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In the contemporary business landscape, employees are increasingly expected to
demonstrate a wide range of competencies, which require a combination of
exploration-based and exploitation-based individual abilities. In this vein, the pre-
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INTRODUCTION

In current business environments, employees are expected
to handle a variety of tasks, each necessitating individual
abilities that blend exploration-based and exploitation-
based skills (Lavie, Stettner, & Tushman, 2010;
Mom, Van Den Bosch, & Volberda, 2007; Smith &
Tushman, 2005). A body of research has explored how
individual ambidexterity (IA)—the cognitive ability to
balance exploration and exploitation skills—enables indi-
viduals to perform better at work (Birkinshaw & Gupta,
2013; Chang et al., 2024; Gupta, Smith, & Shalley, 2006;
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Mu, Van Riel, & Schouteten, 2022; Tuncdogan, Van
Den Bosch, & Volberda, 2015).

Existing literature suggests a positive link between 1A
and performance, emphasizing the importance of balan-
cing exploratory and exploitative activities (Kobarg
et al., 2017; Zacher, Robinson & Rosing, 2016; Zhang,
Wei, & Van Horne, 2019). IA is linked to high adaptabil-
ity, innovation, and the ability to navigate complex tasks,
allowing individuals to thrive in dynamic environments
while maintaining operational efficiency (Biswas &
Varma, 2011; Carboni & Ehrlich, 2013). Although some
studies support this association, most research has
focused on TA at higher organizational levels, indicating
a need for more detailed investigations at the individual
level (Raisch et al., 2009; Schnellbdcher, Heidenreich, &
Wald, 2019). Moreover, the relationship between A and
performance may vary depending on specific contexts
and task requirements, warranting further exploration
(Lam, DeCarlo, & Sharma, 2019; Pertusa-Ortega
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et al., 2020). Remarkably, while Good & Michel (2013)
introduced a measure of IA based on cognitive and
psychometric tests, we found no studies measuring IA
beyond survey-based self-administered measures in this
context. Against this backdrop, the present study intro-
duces a novel approach to measuring IA and advances
the following research question:

How do relational and collective identification support
the relationship between individual ambidexterity and job
performance?

We argue that a positive work environment and
strong identification with the workplace are crucial for
enhancing the link between IA and performance for
several reasons. When employees strongly identify with
their colleagues, they are more likely to align their actions
with the organization’s goals and values. Employees who
see their work as part of a larger purpose are more likely
to exceed minimum requirements, showing greater initia-
tive in both exploratory and exploitative tasks. Positive
feedback and recognition within a socially cohesive
context further motivate individuals to develop their
versatile skills (Han, Bai, & Peng, 2022; Turner, Swart, &
Maylor, 2013; Zhang, Wei, & Van Horne, 2019).
Similarly, collective team identification enhances team
ambidexterity and improves employee performance
(Han, Bai, & Peng, 2022). Given the importance of exam-
ining the social factors that shape the connection between
employees’ explorative and exploitative abilities and job
performance, this constitutes a notable research gap in
the field that calls for further exploration.

To address this research question, we draw on
theoretical arguments from self-concept theory to suggest
that two novel contingencies, namely, identification with
leaders and identification with peers, may help to trans-
late ambidextrous skills into superior job performances.
Specifically, we build our argument on dynamic self-
concept theory, which sees self-concept (or identity) as a
key factor that shapes individual abilities within social
environments (Brewer & Gardner, 1996; Markus &
Wurf, 1987). Dynamic self-concept theory highlights how
an individual’s perception of themselves is not static but
can evolve in response to experiences, interactions, and
situations. Factors such as social interactions and overall
social context significantly shape how individuals
perceive themselves.

Since ‘one’s identity or self-definition is the product
of social interactions in specific contexts’ (Albert
et al., 1998, pp. 213-214), identification is pivotal in
shaping one’s identity (i.e., the social self) over time.
Social interactions at work regularly boost teamwork
and productivity because they acknowledge each
employee’s potential (e.g., Liao & Chuang, 2007,
Schaubroeck, Lam, & Cha, 2007). Social processes that
depend on leaders and peers help individuals to improve
themselves and be more aware of their abilities
(Brewer & Gardner, 1996; Havermans et al., 2015;
Walumbwa & Hartnell, 2011). Therefore, depending on
relational identification (one’s connection with colleagues

and leaders in their work environment) and collective
identification (feeling a sense of belonging and shared
identity with their team or organization), social processes
serve as  motivational  catalysts (Brewer &
Gardner, 1996). These processes encourage individuals to
utilize their explorative and exploitative abilities better,
ultimately enhancing their overall job performance. In
summary, the dynamic self-concept provides a useful
framework for understanding how individuals manage
their identities, activating specific self-schemas in
response  to  different aspects of  individual
ambidexterity—whether focusing on exploration or
exploitation—depending on the context and cues present.

To test our hypotheses, we gathered data from white-
collar workers and leaders employed in the manufactur-
ing sector. The manufacturing sector was selected for its
high prevalence of ambidextrous tasks that demand a
blend of explorative and exploitative abilities as well as
for the diversity in roles and the standardized perfor-
mance evaluation criteria it offers.

