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Abstract

Purpose of This Chapter: This study examines the relationship of ambidextrous leadership with employee voice behaviour, underscoring the intervening role of employee thriving.

Design / Methodology / Approach: This study proposes a conceptual framework based on an extensive literature review using the conservation of resource theory, social exchange theory, and the broaden-and-build theory of positive emotions.

Findings: This study demonstrates that employee thriving act as an underlying mechanism explaining the relationship between ambidextrous leadership and employee voice behaviour.

Research Limitations: Being a conceptual study, the proposed framework lacks empirical validation.

Practical Implications: Organizations should focus on leaders with flexible behaviours who understand situational necessities to adopt diverse leadership styles and contribute to employee thriving.

Originality: This is one of the first studies to propose the role of ambidextrous leadership in impacting and enhancing change in employee voice through employee thriving at work. By introducing a framework that delves into the unexplored territory of ambidextrous leadership, acting as a catalyst for enhancing employee voice via the lens of employee thriving. This study provides a fresh perspective and adds value to the evolving conversations around employee voice behaviour.
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Introduction

The organization’s dynamic and complicated external environment is getting increasingly demanding in today’s information economy. Enterprise growth is dependent not only on the leaders’ effectiveness but also on the competency of the employees (Chen et al., 2022; Naim & Lenka, 2017). Organizations cannot flourish in rapidly changing environment (Marques-Quinteiro et al., 2019). Consequently, academicians are interested in understanding ways to foster employees’ exploratory and exploitative behaviours (Bledow et al., 2009; Rosing et al., 2011). To deal with this challenge, current research suggests that leaders must exhibit both opening and closing leadership behaviours. The concept of ambidextrous leadership encompasses two complementary leadership behaviours. Opening leadership entails encouraging experimentation, independent thinking, and challenging conventional wisdom, whereas closing leadership entails establishing clear rules, taking decisive action, and tracking goal attainment (Zacher & Rosing, 2015; Zacher et al., 2016).

In a meta-analysis conducted by Rosing et al. (2011), it was highlighted that leaders at times need to exhibit a higher degree of opening leadership to inspire individuals to generate fresh and innovative viewpoints, while at other times, they must employ comparable levels of closing leadership to encourage employees to test their new views. Scholars have established that leaders can leverage their authority to directly introduce innovation and support their subordinates’ creative capacities to achieve organizational objectives (Johne & Harborne, 2003).

Certain organizations consistently prioritize soliciting employees’ opinions and actively encourage their contributions and insights. The existing literature emphasizes the significance of employee voices and internal communication channels (Yue et al., 2021). Past research demonstrate that employee voice fuels organizational innovation and competitiveness (Chamberlin et al., 2017). Consequently, academic attention has shifted towards exploring ways to encourage employees to express their opinions. Employees often remain silent due to the feared risks of speaking up. These risks can be categorized as psychological, resource depletion, and negative performance evaluations. Employee voice significantly impacts organizational success by influencing the quality of decision-making and team performance (Kooli, 2019). Leaders have traditionally played a significant role in employee development, motivation, and the advancement of organizational culture. A favourable state of personal development can be observed through employees’ motivation to thrive, which is exemplified by the simultaneous experience of two psychological states: vitality and learning (Spreitzer et al., 2005).

Previous research has primarily focused on employees thriving in physical office environments, highlighting the effects of various leadership approaches and perceptions of organizational support (Kleine et al., 2019). In light of this, we have incorporated the concept of ambidextrous leadership to investigate how this leadership motivates employees to thrive and speak up for the betterment of the organization.

When individuals have access to various sources such as informational resources, that foster discretionary decision-making, open information exchange, and an atmosphere of trust and respect, they have a higher propensity to act in agentic behaviours such as task attention, exploration, and attentive interpersonal interaction (Spreitzer et al., 2005; Spreitzer & Porath, 2014). However, Kleine et al. (2019) have noted that studies on what makes a person thrive at work are still in their infancy, and future research should emphasize effect of contextual factors such as leadership in enhancing voice behaviour.

This work adds to the burgeoning literature by creating a conceptual framework (see Fig. 6.1). We emphasize the significance of ambidextrous leadership in facilitating employee thriving, presenting a unique conceptual framework for understanding the potential impact of employee thriving at work on employee voice behaviour and shedding light on the determinants of employee voice behaviour.

