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Purpose: Leaders try to stimulate follower taking charge to promote organizational change and 
effectiveness in current increasingly complex and changing environment. Based on social 
identity theory, we developed a mediated moderation model in which affective commitment 
was theorized as a mediating mechanism underlining why followers feel motivated to taking 
charge with the supervision of inclusive leadership. Furthermore, traditionality should be 
a relevant boundary condition to moderate such a relationship in China.
Methods: There was three times lagged research conducted at the city of Shanghai, 
Shenzhen, and Nanjing. A series of valid questionnaires were accomplished by 246 partici-
pants, including the inclusive leadership, affective commitment, traditionality, and follower 
taking charge. Our model adopted hierarchical regression analysis to explore hypothesis.
Results: Inclusive leadership is positively related to affective commitment (β= 0.589, p < 0.001). 
Affective commitment was positively related to follower taking charge (β= 0.165, p < 0.01). 
Affective commitment mediates the relationship between inclusive leadership and taking charge 
with 95% bias-corrected confidence intervals [0.068, 0.233]. Interactive effect of affective commit-
ment and traditionality on follower taking charge was also significant (β=–0.189, p <0.001), and the 
effect of affective commitment on follower taking charge was more pronounced and positive with 
low (b = 0.361, p <0.001) rather than high (b =0.172, ns.) level of affective commitment. Moreover, 
the indirect effect of inclusive leadership on taking charge through affective commitment was 
significant when traditionality was low (b = 0.270, 95% CI = [0.179, 0.371]), the indirect effect 
became insignificant with high traditionality (b = 0.046, 95% CI = [–0.034, 0.123]).
Conclusion: Our study shows that affective commitment mediates the relationship between 
inclusive leadership and follower taking charge. Moreover, the influence of affective com-
mitment on follower taking charge was moderated by traditionality. Affective commitment 
was positively associated with taking charge only for followers with low traditionality. 
Additionally, the mediated moderation relationship between inclusive leadership and fol-
lower taking charge via affective commitment was stronger under low traditionality.
Keywords: inclusive leadership, affective commitment, traditionality, follower taking 
charge, social identity theory

Introduction
Recently, a new competitive environment featuring economic globalization, mobile 
Internet, and big data has made organizational change as a normal. Whereas proactive 
behavior is an important factor in the organization’s rapid development.1,2 Therefore, 
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how to effectively stimulate employees’ proactive behaviors 
have become an important issue in organizational manage-
ment. As an important form of proactive behavior, the positive 
effect of taking charge of organizational change and develop-
ment has been more verified.3–5 Taking charge has been 
defined as voluntary and constructive efforts, by individual 
subordinates, to effect organizationally functional change con-
cerning how work is executed within the contexts of their jobs, 
work units, or organizations6 which is risky for followers to 
implement taking charge. Therefore, the inclusiveness and 
support of leaders for followers’ trial and error is the basic 
condition for followers to actively engage in taking charge.

Inclusive leadership shows accessibility, interactive, fair, 
and error-tolerant in the process of interaction with 
followers.7–9 Inclusive leadership is different from other lea-
dership styles,7 which encourages employees to put forward 
their own views and ideas boldly, and is tolerant of employees’ 
trial and error behavior, which helps to promote a positive 
impact on employee’s working attitude and working behavior 
under diverse conditions,8−10−13 such as innovative 
behavior,14,15 employee involvement16 and organizational citi-
zenship behavior.17 Previous studies have shown that leader-
ship behavior is an important predictor of taking charge.5,18–22 

Although Zeng et al23 examined the relationship between 
inclusive leadership and taking charge, which was based on 
the perspective of self-determination and social information 
processing to explain the influence of inclusive leadership on 
taking charge, but ignored the emotional factors of employees. 
Because it is not a simple contractual exchange relationship 
between employees and organizations, and their interaction 
process is often mixed with complex emotional factors,24,25 

which is difficult to systematically explain the effect of inclu-
sive leadership on taking charge from a cognitive perspective. 
Therefore, it still contains key gaps that explain how inclusive 
leadership affects followers’ taking charge from an emotional 
perspective.