The analysis provided empirical support for our
proposed hypotheses, offering both academic and
practical insights. This study contributes to current
academic research by bridging the gap between IA
research (Gibson & Birkinshaw, 2004; Gupta, Smith, &
Shalley, 2006) and dynamic self-concept theory
(Markus & Wurf, 1987), shedding light on the underlying
interaction-based dynamics regarding employees’ abilities
and identification within the organizational boundaries.
Our research equally offers practical insights in so far as
itunderscores the importance of a proactive work envi-
ronment by demonstrating that when employees identify
with peers and leaders, they are more motivated to use
their ambidextrous abilities and increase their overall job
performance as a result. From an equally practical point
of view, emphasizing the recruitment of ambidextrous
individuals is as important as stimulating employee iden-
tification with colleagues and leaders. Additionally, this
study offers a methodological contribution to IA research
within organization and management literature for its
use of psychology studies (e.g., Good & Michel, 2013) to
measure IA. Indeed, unlike self-administered measures of
IA, the measure proposed by Good & Michel (2013)
employs cognitive and psychometric tests like the Alter-
nate Uses Test (AUT), Test Attentional Performance
(TAP), and Stroop Task. These tests were designed to
assess the individual ambidextrous abilities of the partici-
pants more objectively, enhancing the reliability of our
analysis.

THEORETICAL BACKGROUND AND
HYPOTHESIS DEVELOPMENT

Individual ambidexterity and job performance

Today’s employees in the business sector must cope with
a work environment characterized by increasing levels of
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dynamism. Employees are often asked to embrace chal-
lenges that are different from one another in limited
periods of time. To successfully accomplish tasks charac-
terized by a high level of variety, employees must develop
some level of adaptability (Yu, Gudergan & Chen,2018;
Pulakos et al., 2000). Indeed, the wide range of tasks that
an employee may need to complete at work requires the
development of different abilities. In particular, scholars
have noted employees’ ability to quickly adapt to diverse
tasks largely depends on whether they have developed
ambidextrous cognitive abilities (Mom, Van Den
Bosch, & Volberda, 2007, 2009; Rogan & Mors, 2014).

In this study, we adopt a cognitive approach to ambi-
dexterity at the individual level (Gilbert, 2006; Good &
Michel, 2013) and conceptualize 1A as the simultaneous
integration of explorative and exploitative capabilities
(Mom, Van den Bosch, & Volberda, 2009). While explo-
ration intrinsically involves the search for new solutions
and divergence from routine, exploitation capabilities are
related to the ability to efficiently put things into action
(Rosing & Zacher, 2017). When embracing individual
exploration, ‘individuals deviate from routines, try out
something new, and do not rely on established knowl-
edge’. On the other hand, ‘individual exploitation encom-
passes relying on previous experience, putting things into
action, and incrementally improving well-learned actions’
(Rosing & Zacher, 2017, p. 696).

According to this view, ambidextrous abilities
underpin individuals’ ambidexterity and support
employees in carrying out heterogeneous tasks (Rosing &
Zacher, 2017). Ambidextrous individuals distinguish
themselves by a set of abilities. Firstly, they tend to
be resourceful and enterprising, seeing opportunities
and threats more clearly and quickly than others
(Birkinshaw & Gibson, 2004). Secondly, their inventive-
ness allows them to make connections, multitask, collab-
orate (Fiset & Dostaler, 2017), and balance trade-offs
between passion and discipline (Andriopoulos &
Lewis, 2009). Thirdly, ambidextrous individuals are espe-
cially good at resolving conflicts (Mom, Fourne, &
Jansen, 2015; Mom, Van den Bosch, & Volberda, 2009)
and coping with job complexity (Bledow et al., 2009).

While the studies mentioned above indicate a positive
link between IA and job performance, there has been lim-
ited exploration of how individual ambidexterity mani-
fests as superior job performance. Kobarg et al. (2017),
in their examination of the academic context, observed
that TA is a critical predictor of research performance.
Zhang et al. (2020), in their analysis of the Chinese
high-tech  sector, found a positive relationship
between employee exploration, exploitation, and task
performance. The authors propose that exploration and
exploitation are complementary processes that collec-
tively enhance task performance. By building on these
arguments, we contend that the integration of explorative
and exploitative capabilities inherent in individual ambi-
dexterity positively affects job performance. This positive

effect stems from the individual’s ability to adaptively
navigate the complexities and dynamic challenges of the
modern business environment. By balancing the pursuit
of new knowledge and the application of existing skills,
ambidextrous individuals demonstrate greater versatility,
innovative problem-solving approaches, and efficient
task execution. These attributes are instrumental in
boosting job performance, especially in settings that
demand quick adaptation and multifaceted skill sets.
With this in mind, we advance our first research hypothe-
sis as follows:

Hypothesis 1. In organizational settings,
individual ambidexterity positively affects job
performance.

