees with core competencies, who are
called knowledge workers. Their knowledge is an excellent basis for the knowledge of
other individual employees and the organizational knowledge of the organization. The
knowledge-sharing behaviors evoked by effective inclusive leadership are both intrinsi-
cally and extrinsically motivating for knowledge workers, resulting in their emotional
attachment and higher levels of identification and commitment, which, in turn, lead to
increased levels of proactivity and well-being. The literature suggests that individuals come
to organizations with certain desires and skills in order to satisfy their basic needs [81].
When an organization, through effective inclusive leadership, provides them with op-
portunities to have their needs met, they reciprocate, in fulfilment of the psychological
contract, with behaviors and attitudes such as proactivity and well-being. This is supported
by research findings indicating that knowledge-sharing practices are typically initiated
by organizations and leaders [82] but also involve individual employees and develop
through actions proactively initiated by them [83] Furthermore, among knowledge work-
ers, both intrinsic and extrinsic motivation to share knowledge promotes higher levels of
well-being. Knowledge-sharing behaviors that are intrinsically rewarding evoke positive
emotions, leading to the realization of positive interpersonal relationships with individuals
and organizational units [81]. On the other hand, an extrinsic motivation for knowledge
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sharing plays a key role in triggering the cognitive processes of cost–benefit assessments
and proactive action for the organization [84].

These findings enrich the literature by indicating that employees’ positive associations
with inclusive leadership can enhance the fulfilment of their mutual relationships. In turn,
employees’ positive associations with fulfilling the psychological contract can stimulate
proactive work behaviors and enhance knowledge workers’ work-life-related well-being.

5.1. Theoretical Implications

The theoretical contribution of this study is primarily manifested in four aspects.
Firstly, this study tests a direct mechanism linking IL, PCF, PWB, WWB, and LWB. It proves
that inclusive leadership positively associates with the fulfilment of the psychological con-
tract. In addition, fulfilling the psychological contract is positively associated with proactive
working behavior and the two analyzed dimensions of knowledge worker well-being.

Secondly, this study integrates individual variables (psychological contract fulfilment),
organizational variables (inclusive leadership), and knowledge workers’ attitudes (proac-
tive work behavior and employee well-being), which enriches the existing literature on the
mechanism of interaction and extends researchers’ theoretical perspectives.

Thirdly, this study extends the understanding of the concept of PCF, indicating a new
‘inclusive’ framework for the interactions of individuals and teams but also interactions at
the organizational level contributing to stimulating proactive work behavior and employee
well-being. Finally, the model was tested in the specific context of the functioning of Polish
organizations in the knowledge-intensive industry, thus enriching IL theory.

5.2. Practical Implications

The empirical evidence from this study also has practical implications. First of all, the
results of this study can guide the ‘inclusive’ actions of BSS companies, wherein knowledge-
intensive employee empowerment work is crucial.

Secondly, when managers who value employees’ contributions and invite them to
collaborate create a psychologically safe environment in which the employees feel comfort-
able sharing their opinions and ideas, this contributes to filling its psychological contract.
Therefore, organizations, managers, and supervisors need to understand the importance of
meeting expectations as part of fulfilling the psychological contract.

Furthermore, the research carried out points out that when comparing PCF with
WWB and LWB, PCF was related to WWB to a greater extent. In view of this, human
resource professionals and managers managing knowledge workers should ensure that
direct supervisors are trained to support their employees in feeling comfortable proactively
creating and sharing their ideas and innovative solutions. It is also the supervisor’s
responsibility to create an environment where their employees treat each other with respect
in an atmosphere of a safe working environment in a diverse setting.

Fourthly, the study of PCF in the context of knowledge-intensive organizations un-
equivocally shows that when an employee feels safe at work; is encouraged to exchange,
discuss, and utilize the diverse qualities of the workforce; and is fully supported in terms
of participation with respect to meeting needs for individuation and belonging, this auto-
matically leads to improved life-related and work well-being and an increase in proactive
work behavior.

5.3. Limitations and Further Research

The current study also has several limitations that need to be taken into account
in further investigations. Firstly, this study was only conducted on Polish knowledge-
intensive organizations from the BSS. This group was representative of Poland; thus,
conclusions regarding the areas studied can only be made with respect to this country and
this specifically selected research group. In the future, similar comparative research could
be conducted in other European countries with a similar organizational culture. It would
also be worth extending the scope of this study to ascertain how the relationships between
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the analyzed variables are perceived by employees of organizations from other sectors of
the economy, e.g., research, social care, justice, state administration, tourism, or health care.

Secondly, data were collected on knowledge-intensive companies operating solely
under Polish cultural conditions. Therefore, it would be advisable to conduct further
research in other national contexts, thereby providing the possibility to generalize the
results to other countries.

Thirdly, two dimensions of employee well-being were included in this study. In
future research, more dimensions of well-being can be identified and tested, such as
emotional well-being, subjective well-being, social well-being, or psychological well-being.
Similarly, the three factors of proactive work behavior, i.e., proactive person–environment
fit behavior, proactive work behavior, and proactive strategic behavior, as recommended
by Parker and Collins [64], can be tested separately in relation to the implementation of the
psychological contract.

Fourthly, this study only considered inclusive leadership, which is related to the
fulfilment of the psychological contract by knowledge workers. Future research can test
how other types of leadership, e.g., transactional or educational, are related to the fulfilment
of the psychological contract by knowledge workers employed in the BSS.

Fifthly, despite the focus on the relationship of IL with FPC and the relationship of
FPC with PWB, PWB, WWB, and LWB, we recognize that other non-research variables,
e.g., sociodemographic variables such as gender, age, or job position, may be crucial in the
construction of PWB and with regard to the well-being of knowledge workers.

Sixthly, this study did not consider moderating and mediating mechanisms through
which any causal pathways could be established. In addition, further research using, for
example, longitudinal studies is recommended, which could reveal a more precise picture
of the relationships found and would allow for the directions of causality to be explored.

6. Conclusions

In summary, this study focuses on identifying the relationship between inclusive
leadership, psychological contract fulfilment, and two dimensions of well-being (namely,
workplace and life-related well-being) and proactive work behavior. Based on the literature
review, a hypothetical model was constructed that predicted the direct effects on the
variables studied. The direct effect was intended to illuminate the positive relationship
between IL and PCF and the direct effect of PCF assumptions on PWB. The assumed direct
mechanism was also intended to illustrate the relationship between PCF and well-being
and PWB.
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