Our study uses social identity theory26 to illuminate the 
gap how inclusive leadership relates to follower taking 
charge from affective commitment perspective. According 
to social identity theory,26,27 under the influence of leader’ 
behavior of inclusive leadership, followers’ sense of identity 
and belonging to the organization will be increased,28 and 
followers’ degree of psychological recognition and accep-
tance of organizational prospects and values also will be 
improved,29 which would promote followers to produce 
affective commitment to the organization. Affective commit-
ment is closely related to followers’ willingness to maintain 
the organization’s honor and take corresponding actions for 

organizational development,30,31 such as taking charge. 
Therefore, in order to explore the emotional mediating 
mechanism of inclusive leadership influencing followers’ 
taking charge, this research examines how inclusive leader-
ship influences followers’ taking charge through the potential 
mechanism of affective commitment.

In the context of Chinese culture, the influence of culture 
cannot be ignored when exploring followers’ psychology and 
behavior,32,33 such as, China has an old saying “one who 
sticks his neck out gets hit first”, which emphasizes low-key 
compliance. The difference between individual’s personality 
and values has an impact on the final influence of inclusive 
leadership.34 Li et al35 and Yao et al36 believe that the 
difference of followers traditionality may affect the effect 
of leadership behavior on employee outcomes. Traditionality 
is not only one of the most concerned cultural values in the 
transitional period of Chinese society,32 but also the most 
closely related to the study of affective commitment.37,38 

Therefore, our research explores the moderating effect of 
follower traditionality between inclusive leadership, affec-
tive commitment, and taking charge in the context of orga-
nizational management in China.

Our research makes three contributions to the extant 
literature. First, it extends the existing influence of inclusive 
leadership to follower affective commitment, thereby enrich-
ing the literature on inclusive leadership. Second, drawing on 
social identity theory, our study explores affective commit-
ment as an important mediating mechanism through which 
inclusive leadership influence follower taking charge, which 
is from the perspective of emotion and makes up for the 
monotony of exploring only from the cognitive 
perspective.23 At the same time, it also responds to Randel 
et al39 call to explore the relationship between inclusiveness 
and employee behavior outcomes with social identity theory. 
Third, we propose traditionality as a boundary condition 
which moderates the impacts of inclusive leadership on 
nurturing affective commitment and consequent follower 
taking charge in China. The interplay between affective 
commitment and traditionality in boosting the processes of 
follower taking charge provides theoretical and practical 
values. Figure 1 shows the complete research model.

Theory and Hypothesis
Inclusive Leadership and Affective 
Commitment
“Inclusiveness” is a relatively new concept in the field of 
organizational research. In the early stage, inclusive was 
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mainly used in the field of education. Scholars put forward 
the concept of “inclusive education” because of the phenom-
enon of educational diversity and differentiation in Western 
schools, calling on educators to treat students with differ-
ences in race, social status and religion equally.40 It was not 
until 2006 that Nembhard and Edmondson7 introduced the 
concept of inclusive leadership into the study of leadership. 
Inclusive leadership is a leadership style in which managers 
are adept at listening to subordinates’ views and recognizing 
their contributions.41 Inclusive leadership, as an effective 
way of leadership in the new type of leadership, emphasizes 
the establishment of good relationship in the process of 
interaction with subordinates and encourages employees to 
actively participate in the organization through the accessi-
bility, interactive, fair, and fault-tolerant of leadership, to 
realize the support of the organization for employees.16 

Moreover, inclusive leadership emphasizes the individual’s 
sense of belonging and unique values, through the inclusion 
of all members in the working group and the promotion of 
their different contributions and abilities,7,39 which is differ-
ent from other leadership styles.39 For example, transforma-
tional leadership influences subordinates by expanding and 
upgrading their followers’ goals, so that they have confi-
dence to surpass the expectations stipulated in implicit or 
explicit exchange agreements;42 empowering leadership is to 
share power with subordinates and improve their internal 
incentive level;43 servant leadership does not emphasize the 
individual’s self-interest but focuses on the individual’s 
moral responsibility to create success for the organization, 
members and other stakeholders.44

Affective commitment is the core dimension of orga-
nizational commitment.45,46 As a positive emotion, it 
reflects “the degree of employees’ identification, involved 
and affective attachment to the organization”45 Previous 
studies have shown that leadership trust47,48 and organiza-
tional support47,49 can effectively promote followers’ 
affective commitment. According to social identity 
theory,26 inclusive leadership can promote followers to 
feel that they are part of the team, and increase the sense 
of belonging of followers.39,50 Specifically, the impact of 