The role of social contingencies in influencing the
relationship between individual ambidexterity
and job performance

Pertusa-Ortega et al. (2020) suggest that future studies
should advance research into IA by exploring contingent
factors that may facilitate IA and its effects on job perfor-
mance. To date, social psychological theories of the self
(Brewer & Gardner, 1996) propose that individual iden-
tity is multiple rather than single and dynamic rather
than static (Van Zoonen, 2013). In this sense, people
strive to achieve self-identity through dyadic relationships
(i.e., the relational self) and in terms of group relation-
ships (i.e., the collective self) (Brewer & Gardner, 1996).
Both self-representations coexist within the same individ-
ual (Sedikides & Brewer, 2003). It is worth noting that
the relational self and the collective self can complement
one another (Sedikides & Brewer, 2003). Therefore, it’s
crucial to understand how an employee’s fragmented
self—comprising their relational and collective selves—
identifies with other individuals at work, including
leaders and peers. By understanding this relationship, we
can shed light on the potential moderating effect on the
relationship between individual ambidexterity and job
performance. Building on dynamic self-concept theory,
we propose that the choice of ambidextrous individuals
to make better use of their capabilities within organiza-
tional boundaries is shaped by roles defining one’s
relation to others (e.g., employee-leader). This support
can take the form of relational and collective identifica-
tion, contributing to the enhancement of individual job
performance.

Existing studies have noted that elevated levels of
relational and collective identification in the workplace
drive proactive interactions and affect job performance
(Cohen & Bailey, 1997, MisCenko & Day, 2016).
Employee motivation is precarious and is significantly
affected by factors like employee seniority and a focus on
an organization’s goals (Balzano, Garlatti Costa, &
Bortoluzzi, 2023). Indeed, Humphrey, Nahrgang, &
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Morgeson (2007) underscore that several individual char-
acteristics significantly influence job satisfaction, commit-
ment to an organization, and other role perception
outcomes, with social characteristics providing incremen-
tal variance beyond motivational characteristics. Overall,
the work environment has a key influence on job
motivation and the willingness of workers to support
their leaders and peers actively (Bunjak, Bruch, &
Cerne, 2022; Han, Bai, & Peng, 2022; Van Der Vegt &
Bunderson, 2005). Strong social ties create a supportive
environment, diminishing fear of mistakes and increasing
self-effectiveness (Hirst et al., 2018).

Moreover, identification with leaders and peers
fosters positive self-perception (Aron et al., 2022; De
Cremer, 2004). This could lead individuals to be more
motivated to do their best, especially in complex tasks
requiring exploration and exploitation abilities. Belief in
their ability to navigate tasks effectively is fortified
through a sense of belonging and alignment with leaders’
and peers’ goals (Terry & Hogg, 2001). Hence, collective
and relational identification may serve as pivotal
contingencies in the relationship between IA and job
performance.

The moderating role of collective identification
with peers

According to dynamic self-concept theory, the collective
self is determined by one’s impersonal connection to
others (Sedikides & Brewer, 2003). In a work environ-
ment, this translates to an identification with the collec-
tive. This connection to peers does not require a close
personal relationship. Instead, the main function of the
collective self is to protect and enhance the ingroup
(Brewer & Gardner, 1996). The collective self is a social
extension of the self as derived from social categories
rather than from perceiving the self as a unique
person (Turner, 1987). Hence, the perception of the self is
‘consistent with the group identification’ (Brewer &
Gardner, 1996, p. 84).

Workgroup climate plays a crucial role in the
realization of efficient collaboration among individuals,
and collective identification contributes to tearing down
barriers within an organization (Khan & Mir, 2019;
Sluss & Ashforth, 2007; Wang et al., 2013). Ahearne
et al. (2013) consider collective identification in terms of
social identity and, note that when individuals
identify with the team or collective in organizations to
which they belong, they tend to shift from a self-centered
view to an organization-centered view. Collective identifi-
cation induces individuals to believe that failures and
successes of their group are self-referential or self-
defining (Pratt, 1998), meaning that in their perception
the success (or the failure) of the individual constitutes
the success (or the failure) of the many (i.e., group of
peers).

In line with this, Shamir (1990) noted that the stron-
ger the collective identification, the more an individual is
motivated to apply their professional skills to tackle a
wide variety of tasks, and hence perform better. When
individuals identify with their peers, a sense of belonging
and shared purpose emerges, leading to intrinsic motiva-
tion and commitment. This identification facilitates a
supportive environment within the organization, charac-
terized by encouragement and cooperation from peers
(Weisman et al., 2023). This supportive context fostered
through collective identification, becomes a crucial factor
in supporting individuals to effectively make use of their
ambidextrous skills. From this perspective, the seamless
integration of explorative and exploitative skills into job
performance is contingent on the presence of collective
identification. Namely, the collective identification, or
collective self-construal, involves a psychological merging
of self and group, prompting individuals to perceive
themselves as similar to other collective members,
attribute group-defining characteristics to themselves,
and prioritize the collective’s interests (Hogg, 2003;
Sedikides & Brewer, 2003). Naturally, individuals may
define themselves to varying degrees in relational and col-
lective terms. Similarly, the strength of self-construal can
fluctuate across situations, group memberships, and rela-
tionships, providing a nuanced picture of how individuals
perceive and position themselves within different contexts
(e.g., Hogg, 2003; Sedikides & Brewer, 2003). In sum-
mary, collective identification precedes integration and
supports an environment that is conducive to the effective
use of ambidextrous skills. Indeed, identification
arguably functions as a catalyst for job motivation in
individual employees (Mullen & Copper, 1994; Weisman
et al., 2023; Zhang et al., 2014), which, in turn, could
foster a willingness to promptly leverage individual
exploration and exploitation. This leads us to propose the
following hypothesis:

Hypothesis 2. Collective identification posi-
tively moderates the relationship between indi-
vidual ambidexterity and job performance.

