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Abstract

The present study aimed to design and conceptualize an entrepreneurial leadership model for the Iraqi Ministry of Foreign Affairs by identifying its
formation conditions, strategic processes, and organizational outcomes within complex diplomatic environments. This fundamental research adopted a
qualitative methodology grounded in the systematic grounded theory approach of Strauss and Corbin. The study population consisted of senior diplomats,
managers of the Iraqi Ministry of Foreign Affairs, and academic experts in leadership studies selected through purposive sampling. Data were collected
through in-depth semi-structured interviews with eleven key informants. Data analysis followed the constant comparative method and was conducted
through three stages of open, axial, and selective coding until theoretical saturation was achieved. Scientific rigor was ensured using Lincoln and Guba’s
criteria of credibility, transferability, dependability, and confirmability. Data organization and analysis were performed using MAXQDA software, leading
to the development of a paradigmatic leadership model. Findings indicated that entrepreneurial leadership emerged as the central phenomenon shaped
through dynamic interaction among causal, contextual, and intervening conditions. Ethical drivers, leaders’ personal beliefs, and managerial competencies
constituted primary causal conditions, while organizational support, institutional culture, and technological infrastructure acted as contextual enablers.
Key strategic actions included human capital empowerment, role-model leadership, organizational learning reforms, and strategic risk management.
Implementation of these strategies generated outcomes such as enhanced organizational innovation, strengthened international bargaining capability,
creation of national strategic value, and advancement of diplomatic human capital. The resulting model demonstrated that entrepreneurial leadership
operates as a dynamic, context-dependent, and multi-level capability extending from individual leadership competencies to national strategic outcomes.
The study concludes that contemporary diplomacy requires a transition from traditional administrative leadership toward a “diplomat-entrepreneur”
paradigm integrating situational intelligence, ethical legitimacy, and opportunity-oriented action to achieve sustainable innovation and strategic
effectiveness in public sector organizations.

Keywords: Entrepreneurial Leadership, Diplomatic Leadership, Iragi Ministry quoreign Aﬁbirs, Grounded Theory, Diplomat-Entrepreneur, Paradigmatic Model.
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Extended Abstract

Introduction

Rapid transformations in the global economic, technological, and institutional landscape have fundamentally
altered expectations from organizational leadership. Traditional bureaucratic leadership models, largely
grounded in stability, hierarchical authority, and administrative control, increasingly struggle to respond to
environments characterized by uncertainty, innovation pressure, and continuous change. In response to these
conditions, entrepreneurial leadership has emerged as a strategic paradigm integrating opportunity recognition,
innovation orientation, and human capital development within organizational governance systems (Maya,
2025; Shafique, 2025).

Entrepreneurial leadership represents a shift from managing existing structures toward shaping adaptive and
opportunity-driven organizations capable of sustained competitiveness. Contemporary research emphasizes
that leaders who combine strategic foresight with entrepreneurial behavior enable organizations to transform
environmental turbulence into innovation potential and performance improvement (Feng, 2025; Valle, 2025).
Such leadership extends beyond economic value creation and contributes to organizational resilience, learning
capability, and institutional renewal.

Scholars increasingly argue that entrepreneurial leadership acts as a catalyst for organizational behavior
transformation by fostering autonomy, creativity, and proactive decision-making among employees. Through
empowerment mechanisms and participatory governance, entrepreneurial leaders cultivate psychological
ownership and innovative work behavior, thereby strengthening organizational adaptability (Abanumay et al.,
2024; Dar & Rahman, 2024). These leadership dynamics are particularly critical in knowledge-intensive and
public-sector organizations where innovation must coexist with institutional accountability.

Recent empirical studies demonstrate a significant relationship between entrepreneurial leadership and
innovation performance, competitive advantage, and strategic flexibility. Entrepreneurial leaders enhance
radical innovation outcomes by aligning organizational resources with opportunity-oriented strategies (Yang
& Entebang, 2024). Similarly, leadership grounded in purposeful vision and entrepreneurial mindset promotes
long-term organizational transformation and performance sustainability (Zaharuddin et al., 2024). Evidence

also confirms that entrepreneurial leadership strengthens organizational effectiveness through innovation

capability and environmental responsiveness (Al-Sharif et al., 2023).