inclusive leadership on followers’ affective commitment 
is mainly reflected in the following three aspects. Firstly, 
Inclusive leadership can treat followers with different 
backgrounds equally and pay special attention to the ben-
efit distribution of disadvantaged groups in the 
organization,51 so that followers can feel the care and 
care from leaders,52 which makes followers feel 
respected, and then enhances their organizational identifi-
cation. Secondly, inclusive leadership tolerates the perso-
nalized characteristics of subordinates and encourages 
individuals with different backgrounds and different 
values to fully express themselves.16 Inviting followers 
to attend the decision-making process, encouraging and 
accepting the expression of different opinions of employ-
ees, and recognizing employees’ contributions, so that 
followers can fully feel the significance of their work 
and their influence on the work, and further promote 
followers involved in the organization.16 Thirdly, inclu-
sive leadership encourages all followers to seek help at 
any time when new problems arise. Especially when fol-
lowers make mistakes in their work, inclusive leadership 
can forgive their mistakes with a tolerant attitude and 
provide professional guidance to followers in a timely 
manner,39,53 which make followers feel valued and sup-
ported by leaders, and improve followers’ affective com-
mitment. This leads to:

Hypothesis 1: Inclusive leadership is positively related to 
affective commitment.

Affective Commitment and Taking Charge
Taking charge is a follower’s discretionary behavior, 
which conducts constructive change and could produce 
positive affects in job performance and organizational 
effectiveness.6,54 Different from other proactive behaviors, 
such as innovative behavior, voice, and so on,1,2,55–57 

taking charge has the characteristics of proactive, change- 
oriented, and risky.3,22 Therefore, whether followers to 
engage in taking charge depends on the style of leadership 
in organizations.5,18,21,22,54

Figure 1 Hypothesized research model.
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According to social identity theory,26,58 when followers 
identify with the good reputation of an organization, fol-
lowers will strive to strive for and maintain positive orga-
nizational identity,59,60 thus generating a sense of 
responsibility for organizational rewards.28 Previous stu-
dies have shown that affective commitment can effectively 
predict followers’ proactive behavior,16,17,61 while taking 
charge is defined as a challenging and improving organi-
zational efficiency behavior.4,6 Therefore, affective com-
mitment may be an important antecedent variable of taking 
charge, which is divided into three aspects: Firstly, when 
the employees’ affective commitment level is high, they 
have a higher degree of identification and affective attach-
ment to the organization, are more willing to contribute to 
the development of the organization, and focus on making 
organizational change better so as to make taking change 
behavior. Secondly, employees feel that leaders have 
invested a lot in them when they have a high-level affec-
tive commitment, which is also conducive to reducing or 
even eliminating employees’ worries about the risk of 
taking charge, and would promote employees’ taking 
change. Thirdly, followers with high affective commitment 
will be more enthusiastic about investing in the organiza-
tion and maintaining the interests and image of the orga-
nization spontaneously. They have deep feelings for the 
organization that transcend benefits. Therefore, even if 
they may bear the risks brought about by the failure of 
taking charge, the emotional attachment to the organiza-
tion can prompt them to take the initiative to take respon-
sibility for their work and make suggestions for 
improvement regardless of their personal interests. As 
a result, employees with high levels of affective commit-
ment are often able to overcome the risks and difficulties 
faced by transformative behaviors and exhibit more taking 
charge. Hence, the second hypothesis is proposed:

Hypothesis 2: Affective commitment is positively related 
to follower taking charge.

The Mediator Role of Affective 
Commitment
Building upon social identity theory, inclusive leadership can 
promote organizational employees to feel that they are part of 
the team, and increase the sense of belonging of employees, 
which will produce a sense of responsibility to repay the 
organization.50 And combined with the above argument 
with Hypotheses 1 and 2, we also can forecast inclusive 
leadership impacts follower taking charge indirectly through 

affective commitment. Namely, the leadership behavior of 
inclusive leadership enables follower to acquire high-level 
affective commitment. Studies have shown that high-level 
affective commitment is closely related to followers’ high 
sense of identity and loyalty, which makes employees think 
that they have responsibility and obligation to contribute to 
organizational development.62 Then, followers with a high- 
level affective commitment would have greater levels of 
identification, involved and affective attachment to the orga-
nization, and feel obligated to make beneficial work-related 
behaviors,25,62 such as taking charge. In this process, fol-
lowers’ affective commitment as a mechanism that mediates 
the impact of inclusive leadership on follower taking charge. 
Therefore, we hypothesized the following:

Hypothesis 3: Affective commitment mediates the rela-
tionship between inclusive leadership and follower taking 
charge.