The moderating role of relational identification
with the leader

The dynamic self-concept includes the relational self that
represents the aspect of the self that is shared with others
and that may determine the self’s position in relationships
(Sedikides & Brewer, 2003). Unlike the collective self,
the relational self involves personalized attachment as
well as a specific role within the relationship,
i.e., employee—leader. This form of self-representation
functions by enhancing the significant other and estab-
lishing a good relationship. Scholars have described
relational identification as an expansion of the self
that incorporates elements of the complementary role
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(Sluss & Ashforth, 2007). As a result, when a relationship
holds significance, an individual’s self-perception goes
beyond personal qualities to encompass another individ-
ual, thereby broadening their overall repertoire. When
employees strongly identify with their supervisor, man-
ager, or team leader, it boosts their confidence in the
leader’s supportive behavior, empowering them and
enhancing their self-efficacy through positive past experi-
ences (Walumbwa & Hartnell, 2011; Walumba et al.,
2020). In this context, certain individual characteristics
play a crucial role in enhancing the individuals’ willing-
ness to make proper use of their skills, such as intrinsic
motivation (Kao & Chen, 2016), social support (Lee &
Lee, 2016; Zhang, Wei, & Van Horne, 2019), self-efficacy
(Mom et al., 2019), and different leadership styles
(Kauppila & Tempelaar, 2016; Salas-Vallina, Moreno-
Luzon, & Ferrer-Franco, 2019).

In this study, we focus on relational identification
with the leader as a complementary aspect of collective
identification with peers (Ferris et al., 2009; Kark, 2012).
Previous literature has already gathered some insight into
the idea that people who identify with their leaders have
a higher likelihood of self-enhancing while performing
job-related  activities  (Ashforth,  Schinoff, &
Rogers, 2016). Pratt (1998) observes that identification
with others leads to influencing individuals’ perception,
motivation, and performance. By contrast, when there is
a low level of identification, individuals may lack motiva-
tion, potentially leading to self-perceptions of inefficacy
(Wu, Tsui, & Kinicki, 2010). As Bandura’s (1986) has
noted, from a social cognitive perspective, individuals
convinced of their ineffectiveness are prone to exhibiting
behaviors that confirm this belief. By contrast, stronger
levels of identification with the leader appear to enhance
employees’ self-efficacy, as suggested by Kark & Shamir
(2002). Ultimately, stronger levels of identification
stimulate employees toward improved performance by
instilling a sense of belief and alignment with the leader’s
objectives and values (Ahearne et al., 2013; Hobman
etal., 2011).

Relational identification is strongest when individual
beliefs about a leader become self-referential or self-
defining (Pratt, 1998). Identification with a leader
enhances employee referent power (French &
Raven, 1959), meaning strong identification with a leader
can lead to referent power, where individuals seek to
emulate their leader. When followers identify with their
leaders, they shape their beliefs and behaviors to align
with those of their leaders (Shamir, House, &
Arthur, 1993), which drives them to go beyond self-
expectations (Yukl, 1998), thus increasing their self-
perceived ability to perform well. Such self-representation
may lead to an improvement in job performance
(Conger & Kanungo, 1988), as efficacy expectations
will support individuals with heterogenous tasks that
require both explorative and exploitative abilities
(Bandura, 1977).

In line with this, we argue that employees who iden-
tify with their leaders will feel more inclined, motivated,
and even legitimated to leverage their ambidextrous
abilities to reach the organization’s goals and, hence, will
perform well. Our claim is based on the fact that, firstly,
employees in this sort of environment will feel more
socially supported in engaging in risky activities that are
connected to the exploration side of ambidexterity
(innovation and autonomy) and will not fear (or will fear
less) the potential negative consequences of their
mistakes or failures (Bass & Avolio, 1994). Secondly,
identification with the leader could improve the execution
of exploitation-oriented activities (related to efficiency
and control) thanks to an optimized alignment
between leader-follower aims and goals (Conger &
Kanungo, 1998). Overall, such arguments suggest that
relational identification could shape the relationship
between IA and job performance. Thus, we propose:

Hypothesis 3. Relational identification with
the leader positively moderates the relation-
ship between individual ambidexterity and
job performance.

Figure 1 summarizes our research model.

METHOD
Setting, sample, and data collection

We collected our data from white-collar workers and
leaders employed in medium- and large-sized
manufacturing firms based in North-Eastern Italy across
various sectors (e.g., naval, engineering, furniture, IT).
We chose the manufacturing industry for three main
reasons. Firstly, in the manufacturing industry, there is
a high prevalence of ambidextrous tasks, which
require both explorative and exploitative capabilities
(Princes, 2020). This environment is particularly
suitable for studying IA as employees often engage in
routine tasks (thus highly related to exploitation-based
capabilities)  while simultaneously adapting to
technological advancements and process improvements
(thus highly related to exploration-based capabilities).
The inherent need for balance between these two compe-
tencies in manufacturing makes it an ideal setting to
examine how ambidextrous abilities relate to job
performance.

Secondly, the manufacturing industry encompasses a
wide range of roles, each with distinct tasks and responsi-
bilities (Ebrahimi et al., 2023). This diversity allows for a
comprehensive analysis of how identification with peers
and leaders differs across various levels and how they
influence the relationship between IA and job perfor-
mance. Moreover, the hierarchical nature of the industry
offers a suitable context in which to explore how leader-
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employee relationships and identification with peers
affect job performance.