Another major dimension of entrepreneurial leadership concerns human capital development. Research
highlights that entrepreneurial leaders foster learning-oriented environments and develop future leaders
through mentoring, capability building, and experiential learning processes (Purnawirawan et al., 2025).
Academic leadership studies further show that leadership grounded in entrepreneurial thinking promotes
creativity and innovation among organizational members and emerging professionals (Alkrdem, 2025).
Moreover, entrepreneurial leadership contributes to organizational performance through collaborative
networks and strategic relationships. Entrepreneurial networking strengthens ambidexterity—the capacity to
exploit existing competencies while exploring new opportunities—thereby enhancing long-term innovation
capability (Murad et al., 2024). This relational dimension emphasizes leadership as a social process rather
than merely an individual managerial function.

In organizational contexts, leadership authenticity, collaboration, and ethical orientation play an essential role
in sustaining entrepreneurial initiatives. Authentic and collaborative leadership styles encourage trust,
engagement, and innovative participation across organizational levels (Barua et al., 2023; Subaei, 2023).
Likewise, entrepreneurial leadership has been associated with inclusive leadership development and gender
empowerment within entrepreneurial ecosystems (Magbool et al., 2023; Rehman & Alorifi, 2024).
Empirical investigations further reveal that entrepreneurial leadership improves organizational citizenship
behavior, teamwork effectiveness, and commitment by promoting value-based leadership practices and
relational cohesion (Ngailia et al., 2024; Nyanabhadra et al., 2024). These outcomes suggest that
entrepreneurial leadership reshapes organizational culture alongside improving performance outcomes.

From a strategic perspective, opportunity recognition remains central to entrepreneurial leadership
effectiveness. Leaders capable of identifying emerging opportunities and managing uncertainty strategically
achieve superior entrepreneurial performance and organizational growth (Taleb et al., 2023). Research also
confirms strong relationships between entrepreneurial leadership, organizational effectiveness, and firm
performance across different sectors (Pu et al., 2022; Suhendi & Musa, 2022).

Despite growing scholarly attention, much of the literature has focused primarily on private-sector firms and
small enterprises, leaving a conceptual and empirical gap regarding entrepreneurial leadership within
governmental and diplomatic organizations. Many public institutions continue to operate through rigid
administrative paradigms that limit innovation and strategic responsiveness (Mhlongo & Daya, 2023).
Addressing this gap requires context-sensitive theoretical models capable of explaining how entrepreneurial
leadership emerges and operates in complex institutional environments.

Furthermore, leadership communication and interaction capabilities have been identified as foundational
mechanisms enabling entrepreneurial leadership effectiveness. Communication-centered leadership
strengthens collaboration, shared meaning-making, and strategic coordination within organizations (Sharma

& Arora, 2022). The evolution from transformational leadership toward entrepreneurial leadership therefore



represents an advanced stage in leadership theory development oriented toward innovation-driven governance
(Susantinah et al., 2023).

Given these theoretical developments, the present study seeks to conceptualize entrepreneurial leadership
within a diplomatic organizational context by developing an empirically grounded model explaining its causal
conditions, strategic processes, contextual dynamics, and organizational consequences.

Methods and Materials

This study employed a qualitative research design grounded in the systematic grounded theory methodology.
The research aimed to generate a contextually embedded theoretical model explaining entrepreneurial
leadership within a diplomatic organizational environment. The study was classified as fundamental research
with an interpretive paradigm orientation, emphasizing understanding social phenomena through participants’
lived experiences and professional interpretations.

The research population consisted of senior diplomats, experienced managers within the Ministry of Foreign
Affairs, and academic experts specializing in leadership and organizational studies. Participants were selected
through purposive sampling based on professional experience, expertise in leadership practice, and familiarity
with diplomatic organizational processes. Data collection continued until theoretical saturation was achieved.
Data were gathered through in-depth semi-structured interviews that allowed participants to elaborate on
leadership practices, organizational challenges, innovation processes, and strategic decision-making
experiences. Interviews were conducted individually, recorded with participant consent, and transcribed
verbatim for analysis.