The Moderating Role of Traditionality
Traditionality is considered to be the best reflect of the 
traditional Chinese character and value orientation,63 

which describes the individual’s recognition of traditional 
Confucian ideas such as “following authority, being safe 
and upright, self-preservation of destiny, filial piety and 
ancestor worship, and male superiority”.64,65 There are 
many differences in attitudes and behavior patterns 
between the group of high traditionality and low tradition-
ality. Followers with high traditionality comply with tradi-
tional social role obligations, while followers with low 
traditionality follow the principle of incentive contribution 
balance.32 Traditionality is an important value influencing 
factor that constrains the behavior of contemporary 
Chinese. Therefore, in the field of organizational manage-
ment research, scholars regard it as an important moderat-
ing variable between organizational context variables and 
employee-related results.36,66–68 For example, Zhao37 

explored the moderating role of traditionality in the impact 
of affective commitment on employee voice, and Juma and 
Lee38 also supported the moderating role of traditionality 
in the influence of internal labor market relationship on 
affective commitment and turnover intention.

In general, followers with different traditionalities will 
behave differently even if they are in the same organizational 
situation. Therefore, in the context of affective commitment, 
followers with different traditionalities may have different 
responses. From the perspective of social identity theory, 
affective commitment represents the degree of employees’ 
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identification with the organization. Followers with highly 
traditionality have the characteristics of being safe and stable 
depend, and the work-related attitudes and behaviors of 
followers with highly traditionality depend more on the 
responsibilities and obligations related to their work roles 
(ie, role constraints),66 and will not be different because of 
their recognition of the good reputation of the organization. 
On the other hand, followers with low traditionality, are 
independent, confident, open, willing to pursue personal 
values, like challenging goals and continuous improvement, 
and actively implement novel ideas.35 Therefore, facing the 
inclusive leadership lead to affective commitment, for fol-
lowers with highly traditionality, they tend to choose “cau-
tious” and “risk off” behavior, and will take into account the 
interpersonal harmony within the organization and avoid the 
interpersonal conflict, they will still adhere to their own work 
role settings, think that they are “inferior” in the 
organization,69 dare not violate the rules and regulations of 
the organization,70 and cannot to implement taking charge 
with risk. Followers with low traditionality dare to break 
unreasonable organizational rules and regulations, and are 
carefree to interpersonal relationship and harmonious atmo-
sphere of the organization, and will implement taking charge 
to help the organizational improvement. Besides, even in the 
case of low affective commitment, followers with low tradi-
tionality are willing to pursue personal value, and they may 
also make taking charge to improve organizational manage-
ment efficiency. Therefore, the following hypothesize are 
proposed:

Hypothesis 4: The relationship between affective commit-
ment and taking charge will be stronger when followers 
have a lower rather than higher level of traditionality.

According to the above discussion, in addition to the 
moderating effects of traditionality on the relationship 
between affective commitment and taking charge, we 
further anticipate that traditionality will conditionally influ-
ence the strength of the indirect relationship between inclu-
sive leadership and taking charge. Specifically, affective 
commitment plays a mediating role in the influence of 
inclusive leadership on follower taking charge, and the 
mediating effect is affected by follower s’ traditionality. 
When employees’ traditionality is low, inclusive leadership 
transmits or mediates the indirect effect of inclusive leader-
ship on follower taking charge through affective commit-
ment. Correspondingly, when employees’ traditionality is 
high, the indirect impact of inclusive leadership on follower 

taking charge through affective commitment is relatively 
small. Therefore, our final hypothesis is:

Hypothesis 5: traditionality will moderate the mediated 
effect of inclusive leadership on follower taking charge 
via affective commitment such that the indirect relation-
ship will be stronger when there is a lower rather than 
higher level of traditionality.

Methods
Participants and Procedures
We sent a survey request to the students of an Executive 
Master of Business Administration (EMBA) class in 
a university in Nanjing, Jiangsu Province. We got 15 
responses and agreed to investigate in their company. 
These students are the CEO of the company or the head of 
relevant departments. Our data have collected all variables 
with three time lagged to avoid the influence of common 
method bias.71,72 The procedure of survey is as follows. 
Firstly, we requested the HR manager to select about 30 
participants randomly to deliver the surveys. Secondly, 
before the formal fill in the questionnaire, our team would 
explain the purpose of our study, and introduce the confi-
dentiality and anonymity of our survey. Also, we put 20 
RMB into the envelope with the questionnaires by each 
round of data collection. The HR manager helped us to 
collect the questionnaires and return in sealed envelopes. 
At time 1 (T1), we sent out questionnaires to participants to 
measure their demographic variables and inclusive leader-
ship. At time 2 (T2, 1 month later), we sent out question-
naires to participants, including affective commitment and 
traditionality. At time 3 (T3, 2 months later), we asked our 
participants to evaluate their taking charge.