Moreover, organizational success relies on individuals effectively mobilizing their resources within an appropriate organizational framework (Wallace et al., 2016). Building upon the conservation of resource (COR) perspective, we argue that contextual factors are essential in shaping the availability of resources to counteract the potential negative effects of employee voice. In this regard, we suggest that ambidextrous leadership, which integrates elements of transformative and transactional leadership, can facilitate resource acquisition and protection. It also shows employees that the organization appreciates their contributions and is concerned about their welfare (Rhoades & Eisenberger, 2002). As a result, ambidextrous leadership mitigates the potential negative consequences of transactional leadership on employee voice by enhancing employee resources (Schaufeli & Bakker, 2004).

Numerous important concepts are added to the corpus of knowledge by this investigation. First, we propose a novel approach by analyzing ambidextrous leadership from the perspective of resource conservation, considering the potential role of employee thriving, and examining employee voice behaviour as an outcome. Second, the novelty of this chapter is anchored in the integrated framework of the study, which illustrates the linkages among ambidextrous leadership, employee thriving, and employee voice behaviour. Also, this research is one of the initial studies to link ambidextrous leadership and employee voice behaviour. By addressing this gap, we fulfil the need for research that explores novel approaches to how and when emergent leadership approaches interact with various factors to impact employee outcomes (Ahmed et al., 2021). Importantly, the study’s framework offers insights into the underlying mechanism (employee thriving) that links ambidextrous leadership and employee voice behaviour. Third, by threading these elements together, this study’s framework could potentially refine the paradigms of leadership research and employee voice behaviour.




Ambidextrous Leadership

Since the environment in which an organization functions is dynamic, it is difficult for any leader to stick to a particular leadership style. The changing contexts demand leaders to adjust and integrate traits of contrary and complementary leadership behaviour. The fundamental element of ambidextrous leadership is the ability to identify the logic-based objective truth of managerial activities’ disparities (Zacher & Rosing, 2015). Researchers have noted that leadership is crucial in fostering and enhancing innovative behaviour (e.g. Chen et al., 2014; Kark et al., 2018). Thus, there is a need to analyze how ambidextrous leadership can influence proactive and innovative employee behaviour. We have considered the ambidextrous leadership style, in particular, to understand how this will impact employees thriving at work leading to employee voice behaviour.




Employees Thriving at Workplace

Thriving involves experiencing a sense of vitality and learning while working (Spreitzer et al., 2005). The terms ‘vitality’ and ‘positive feeling of having energy’ are interchangeable. Learning is defined as a person’s development through acquiring new and valuable skills (Spreitzer & Hwang, 2019). An employee thriving at work feels energized and has the capacity to continuously acquire new information and abilities (Spreitzer et al., 2005). As such, thriving encourages personal development as well as constructive behaviour in both work and life (Bugental, 2004), for instance, corporate citizenship behaviour (Porath et al., 2012), creative conduct, and professional advancement in work (Wallace et al., 2016). Leaders and their traits have been identified as important contextual elements influencing employees’ attitudes and behaviours in contemporary organizations (Hoch et al., 2018). In terms of thriving, learning and the feeling of vitality are fostered through social engagement, particularly when supportive leadership is present (Paterson et al., 2014). In the current work, we purport that ambidextrous leadership’s dual characteristics will impact employees in a way that encourages their thriving at the workplace, in turn translating into voice behaviour.




Employee Voice Behaviour

Voice behaviour refers to behaviour outside of one’s role in which individuals voluntarily discuss ideas, bring up work-related problems, and bad decision-making with their superiors (Ran & Zhou, 2020). Voice behaviour is viewed as proactive work behaviour with the intention of improving the current circumstance. It refers to employees’ ideas, solutions, or worries about challenges at work and is communicated informally, independently, and in an upward manner (Jia et al., 2020). Voice behaviour is classified in different ways. One of them is understood as a promotive and prohibitive voice (Liang et al.,2012).

Engaging in voice behaviour, employees can be seen as displaying a certain type of proactive behaviour to speak out and challenging the status quo (LePine & Van Dyne, 1998), which indicates that they are capable of altering and managing the existing environment. When employees are aware that they are a part of the organization, they provide favourable evaluations and willing to engage in behaviours that are advantageous to the organization (such as voice behaviour), even though these behaviours are difficult and risky (Hu & Jiang, 2016).