Thirdly, the manufacturing industry is known for its
emphasis on standardization, efficiency, and quality con-
trol. Managers in this sector are usually well-equipped
with specific criteria and metrics to evaluate employee
performance, such as production quotas, quality of out-
put, and adherence to processes. This standardized
approach to performance assessment provides a consis-
tent basis for collecting the job performance variable,
enhancing the reliability of our findings.

When selecting participants for our study, it was
important to ensure a representative and relevant sample
from the manufacturing sector. Initially, we reached out
to 15 medium- and large-sized firms, chosen for their
potential to provide a diverse and significant employee
base, reflective of broader industry dynamics. On aver-
age, about 25 employees per company participated. Par-
ticipation in the tests and survey-based questions was
carried out on a voluntary basis so that the data collected
would be meaningful data allowing us to focus on genu-
ine responses. Upon securing employee participation, we
followed a systematic procedure to gather data. Each
participating employee was asked to complete a series of
surveys and tests, and the direct supervisors or managers
of these employees were concurrently contacted. These
managers, who typically oversaw the work of multiple
employees, were asked to provide job performance evalu-
ations regarding each participating employee. These eval-
uations were written confidentially and used solely for
our research purposes.

The white-collar workers participating in the study
took the Alternate Uses Test (AUT), Test Attentional
Performance (TAP), and Stroop Task. Following this, in
a separate part of the survey that was conducted on-line,
white-collar workers were also asked to self-assess their
level of collective identification with their co-workers and
their level of relational identification with their function

Performance

or business-unit leaders. Also, we collected supervisory-
based ratings of the overall job performance of
380 employees participating in the study. The full process
of data collection lasted about a year and was concluded
at the end of December 2021. Table 1 provides a detailed
description of the sample characteristics. To control for
possible selection biases, we compared Table 1 with the
larger sample of 837 participants, and the two did not
present significant differences.

Measures
Dependent variable

To measure job performance, we relied on the measure
first developed by Heilman & Block (1992) and then
extended by Walumbwa, Avolio, & Zhu (2008). This is a
supervisory-rated job performance Likert-type scale
(seven points) composed of the following items: ‘All in
all, how competently does this individual perform the
job?’; ‘In your estimation, how effectively does this indi-
vidual get the work done?’; ‘How would you judge the
overall quality of this individual’s work?’; ‘Please provide
an overall summary of this individual’s competence’. We
allowed each firm to identify the most appropriate person
to rate the participants’ job performance. In some cases,
it was the HR manager, while in others, it was the func-
tion/division manager, a role that is common in complex
organizational structures. Accordingly, the supervisor
rated the employee’s job performance.

Independent variables
IA can be conceptualized and operationalized in different

ways (e.g., Rosing & Zacher, 2017). We rely on the
formative approach developed by Good & Michel (2013)
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TABLE 1 Sample characteristics.

Gender
Female 147 38.684
Male 233 61.316
Age
Under 25 4 1.053
25-34 87 22.895
35-44 115 30.263
45-54 134 35.263
Over 54 39 10.263
Unspecified 1 .263
Education Level
Less than high school diploma 15 3.947
High school diploma 165 43.421
Bachelor’s degree 41 10.789
Master’s degree or more 153 40.263
Unspecified 6 1.579
Business Unit Category
Administration & Control 42 11.053
Supply Chain 42 11.053
R&D 34 8.947
Production/Engineering 129 33.947
HR 16 4.211
Sales 91 23.947
Other 26 6.842
Device used for the test
Computer with mouse 358 94.211
Computer with trackpad 14 3.684
Tablet 2 .526
Smartphone 4 1.053
Other 2 .526
n =380

as it is not based on perceptual scales, which can be sub-
ject to relevant cognitive biases, but rather on the assess-
ment of the cognitive abilities of individuals and hence
on the individuals’ ambidextrous abilities. IA was mea-
sured, therefore, as a formative construct, resulting from
multiple experiments with employees: the AUT test, the
TAP, and the Stroop task. Specifically, we developed the
AUT test such that each respondent, in a given time, had
to list all the uncommon possible uses of a newspaper.
The total number of alternative uses identified by each
participant within a given time served as a proxy for their
divergent thinking scores. The TAP was measured by the
adoption of the go/no-go paradigm, requiring partici-
pants to approach repetitive trials, pressing a response
key as quickly as possible when a “go” stimulus appears
on the screen of the adopted device. Conversely, partici-
pants had to not press the response key in the presence of
a “no-go” stimulus. This approach was used to detect the

individual level of focused attention. Finally, we adminis-
tered the Stroop task. In particular, we proposed a word-
color Stroop Task based on a series of font colors in
which incongruent word-colors are presented, for exam-
ple, the word red might be written in a green font. In this
example, the participant would have to press the “green”
button instead of “red”. In total, 60 trials were inserted.
This experiment allowed us to measure cognitive flexibil-
ity scores.