We collected a total of 325 valid questionnaires at T1 
(sent out 390 questionnaires), and the returned rate of valid 
questionnaires was 83.33%. Two hundred and eighty-nine 
valid questionnaires were returned at T2, and the returned 
rate of valid questionnaire was 88.92%. At T3, 246 valid 
questionnaires were retrieved, the returned rate of question-
naire was 85.12%. Most respondents were male (52.85%), 
below 30 years of age (65.85%), and had a Master's degree or 
above degree (28.46%). The team tenure below 3 years was 
32.11%, and the income above 10,000 RMB was 58.54%. 
Lastly, most participants were ordinary employees (77.64%).

Ethical Statement
Our research was conducted based on the 1964 Declaration 
of Helsinki and approved by the Ethics Committee of the 
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School of Economics and Management of Nanjing 
University of Science and Technology. We provided the 
written informed consent form together with the question-
naire to all participants and introduced the purpose of our 
research to participants. Moreover, we told participators that 
our research adopts the principle of voluntary participation, 
would keep the participants’ answers strictly confidential, 
and no individual or organization can access the data except 
the investigators. All participants understand the purpose of 
our research and agree to participate voluntarily.

Measures
Our study translated all survey instruments into Chinese 
following the back-translation procedure of Brislin.73 All 
responses were measured on the 6-point Likert scale (1 = 
strongly disagree, 6=strongly agree).

Inclusive Leadership
Participants accessed their supervisor’s inclusive leader-
ship using the 9-item measure by Carmeli et al.16 

A sample item is “My direct leadership is open to hearing 
new ideas”. Cronbach’s alpha for this scale was 0.884.

Affective Commitment
Participants indicated the level of affective commitment 
they experienced in the workplace using a 6-item measure, 
which was originally developed by Meyer et al74 and later 
applied in China by Zhao.75 Two sample items are “I 
really feel as if this organization’s problems are my 
own” and “This organization has a great deal of personal 
meaning for me”. Cronbach’s alpha was 0.814.

Traditionality
Participants rated the their traditionality using the 5-item scale 
by Farh et al64 Two sample items are “The best way to avoid 
mistakes is to follow the instructions of senior person” and 
“When people are in dispute, they should ask the most senior 
person to decide who is right”. Cronbach’s alpha was 0.791.

Taking Charge
Participants evaluated their taking charge using a 10-item 
measure by Morrison and Phelps.6 A sample item is “I 
often try to correct a faulty procedure or practice”. 
Cronbach’s alpha was 0.854.

Control Variables
On account of the potential influence of individual demo-
graphics, our research controlled for gender, age, educa-
tion, job tenure, which have been found to impact on 
taking charge.6 Meanwhile, we asked team members to 
report their incomes and duty, because those maybe an 
antecedent of taking charge.18,22

Results
Confirmatory Factor Analysis (CFA)
Due to examining data, we adopt CFA to evaluate vari-
ables’ validity. Results of the tests of competing CFA 
models are shown in Table 1. The results of the hypothe-
sized four-factor measurement model show a good model 
fit (χ2 = 594.618, df = 399, IFI = 0.934, TLI = 0.927, TLI 
= 0.933, RMSEA = 0.045), which is better than alter-
native measurement models. Those outcomes offer sup-
port for the discriminant and convergent validity of our 
measures.

Common Method Variance (CMV)
Although data were collected from three time points to 
mitigate the influence of CMV,71 all variables were 
derived from the self-report of participants, there may 
cause problems of CMV. Our research adopt the single- 
factor test method of Hair et al76 to test CMV, the out-
comes show that the first factor could explain 24.187% of 
variances, which is far below 40%. It shows that the CMV 
of the data is not serious and would not impact the relia-
bility of the research conclusion.