Conceptual Framework and Propositions


Ambidextrous Leadership and Employee Thriving at Work

Scholars define two behaviours (complimentary and contradictory) as ambidextrous leadership (AL) behaviour (Li et al., 2020). Ambidextrous leadership embraces the complexity of thoughts and behaviours and can adapt behavioural techniques in response to changes in the external environment. AL also emphasizes the application of ‘flexibility and control,’ ‘low cost and differentiation,’ and other seemingly opposed but complementary behaviours, which can be categorized as transformational and transactional (Jiang et al., 2023). Transformational leaders have the willingness to promote and highlight the autonomy of the intellect, take note of pioneering spirits, and actively support employees to shatter the boundaries of the established system, maximize their intellectual capacity, and support employees in establishing higher life goals. Transactional leaders focus on the belief that incentives should be increased for employees and work goals should be achieved by rewards and punishments. To respond quickly to changes in the external environment, businesses must have adaptable organizational structures and leadership styles (Martínez et al., 2019). It is challenging to adequately fulfil the diverse needs of an innovative process with a single leadership strategy and dogmatic ideals (Stojcic et al., 2018). In essence, ambidextrous leadership influences the workplace environment of employees, provides them with the resources they need to do their jobs well, and boosts their motivation. According to Zacher and Rosing (2015), ambidextrous leadership comprises three components: (a) leadership opening behaviours to foster exploration; (b) leadership shutting behaviours to foster exploitation; and (c) flexibility and adaptation to move between both as the situation necessitates. The behavioural elements of ambidextrous leadership foster employees’ active participation in organizational activities with efficient resource support, which positively affects employees’ well-being. From the standpoint of fostering a positive working environment and boosting employees’ thriving at work, ambidextrous leadership offers favourable conditions for employees thriving at work. Parallelly, it successfully combats the over-conservation of transactional leadership’s effects, suppressing employees’ sense of independence and creative thinking, From the standpoint of external incentives and chaos brought on by the excessive activism of transformational leadership, such leadership offers a certain level of motivation for employees to learn and thrive in the workplace. Ambidexterity in leadership is viewed as a paradox whereby its components, exploration and exploitation, produce ongoing demands in organization that contradict one another (Koryak et al., 2018). The degree to which an individual would feel driven in a stressful or resource-constrained setting is known as a paradox mindset (Liu et al., 2020). According to Liu et al. (2020), the impact of a paradoxical mentality on employees’ ability to develop creative output through employee thriving has been investigated. A contextual facilitator of employee behaviours is an ambidextrous leadership style. Thus, we propose that ambidextrous leadership is a contextual resource conservation leadership that influences the available resources that employee possesses (Halbesleben, 2006), in contributing to employee thriving (Ghoshal et al., 1999). Thus, drawing upon the aforementioned arguments, we propose that:

P1. Ambidextrous leadership will be positively related to employees thriving at work.




Employee Thriving at Work and Employee Voice Behaviour

Thriving is a positive and activated psychological state. Employees thriving at work are viewed in terms of their experience of learning and vitality. Vitality is defined as a feeling of liveliness and activeness. Learning is expressed as acquiring the required knowledge and skills to impact the behaviour of employees in the long term with the hope of improving oneself (Spreitzer et al., 2012). These two dimensions of thriving are expressed as affective and cognitive components of psychological experience (Porath et al., 2012). Therefore, thriving employees will speak out when there is a problem (Liu & Zhou, 2023).

According to prior research, employees can experience vitality when they feel competent and are exposed to novelty (Cangiano et al., 2019). Besides this, voice behaviour is deliberate, proactive, and planned; employees understand the risks and costs related to voice behaviour using cues gleaned from observations made at work (Milliken et al., 2003). Singh et al. (2016), based on the characteristics of the voice, divided it into prohibitive and promotive voices. Promoting voice conduct is more geared towards changing the organization’s status quo through some fresh perspectives, making it more palatable to stakeholders. Prohibitive voice behaviour mostly focuses on ineffective work practices, rules, or policies that could lead to disagreements and undermine interpersonal harmony inside the organization (Chamberlin et al., 2017). Both voice conduct patterns need extra time and effort, making them difficult and risky (Song et al., 2019). As a result, when individual senses a particular level of risk in their voice behaviour, they are less motivated to express it (Liao et al., 2022).