As far as the moderators were concerned, we mea-
sured collective identification with peers using the Likert-
type scales developed by Kark, Shamir, & Chen (2003).
The five items of this type of latent construct included:
‘When someone speaks ill of my colleagues, I perceive it
as an attack on myself as well’; ‘I pay close attention to
others’ opinions about my colleagues’; “When talking
about my work group, I naturally speak in the plural
form’; “The successes of my colleagues are also my suc-
cesses’; ‘If someone praises my work group, I perceive it
as a compliment to myself as well.” Relational identifica-
tion with the leader was measured using a five-item scale
developed by Walumbwa & Hartnell (2011). Items
included: “When someone criticizes my boss, I perceive it
as an attack on myself as well’; ‘I pay close attention to
others’ opinions about my boss; When talking about my
boss, I naturally speak in the plural form’; ‘The successes
of my boss are also my successes’; ‘If someone praises my
boss, I perceive it as a compliment to myself as well.’

Control variables

We included multiple levels of controls in an attempt to
rule out alternative explanations. Firstly, at the individ-
ual level, we controlled for socio-demographic variables
such as the employee’s age, gender, and level of educa-
tion. The inclusion of age served to account for the
potential variations in job performance attributable to
generational differences in work values and experiences.
Gender was controlled to discern the potential influence
of gender-specific societal roles or career progression
patterns. Education level provides a proxy for the
employee’s knowledge base and skills, which may have
an impact on their job performance.

Additionally, we incorporated tenure-related controls,
including the number of years each employee has been
operating in the given firm and the number of years they
have worked under their current leader. Time spent in the
firm could correlate with deeper organizational knowl-
edge and a stronger alignment with firm-specific prac-
tices, which may enhance job performance. Similarly, the
duration of the employee-leader relationship could be
indicative of the stability and depth of relational identifi-
cation, potentially influencing job performance.

We also accounted for the business unit type to which
each employee belongs. This control helped us to isolate
the effects of different operational contexts and strategic

85UB017 SUOLILLIOD BAIERID 3ol dde 3y} Aq pauA0h 318 S3oIe YO ‘8SN JO S3IN1 10} AReq T BUIIUO AB]IA UO (SUORIPUOD-PL-SWISHLI0D" 3| 1M Afe.q1BU1|UO//SANY) SUOIPUOD PUe Swid | 8U) 835 *[9202/80/8T] U0 ARiqiT8ulluo 4811 81l eueiyo0D AQ ¥89ZT @ILS/TTTT OT/I0p/W0d A3 IM Afeiq 1 pul|Uo//Stiy Wouy papeoiumoq ‘€ ‘G202 ‘29Ly0vLT



806 |

BALZANO ET AL.

objectives that were specific to various business units and
might influence job performance differentially.

Furthermore, firm-level controls were added to our
regression models, entailing firm size—proxied by firm
revenues—and a firm fixed-effects variable. Firm size
may influence job performance due to differences in
resources, processes, and market reach. The firm fixed-
effects control was designed to mitigate unobserved het-
erogeneity that could have created bias in our results,
ensuring that the observed effects were not confounded
by firm-specific characteristics that were consistent
over time.

Finally, we controlled the device used by participants
to carry out the AUT, the TAP, and the Stroop Task, to
exclude effects ascribable to the type of device. This con-
trol acknowledged the potential influence of digital inter-
faces and user experience on task performance, which is
particularly pertinent when tasks are administered
electronically.

Constructs’ reliability and statistical method

Collective identification, relational identification with the
leader, and job performance constructs were adopted
from previously validated scales in the literature (Kark,
Shamir, & Chen, 2003; Walumbwa, Avolio, &
Zhu, 2008). To estimate the reliability of latent con-
structs, we turned to the CLC Estimator (Marzi
et al., 2023). Cronbach’s Alpha («) and Average Variance
Extracted (AVE) values are as follows: collective identifi-
cation (a =.811; AVE = .561); relational identification
with the leader (« = .802; AVE = .519); job performance
(v = .818; AVE = .510). For each construct, standard-
ized factor loadings exceed the value of .760, suggesting
adequate fit (Hair, Black, & Babin, 2010). Given the
diverse nature of our variables (i.e., both latent and
observed), to test our hypotheses, we relied on regression
analysis. The software used to carry out the subsequent
regression analysis was Stata 17.0.

RESULTS

In Table 2, we report the means, the standard deviations,
and the correlation matrix. As shown in the table, the
two moderation variables (i.e., collective identification
with the peers and relational identification with the
leader) are positively and significantly correlated
(p = .546, p < .01).

In Table 3 we report the results of the regression anal-
ysis. In particular, we built five models: Model 1 tests the
direct effects of control variables and IA; Model 2 adds
the direct effects of moderating variables to Model 1 (i.-
e., collective identification and relational identification
with leader); Models 3 and 4 test each interaction effect
independently; Model 5 is our full model, on which we

have primarily relied for assessing the coefficients of the
performed regression analysis.

With respect to the impact of IA on job performance
(Hypothesis 1), as shown in Models 1-5, we found a posi-
tive and significant relationship between IA and job per-
formance (in Model 5, g = .277, p < .01). Therefore, our
research hypothesis receives strong empirical support.
Hypothesis 2 states that collective identification with
peers positively influences the relationship between 1A
and job performance, while Hypothesis 3 states that rela-
tional identification with the leader positively influences
the relationship between IA and job performance. As
shown in Models 3-5, the positive signs and the statistical
significance are in line with our predictions (in Model 5:
p=.145 p <.05; p = .166, p < .01, respectively). Hence,
both Hypotheses 2 and 3 are supported. To determine if
our regressions might suffer from multicollinearity issues,
we calculated the Variance Inflation Factors (VIFs) on
our full model (Model 5). All VIF scores were well below
the threshold of 10 recommended by Chatterjee & Hadi
(20006).