Table 1 Results of Confirmatory Factor Analysis

Variables χ2 df X2/df IFI TLI CFI RMSEA

Four-factor model 594.618 399 1.490 0.934 0.927 0.933 0.045

Three-factor model 802.137 402 1.995 0.864 0.851 0.863 0.064
Two-factor model 1129.988 404 2.797 0.754 0.732 0.751 0.086

One-factor model 1819.452 405 4.492 0.520 0.479 0.515 0.119

Notes: Four-factor model: inclusive leadership, affective commitment, traditionality, and follower taking charge. Three-factor model: combining inclusive leadership and 
affective commitment. Two-factor model: combining inclusive leadership and affective commitment, and traditionality. One-factor model: combining all four constructs into 
one factor. 
Abbreviations: IFI, incremental fit index; TLI, Tucker–Lewis index; CFI, comparative fit index; RMSEA, root-mean-square error of approximation.
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Descriptive Statistics
Table 2 presents descriptive statistics and the correlations 
among the study variables. As expected, the core study 
variables were significantly related with each other. 
Specifically, inclusive leadership was positively associated 
with affective commitment (r = 0.587, p < 0.01) and taking 
charge (r = 0.167, p < 0.01). Affective commitment was 
positively related to taking charge (r = 0.285, p < 0.01). In 
addition, traditionality was negatively related to affective 
commitment (r =−0.367, p < 0.01), while it was positively 
related to taking charge (r = 0.404, p < 0.01).

Hypothesis Testing
Our study adept a hierarchical multiple regression techni-
ques to analyze Hypotheses 1, 2, and 4 by adding the 
dependent variable (follower taking charge), the control 
variable, independent variable (inclusive leadership), med-
iator variable (affective commitment), moderator variable 
(traditionality), and interaction variable (affective commit-
ment multiplied by traditionality) on separate steps.

Hypothesis 1 proposes a positive relationship between 
inclusive leadership and affective commitment. Table 3 
shows the outcomes of Model 2, inclusive leadership was 
positively related to affective commitment (β= 0.589, p < 
0.001). Hence, hypothesis 1 is supported.

Hypothesis 2 predicts a positive relationship between 
affective commitment and follower taking charge. Table 3 
indicates the results of Model, affective commitment was 

positively related to follower taking charge (β= 0.165, 
p < 0.01). Therefore, Hypothesis 2 is supported.

Hypothesis 3 proposes that affective commitment 
mediated the relationship between inclusive leadership 
and follower taking charge, our research adopt bias- 
corrected bootstrapping techniques by Hayes77 PROCESS 
macro to test the mediation effect. The outcomes showed 
that there was a significant indirect effect via affective 
commitment with 95% bias-corrected confidence intervals 
[0.068, 0.233] based on 5000 bootstrapped samples in Table 
4. Therefore, Hypothesis 3 is supported.

Hypothesis 4 predicts the interactive effect of affective 
commitment and traditionality on follower taking charge was 
also significant (β=–0.189, p <0.001, Model 6). We drew an 
interaction plot following the procedures recommended by 
Dawson.78 Simple slope test results in Figure 2 show that the 
effect of affective commitment on follower taking charge 
was more pronounced and positive with low (b = 0.361, 
p <0.001) rather than high (b =0.172, ns.) level of affective 
commitment. Therefore, Hypothesis 4 is supported.

Hypothesis 5 proposes that traditionality moderates the 
indirect effects of inclusive leadership on taking charge 
through affective commitment. Our study adept the model 
14 of PROCESS macro of Hayes77 which offers an overall 
index of the mediated moderation to test the differences of 
indirect effects at high (1 SD above the mean) and low (1 
SD below the mean) levels of the moderator.As shown in 
Table 4, the indirect effect of inclusive leadership on taking 
charge through affective commitment was significant when 

Table 2 Results of Means, Standard Deviations, and Correlations

Variables Mean SD 1 2 3 4 5 6 7 8 9 10

1. Gender 1.47 0.50 1

2. Age 1.40 0.63 −0.138* 1

3. Education 2.98 0.84 −0.040 −0.08 1
4. Team tenure 2.15 −1.043 −0.023 0.351** −0.007 1

5. Income 2.39 1.05 0.033 −0.019 0.325** 0.204** 1

6. Duty 1.25 0.49 −0.08 0.233** −0.10 0.411** 0.119 1
7. Inclusive leadership 4.68 0.73 0.003 −0.065 0.109 −0.121 −0.062 −0.077 1