Thus, the employees will try to engage in more silent behaviour. Employees experiencing thriving at the workplace might be able to reduce this feeling of fear that evolves into silent behaviour (Xu et al., 2022). Employee thriving represents the ability to generate different ideas and viewpoints to improve current organizational work and enhance organizational competitive advantage in the external environment. Moreover, deriving from Social exchange theory (Blau, 1964) and Frederickson’s (2001) broaden-and-build theory of positive emotions, it is argued that employees thriving at work experience positive emotions resulting in cognitive capability enhancement, motivating them to speak up. Employees with enhanced cognitive capability and positive emotions will likely exhibit voice behaviour in the workplace (Smidts et al., 2001). Thriving, a positive psychological state in employees would impact their intrinsic motivation to take actions that are advantageous to the organization, such as extra-role behaviours (voice behaviour) (Yousaf et al., 2019). Thus, thriving employees will take the initiative to share their opinions. The legitimacy and equity of resource distribution can also be evaluated in terms of incentives and act as a valuable tool for employees that strengthens their sense of loyalty to their employers. This is grounded on the notion that organizations control the ability to reward and punish, allocate resources, and create possibilities for advancement. Therefore, employees will decide to avoid such behaviours if they believe they are being perceived as threats or their behaviour could result in resource losses and life-changing events like being demoted, transferred, or fired (Morrison & Milliken, 2000).

Consequently, building on the resource conservation perspective (Halbesleben et al., 2014), individuals are driven first and foremost to prevent the loss of already-obtained resources (i.e. conservation) and then to gain or acquire additional resources (i.e. acquisition) to prevent further resource loss (Halbesleben & Buckley, 2004). However, employees are willing to exhibit extra-role behaviours like voice behaviour when they are particularly in a good frame of mind (Employee thriving). Additionally, voice behaviour refers to employees expressing their opinions regarding organizational development, and they need to come up with fresh concepts and innovative tactics (Farh et al., 2010). Thus, employee voice can assist in engaging in innovative behaviours to address present organizational issues or find future prospects; both of these behaviours will only be exhibited if the employee are in a positive psychological state, i.e. employee thriving. Therefore, we propose that:

P2. Employee thriving at work will be positively related to employee voice behaviour.




Meditating role of employee thriving

We propose that the relationship between ambidextrous leadership and employee voice behaviour is mediated by the employee thriving at work. Based on the foundations of COR, employees want to amass, preserve, safeguard, and build resources. Additionally, it has been asserted that in situations with equal resources, resource loss affects people more adversely than resource gain (Hobfoll, 1989; Hobfoll et al., 2018). Employee voice behaviour is resource-threatening (Ng & feldman, 2012), as it involves losses of resources, negative performance feedback, and other difficulties that the employees might face. Therefore, we conceptualize ambidextrous leadership as affecting employee innovation behaviour (Jiang et al., 2023) and motivating employees (Webb, 2007). Thus, encouraging employees to speak while safeguarding their current resources. Such leaders also create an organizational culture that protects employee resources. This leadership style is sufficient to impact the positive psychological state of the employees. This positive psychological state of employees (thriving) will be positively related to employee voice behaviour. Such employees will be more likely to behave proactively (Porath & Bateman, 2006). Thus, such employees will be more willing to take the initiative (Spreitzer & Sutcliffe, 2007) and share their ideas. Thriving employees are identified as fervently enthusiastic (Nix et al., 1999) and are well-equipped to share their opinions and suggestions (Xu et al., 2022). Thus, we propose that:

P3. Employee thriving at work will mediate the positive relationship between ambidextrous leadership and employee voice behaviour.
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Fig. 6.1.    Conceptual Framework. Source: Developed by Authors.






Methodology

This research used the literature review method to summarize the extant literature. To gather relevant research articles, well-known databases including Google Scholar, Scopus, and Web of Science were used. The review included theoretical and empirical articles published in peer-reviewed journals. The references in recently published articles were systematically examined to identify those articles which had been cited frequently. Our literature search criteria comprised individual and collective keywords, such as ‘ambidextrous leadership’, ‘employee voice behaviour,’ ‘voice behaviour,’ ‘employee thriving at work,’ and ‘employee thriving’. We utilized the following inclusion and exclusion criteria to determine the articles should be included. Inclusion criteria included studies on ambidextrous leadership in an organizational context published in English. Studies written in languages other than English were excluded. We limited our search to articles and reviews and excluded book chapters and conference proceedings. The majority of articles were sourced from reputable peer-reviewed journals in business management-related fields and organizational psychology, such as Journal of Applied Psychology, Asian Pacific Journal of Management, Leadership and Organizational Developmental Journal, The Leadership Quarterly, Personnel Psychology, Frontiers in Psychology, International Journal of Strategic Communication, International Journal of Organizational Analysis, Academy of Management Journal, Journal of Business Communication, Journal of Organizational Behaviour, Journal of Management, The Journal of Creative Behaviour, International Journal of Human Resource Management, Organizational Dynamics, Sustainability, and Human Resource Management Journal. This is because all of these journals are devoted to the discipline of HRM and psychology. Moreover, the articles from these journals support our arguments on the proposed conceptual framework.