Figure 2 shows the first interaction effect. The slope
of the relationship between IA and job performance
changes with varying levels of collective identification,
such that when collective identification is high, the base-
line relationship is strengthened.

Similarly, as Figure 3 highlights, when relational
identification with the leader is low, the relationship
between IA and job performance is flatter than in the
case of high relational identification with the leader.

Moreover, we examined the pattern of these interac-
tion effects following the recommendations made by
Aiken et al. (1991). Thus, we carried out two slope tests
to further inspect the validity of our moderating effects.
Results show that both interaction terms are statistically
significant. Specifically, the first interaction related to
Hypothesis 2 yielded an F-statistic of 6.490, with a p-
value of .011. Similarly, the interaction term related to
Hypothesis 3 returned an F-statistic of 7.280, with a p-
value of .007.

DISCUSSION
Theoretical implications

This study makes several contributions to the literature
on IA, dynamic self-concept theory, and organizational
behavior. First, it bridges the gap between the concept of
IA and dynamic self-concept theory. By exploring the
interplay between 1A and relational and collective identi-
fication, this study enhances the understanding of how
social context at work affects individual job performance.
Moreover, this research extends the dynamic self-concept
theory into the domain of organizational behavior.
Focused on individual identity formation and self-
perception, this study illustrates how these concepts play
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TABLE 3 Results of regression analysis.

Hypothesis (H) Model 1 Model 2 Model 3 Model 4 Model 5

Independent variables

Individual ambidexterity H1 336" (.050) 334" (.050) 289" (.049) 296" (.049) 27777 (.049)
Collective identification .014 (.060) —.007 (.048) —.013 (.062)
Relational identification with leader .026 (.056) .010 (.044) .018 (.056)
Interaction effects

Ind. Amb. X Colle. Id. H2 220" (.046) 14577 (.057)
Ind. Amb. X Rel. Id. with leader H3 239" (.050) 166" (.061)
Control variables
Years in the firm —.124"(063)  —.123%(.063)  —.121"7(060)  —.13577(060)  —.131" (.060)
Years with same leader .093% (.052) .092* (.053) .091* (.050) .099"" (.050) .097* (.050)
Age —.001 (.060) —.003 (.060) —.000 (.061) .006 (.059) .004 (.061)
Gender —.112(.092) —.114 (.092) —.124 (.090) —.090 (.091) —.104 (.090)
Education —.033(.048) —.031 (.048) —.035(.048) —.035(.047) —.035(.048)
Business unit —.005 (.020) —.004 (.021) —.002 (.020) —.002 (.020) —.001 (.020)
Firm revenues 219" (.045) 21277 (.048) 1847 (.047) 2047 (.044) 186" (.047)
Firm fixed effect —.054"7(013)  —.0567"(.013)  —.059""(.013) —.05777(.012) —.059""" (.013)
Adopted tool for test .075 (.053) 074 (.053) 062 (.054) .046 (.053) .046 (.054)
Adjusted R-Squared 247 .248 282 .286 298
n 380 380 380 380 380

Note: Both dependent and independent variables are standardized (i.e., X = 0; s> = 1). The dependent variable is Job Performance. (Standard errors in parentheses).

wxxp < 01,

**p < .05.

*p<.l.

FIGURE 2 The moderating role of
collective identification.
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Individual ambidexterity

a key role in an industry setting. The results show
that identification with leaders and peers not only
shapes an employee’s self-concept but also has practical
implications on their willingness to make proper use of
their ambidextrous capabilities. This element of our
study offers a new perspective on how collective and
relational identity within organizations influence job
performance.

Furthermore, this study highlighted the role of social
identification in the workplace. By showing how rela-
tional identification with leaders and collective identifica-
tion with peers can influence the effectiveness of IA in
job performance, the study also provides empirical
support to the theory that social dynamics are crucial in
determining how (and when) individual abilities are
leveraged in the workplace. This emphasizes the need for
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FIGURE 3 The moderating role of
relational identification with the leader.
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a broader understanding of job performance that goes
beyond individual capabilities and considers the social
processes in which these abilities are executed.

By integrating individual ambidexterity with
relational and collective identification, this study also
broadens the theoretical framework of job performance
predictors. While previous research found that individ-
ual abilities and motivation influence job performance
(Dalal, Alaybek, & Lievens, 2020), this study shows a
significant interaction between employee’s capabilities
and identification. Thus, this perspective enriches the
theory by highlighting the interplay between individual
capabilities and social dynamics in organizational
settings.

Methodologically, this study contributes to the IA
research in organizational and management literature by
utilizing cognitive and psychometric tests to measure
IA. This approach, grounded in psychology studies,
offers a more objective and reliable assessment of IA than
self-administered measures.