8. Affective 

commitment

4.43 0.73 −0.045 −0.041 0.101 −0.088 −0.047 −0.019 0.587** 1

9. Traditionality 3.61 0.97 −0.024 0.07 −0.124 0.137* −0.019 0.082 −0.367** −0.265** 1

10. Follower taking 

charge

4.08 0.63 0.037 0.107 −0.042 0.119 −0.046 0.19** 0.167** 0.285** 0.404** 1

Notes: Gender: 1 = “male”, 2 = “female”. Age: 1 = “30 years and below”, 2 = “31 years to 40 years”, 3 = “41 years to 50 years”, 4 = “51 years and above 51 years”. 
Education: 1 = “high school and below”, 2 = “Junior college”, 3 = “Bachelor degree”, 4=“Master degree and above”. Team tenure: 1 = “below 3 years”, 2 = “3 years to 5 
years”, 3 = “6 years to 8 years”, 4 = “9 years to 11 years”, 5 = “12 years and above”. Income: 1 = “below 5000 RMB”, 2 = “5001 RMB to 10,000 RMB”, 3 = “10,001 RMB to 
15,000 RMB”, 4 = 15,000 RMB to 20,000 RMB”, 5 = “above 20,001 RMB”. Duty:1= “Ordinary employee”, 2= “Low management”, 3= “Middle management”, 4= “Top 
management”. N=246, *P<0.05, **P<0.01. 
Abbreviation: SD, standard deviation.
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traditionality was low (b = 0.270, 95% CI = [0.179, 0.371]). 
However, the indirect effect became insignificant with high 
traditionality (b = 0.046, 95% CI = [–0.034, 0.123]). 
Therefore, Hypothesis 5 is supported.

Discussion
We explored how and when inclusive leadership facilitates 
follower taking charge. Our research theorized and empiri-
cally tested inclusive leadership enhanced follower’s tak-
ing charge. Drawing on social identity theory, our study 
examined that affective commitment mediates the relation-
ship between inclusive leadership and follower taking 
charge. Moreover, the influence of affective commitment 
on follower taking charge was moderated by traditionality. 
Affective commitment was positively associated with 

taking charge only for followers with low traditionality. 
Finally, results indicated that the mediated moderation 
relationship between inclusive leadership and follower 
taking charge via affective commitment was stronger 
under low traditionality.

Theoretical Implications
Our study has three theoretical contributions to the existing 
literature on inclusive leadership and taking charge. First, our 
study promotes the understanding that inclusive leadership is 
a positive effect on taking charge. Previous studies about 
inclusive leadership have explored the impact on proactive 
behaviors, such as voice,12,34 and organizational citizenship 
behavior.17 Previous research is associated with taking charge 
as a prosocial and a discretionary behavior of boosting 

Table 3 Results of Hierarchical Regression Analysis

Affective Commitment Follower Taking Charge

Model 1 Model 2 Model 3 Model 4 Model 5 Model 6 Mode 7 Model 8
Gender −0.045 −0.062 0.080 0.079 0.095 0.083 0.110 0.076

Age −0.041 −0.006 0.060 0.064 0.065 0.056 0.064 0.058

Education level 0.101 0.041 0.006 −0.013 −0.022 0.010 0.050 0.003
Team tenure −0.088 −0.021 0.028 0.038 0.042 0.023 0.012 0.026

Income −0.047 −0.017 −0.048 −0.038 −0.034 −0.034 −0.021 −0.028

Position −0.019 0.066 0.225 0.228* 0.211* 0.158* 0.202** 0.164*
Inclusive leadership 0.589*** 0.165** 0.166** 0.181**

Affective commitment 0.256*** 0.361*** 0.278*** 0.268***
Traditionality 0.293*** 0.355*** 0.321***

Affective commitment 

×Traditionality

−0.189*** −0.196***

∆F 1. 021 119.152*** 2.104 9.078** 24.207*** 20.872*** 43.3*** 41.365***

R2 0.025 0.350 0.050 0.085 0.138 0.417 0.387 0.443

∆R2 0.025 0.325 0.050 0.035 0.088 0.367 0.337 0.392

Notes: N = 246; *P<0.05, **P<0.01, ***P<0.001.

Table 4 Results of Mediation and Mediated Moderation Analysis

Mediation

Path Indirect Effect Boot SE LLCI ULCI

Inclusive leadership → affective commitment → follower taking charge 0.144 0.042 0.068 0.233

Mediated moderation

95% Bias-corrected Confidence Intervals

Dependent variable Level of traditionality Effect Boot SE LLCI ULCI

Follower taking charge Low (–1 SD) 0.270 0.049 0.179 0.371

Mean 0.158 0.036 0.094 2342
High (+1 SD) 0.046 0.041 –0.034 0.123

Abbreviations: LLCL, lower limit of confidence interval; ULCL, upper limit of confidence interval; SD, standard deviation.
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organizational effectiveness.6 However, the influence of inclu-
sive leadership on taking charge has not thoroughly explored,23 

which is from a cognitive perspective. We provide empirical 
evidence with the relationship of inclusive leadership and 
follower taking charge from an emotional perspective.