Discussion

This conceptual study is aimed at explaining the dynamics between ambidextrous leadership, employee thriving, and voice behaviour within organizational contexts by integrating three prominent theories: Conservation of Resources Theory (COR), Social Exchange Theory (SET), and the Broaden and Build Theory of Positive Emotions (BBT). Integrating COR, SET, and BBT enhances our understanding of how ambidextrous leadership impacts employee thriving. Through providing valuable resources and fostering a trusting relationship, ambidextrous leaders trigger a sense of obligation among employees to reciprocate and elucidate the role of positive emotions in the relationship. In this sense, the central premise of our conceptual framework is that ambidextrous leadership foster employee thriving. The link between employee thriving and enhanced employee voice behaviour aligns with theories (COR, SET, and BBT) that underscore the significance of positive psychological states in promoting proactive behaviours. Thriving employees experience high levels of vitality, learning, and development are more likely to be willing to voice their opinions, concerns, and ideas (Liu & Zhou, 2023). Therefore, organizations with ambidextrous leaders are more likely to make employees thrive in the workplace, ultimately fostering employees’ voice behaviour. This not only enhances our understanding of the mechanisms underlying employee voice behaviour but also highlights the role of leadership in shaping a supportive context for promoting voice behaviour.




Implications

The study expands the literature on leadership styles, particularly ambidextrous leadership, employee thriving, and employee voice behaviour. Numerous scholars have studied the effect of ambidextrous leadership on various other employee outcomes in the literature rather than thriving and employee voice. The fundamental mechanisms between ambidextrous leadership with thriving-at-work have not yet been studied. This study is one of the first studies to offer perspectives on how ambidextrous leadership affects employee voice behaviour through employee thriving at work. Thus, by introducing employee thriving that involves the feeling of vitality and learning for highlighting how ambidextrous leadership can favourably influence employees’ voice behaviour, our study has made noteworthy contributions to expanding the literature on ambidextrous leadership. By threading these elements together, this chapter pioneers a conceptual framework that could reshape the paradigm of leadership research and offer fresh insights into how organizations can foster employee voice behaviour.

From the managerial vantage point, the integrative framework of the study provides implications for leaders, employees, and organizations on enhancing employee voice behaviour through ambidextrous leadership. Leaders can enhance employees to thrive higher in a workplace and motivation to speak up by adopting ambidextrous leadership. This type of leadership can also help leaders decide the behaviours needed in different situations. To reduce employee risk when they speak and help them conserve their resources while they work, leaders need to understand that no particular behaviour can be applied in every situation to motivate employees and make them feel safe. Therefore, it is suggested that organizations should implement specific training programs to bolster ambidextrous behaviour of their leadership team.




Research Limitations and Future Scope

Firstly, being a conceptual chapter, this study lacks empirical validation. Future researchers should empirically test this framework in different organizational and cultural settings. Employing a mixed-method approach could offer a comprehensive understanding of the proposed framework. The approach would enable the incorporating of quantitative data and qualitative insights to provide a more holistic view of the studied relationships. Secondly, the present study utilized a single leadership style, i.e. ambidextrous, to enhance employee voice behaviour. We invite future researchers to consider other emerging leadership behaviours, including humble leadership, servant leadership, and strategic leadership styles. Thirdly, the current conceptual framework can be further studied by incorporating variables including organizational trust, organizational climate, power distance, and leader–member exchange. Also, researchers can explore a new underlying mechanism connecting ambidextrous leadership and employee voice behaviour by using another theoretical framework like the AMO (ability, motivation, and opportunities) framework. Finally, it is recommended that future research be undertaken to examine the potential effect of ambidextrous leadership and employee thriving on employee wellbeing-related constructs such as employees’ flourishing at work (Naim & Ozyilmaz, 2022).




Conclusion

This conceptual study is developed to explore the relationship between ambidextrous leadership, employee thriving, and employee voice behaviour. By synthesizing the insights from the conservation of resource theory, social exchange theory and broaden-and-build theory of positive emotions, a conceptual framework is developed that sheds light on the potential relationship between the study variables. The amalgamation of these theories offers a holistic perspective on how ambidextrous leadership fosters resource protection and acquisition, thus promoting employee thriving. This in turn facilitates proactive behaviours such as employee voice behaviour. The proposed conceptual framework serves as a valuable tool for modern organizations to navigate the complexities of the contemporary turbulent business landscape.
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