Managerial implications

This study explores individual factors that increase the
probability that individual ambidextrous abilities trans-
late to superior job performance. Ambidextrous individ-
uals are precious resources for organizations. On the one
hand, their cognitive abilities provide crucial support for
the innovation efforts of the organizations to which they
belong. On the other hand, their exploitation-oriented
abilities can support organizations in successfully orga-
nizing and executing tasks. In this paper, we have pro-
vided empirical support for the fact the work context
plays an important role in motivating (or demotivating)
capable individuals to use their ambidextrous skills for
the benefit of the organization they work for. Thus, this
research offers several implications that could enhance

Individual ambidexterity

managers’ capacity to empower employees and let them
express their ambidextrous potentiality at work. Firstly,
managers need to be aware that ambidextrous employees
might benefit considerably from a positive work climate
in which they identify with their colleagues and their
leaders. Managers should focus on reinforcing relational
and collective identification to support employees’ ambi-
dexterity and emphasize managerial practices that
enhance collective cohesiveness, including social support
and trust (Bunjak et al., 2023). To facilitate IA, managers
can leverage social relationships and practices that rein-
force cooperation with leaders and peers. Managers who
fail to stimulate employees’ identification risk limiting
ambidextrous abilities and reducing empowerment at
work, thus producing confirmatory evidence of inability
(Bandura, 1986).

Secondly, our paper supports the idea that recruiting
ambidextrous workers is fundamental for keeping high
levels of job performance. This might be particularly
important in challenging and uncertain times where man-
agement systems express the need for motivated and effi-
cient employees. Challenging and complex problems
require creative and innovative solutions that IA can
offer by applying both explorative and exploitative activi-
ties relevant to achieving good individual performance
(Kobarg et al., 2017).

Thirdly, recent trends have led firms to increasingly
move their employees toward smart modalities of work,
such as remote working. As our research suggests, rela-
tional and collective identification is fundamental in the
conversion of ambidextrous abilities into superior job
performances. Remote working increases the physical
distance among co-workers and thus reduces the avenues
for cooperation and collective cohesiveness. Managers
should consider this weakening effect in the promotion of
internal remote working policies, as great distance can
lead to diminishing identification effects, which might be
associated with lower job performance.
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Limitations and suggestions for future research

While this study is one of the first to measure IA based
on the cognitive abilities of individuals rather than on
perceptual scales, we recognize in our measure of job per-
formance that there are avenues for future research. We
encourage future researchers to adopt wider and more
objective measures of job performance. Also, we recog-
nize that the cognitive abilities of individuals and the
levels of relational and collective identification can vary
over time, and our cross-sectional analysis does not allow
for conclusions about temporal changes in these con-
structs. Future research could study the dynamic effects
by exploring how changes over time in cognitive abilities
and social identification levels can be translated into
changes in job performance.

Furthermore, to enrich our knowledge on the individ-
ual factors affecting the relationship between ambidex-
trous abilities and job performance, we encourage
researchers to investigate other individual factors that
might shape our baseline relationship and act as moder-
ating variables. For example, researchers might consider
also how different leadership styles (Mackey et al., 2021)
can influence the relationship between ambidextrous abil-
ities and job performance. In a similar vein, we suggest
that researchers bridge the gap between IA and other
behavioral theories, such as the motivation-hygiene the-
ory (Herzberg, 1966), to investigate which factors within
work environments weaken the relationship between
ambidextrous abilities and job performance (e.g., the
presence of fringe benefits or working conditions).

Moreover, we encourage researchers to connect our
model to higher levels of analysis within organizations
(multilevel analysis). In particular, future studies could
explore how the ambidextrous abilities of individuals are
linked to unit- and organizational-level indicators and
outcomes, linking micro- and macro-levels of analysis
(Felin, Foss, & Ployhart, 2015). For example, unit-level
trust has been shown to improve individual-level
resources (Bunjak et al., 2023), thus unit-level trust
might act as a significant indicator of empowering one’s
ambidextrous abilities, and ultimately of performance at
work. Moreover, we invite future researchers to extend
our findings beyond the manufacturing industry. It could
be interesting to explore the strength of the main
effect and of individual factors across different industries,
in the light of the variety of roles and of relational
dynamics. Future research could also incorporate micro
and macro perspectives, providing a more comprehensive
understanding of how IA interacts with collective
identification and, consequently, leads to improved
performance (Weisman et al., 2023). This multilevel
approach holds the potential to contribute to a better
understanding of organizational dynamics, particularly
concerning the dynamic self-concept theoretical
framework related to IA (Good & Michel, 2013; Mom,
Fourne, & Jansen, 2015).

CONCLUSION

The present study contributes to the understanding of how
IA impacts job performance, with a particular emphasis
on the moderating roles of relational and collective identi-
fication. Overall, our study bridges a notable gap in the lit-
erature on ambidexterity. By considering IA research in
light of dynamic self-concept theory, we offer a novel per-
spective on the role of the work environment in motivating
talented individuals to put their capabilities at the disposal
of the organizations they work for. The emphasis on iden-
tification sheds light on the complex interplay between
individual skills and the social context, suggesting that the
choice to make use of ambidextrous capabilities is contin-
gent upon their social connection with their work environ-
ment. Moreover, this paper is among the first to rely on an
objective measure of IA based on individual ambidextrous
abilities rather than self-reported measures. This approach,
which relies on cognitive and psychometric assessments
rather than self-reported measures, ensures greater reliabil-
ity in our analysis.

To conclude, we hope that the findings of this study
will also be relevant for organizational leaders and human
resource practitioners. We believe that an enhanced under-
standing of how relational and collective identification
interact with individual ambidextrous abilities to influence
job performance could provide a new framework for
developing management and leadership strategies. These
strategies could encompass targeted initiatives like struc-
tured mentorship programs, team-building exercises, and
leadership development programs that align individual
aspirations with broader organizational goals.
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