Second, our study showed that affective commitment 
was an important mediating mechanism in the relationship 
of inclusive leadership and follower taking charge. 
Drawing on social identity theory,26 inclusive leadership 
could boost followers’ affective commitment, which could 
enhance followers taking charge in turn. In addition, our 
research also responds to Randel et al39 call to explore and 
empirically explore the impact of inclusive leadership on 
employee behavior outcomes from the perspective of 
social identity theory.

Third, our research indicated the indirect relationship 
between inclusive leadership and follower taking charge 
via affective commitment was conditional on traditionality. 
Affective commitment has a greater impact on follower 
taking charge when the follower has a low traditionality. 
Meanwhile, we have explored the contextual boundary 
conditions between the relationship of the inclusive leader-
ship and follower taking charge. Therefore, our study not 
only theoretically explored the interaction effect of affec-
tive commitment and traditionality on follower taking 
charge but also empirically explored the moderating role 
of traditionality in the relationship between affective com-
mitment and follower taking charge, which response to 
calls for “the combined influence of individual factors 
and the organizational context”.6,23

Practical Implications
We also offer some practical suggestions. Firstly, our findings 
show that managers need to create an open and inclusive 
working environment and team climate through the imple-
mentation of inclusive leadership, care about employee 
needs, provide readily available support and help, and give 
employees opportunities and ways to express their opinions 
and suggestions, so as to reduce employees’ anxiety and 
concerns and improve follower’s taking charge.

Secondly, the most important reason why followers 
engage in taking charge is that they agree with and attach 
to the organizational values. Therefore, managers should 
attach great importance to the improvement and improve-
ment of followers’ affective commitment. For example, we 
should improve the salary and welfare of followers, formu-
late a scientific, and personalized development path for fol-
lowers, establish a shared, inclusive and progressive 
corporate values, and so on. So as to enhance the employee’s 
attachment to the organization from the spiritual aspects.

Finally, managers need to pay attention to the differ-
ences in followers’ values. In the Chinese context, the 
relationship of “keep one’s nose clean” and hierarchy is 
rooted in traditional Chinese thinking. Employees may 
have a certain ideological burden on making taking charge. 
Managers need equal two-way communication with 
employees to weaken the relationship between leaders 
and followers, reduce the traditionality with employees, 
and create a climate of inclusive for failure to encourage 
employees to dare to take risks and innovate, so as to 
reduce employees’ concerns about taking charge by redu-
cing followers’ traditionality.

Limitations and Future Research
As with any study, our research also has several limita-
tions. First, in the interaction with employees, the acces-
sibility, interactive, fair, and fault-tolerant of inclusive 
leadership may have different effects, but this study only 
discusses the comprehensive impact of inclusive leader-
ship behavior. In the future, inclusive leadership can be 
deeply explored the three internal dimensions affect the 
affective commitment and taking charge to further under-
stand the mechanism of inclusive leadership.

Second, it takes a certain amount of time for employees 
to generate affective commitment to the organization. 
Therefore, the influence of inclusive leadership on affec-
tive commitment and the mediating role of affective com-
mitment has a certain time span, although the three time 

Figure 2 Interactive effect of affective commitment and traditionality on follower 
taking charge.
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points collections in this study used paired collection and 
multiple source methods to reduce CMV, it is still not 
a longitudinal study. Further research can try to track the 
relationship between causal variables and add case studies, 
situational experimental research, or multi-source mutual 
evaluation based on empirical research.

Third, although our research explored the influence 
of leadership style on taking charge from the perspec-
tive of emotion, in the real work scene, cognition, and 
emotion work together, sometimes even both. It is 
difficult to systematically explain the influence of 
situational factors on follower taking charge only 
from the perspective of cognition or emotion. 
Therefore, future research can combine cognitive and 
emotional dimensions to explore the effect of situa-
tional factors on follower taking charge.

Finally, based on Chinese Confucian ethical values, our 
study analyzes the variable “traditionality” reflecting the 
characteristics of Chinese native culture as a moderating 
variable. However, considering the differences between 
Chinese and Western cultures, employees in the Western 
cultural background mainly show strong modernity values, 
future research can collect sample data in the context of 
Western culture for comparative analysis to further test the 
scope of adaptation of the research conclusions of this 
article.
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