Data analysis followed the grounded theory coding procedure involving open coding, axial coding, and
selective coding. During open coding, conceptual labels were assigned to meaningful data segments. Axial
coding reorganized these concepts into categories and identified relationships among conditions, actions, and
consequences. Selective coding integrated the categories into a coherent theoretical framework centered on
entrepreneurial leadership as the core phenomenon.

Trustworthiness of the findings was ensured through credibility verification, participant validation, prolonged
engagement with data, and systematic comparison of emerging categories. Analytical procedures were
supported by qualitative data analysis software to enhance transparency and consistency.

Findings

The analysis resulted in the development of a paradigmatic model positioning entrepreneurial leadership as the
central phenomenon emerging from the interaction of individual competencies, organizational structures, and
environmental dynamics.

The core category identified was entrepreneurial leadership characterized by situational intelligence, strategic
risk management, behavioral role modeling, ethical commitment, and opportunity-oriented action. Participants
emphasized that entrepreneurial leadership represents a dynamic capability rather than a formal managerial

role.




Causal conditions included leaders’ personal beliefs, professional values, entrepreneurial mindset, and
motivation for innovation. These factors drove leaders toward proactive engagement with uncertainty and
encouraged strategic experimentation within organizational processes.

Contextual conditions comprised organizational culture, structural support mechanisms, technological
infrastructure, and institutional collaboration networks. These contextual elements shaped how entrepreneurial
leadership behaviors were enacted and sustained.

Intervening conditions included cultural resistance, bureaucratic rigidity, resource limitations, and generational
differences among organizational members. These factors influenced the effectiveness and implementation
pathways of entrepreneurial leadership strategies.

Strategic actions identified in the model involved human capital empowerment, leadership mentoring,
organizational learning reforms, participatory decision-making, innovation facilitation, and adaptive policy
implementation. Leaders fostered environments encouraging experimentation, collaboration, and continuous
learning.

Consequences of entrepreneurial leadership emerged across three levels. At the organizational level, outcomes
included improved innovation performance, enhanced agility, strengthened teamwork, and institutional
adaptability. At the strategic level, entrepreneurial leadership contributed to improved negotiation capacity,
international positioning, and national strategic value creation. At the human development level, the model
highlighted psychological empowerment, leadership succession development, and the emergence of a new
generation of diplomat-entrepreneurs.

Discussion and Conclusion

The findings indicate that entrepreneurial leadership functions as a multidimensional leadership paradigm
integrating personal agency, organizational capability, and strategic adaptability. Rather than replacing
traditional leadership entirely, entrepreneurial leadership reconfigures leadership practice toward opportunity
creation and innovation management.

The study demonstrates that leadership effectiveness in complex diplomatic environments depends on the
interaction between leaders and institutional structures. Entrepreneurial leadership emerges when
organizational systems allow experimentation, learning, and collaborative engagement while maintaining
strategic coherence.

The model highlights that leadership transformation begins at the individual level but achieves sustainable
impact only when embedded within organizational culture and governance processes. Entrepreneurial
leadership therefore represents both a behavioral transformation and an institutional evolution.

The results further suggest that public-sector organizations can benefit significantly from adopting
entrepreneurial leadership principles traditionally associated with private-sector innovation. Diplomatic
organizations operating under geopolitical uncertainty require leaders capable of interpreting constraints as

opportunities and mobilizing human capital toward strategic innovation.



Another important implication concerns leadership development. Entrepreneurial leadership is shown to be
cultivable through mentoring, experiential learning, and empowerment-oriented management practices.
Developing future leaders becomes essential for sustaining innovation and ensuring organizational continuity.
Ultimately, the study concludes that entrepreneurial leadership constitutes a strategic capability enabling
organizations to navigate uncertainty, enhance innovation capacity, and achieve sustainable institutional
performance. By integrating ethical legitimacy, situational awareness, and opportunity-driven action, the
diplomat-entrepreneur model provides a forward-looking framework for leadership in contemporary public

governance systems.
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