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Abstract. Organizations progressively depend on employee innovation to sustain 
competitiveness in rapidly changing business environments. Therefore, 
understanding the factors that promote innovative work behavior (IWB) has 
become an important issue in organizational research. This study intends to 

conceptually examine the relationships among inclusive leadership (IL), 
generational diversity (GD), knowledge sharing (KS), and IWB using Social 
Exchange Theory (SET) as the primary conceptual basis. A concept analysis 
approach was used through a comprehensive review and synthesis of relevant 
literature to identify key constructs, dimensions, and theoretical linkages among 
the variables. The results show that IL develops a supportive, psychologically 
safe work environment characterized by openness, accessibility, and availability, 
thereby encouraging employees to engage in knowledge-sharing and innovative 

behaviors. In addition, GD provides a variety of experiences, values, 
perspectives, and competencies that can become valuable resources for 
innovation when effectively integrated through knowledge-sharing processes. 
Knowledge sharing, encompassing knowledge donating, knowledge collecting, 
and expertise exchange, functions as a crucial mechanism that transforms 
leadership support and generational differences into innovative outcomes. Based 
on the conceptual synthesis, this study suggests that IL and GD positively 
influence IWB both directly and indirectly through KS. The study adds to the 

literature through integrating these variables into a comprehensive conceptual 
framework founded in SET and emphasizing the bridging function of KS. The 
proposed framework delivers a conceptual basis for future empirical studies and 
practical guidance for organizations trying to enhance innovation in 
multigenerational workplaces. 

Keywords: Generational Diversity, Inclusive Leadership, Innovative Work 
Behavior, Knowledge Sharing, Social Exchange Theory. 

1 Introduction 

Modern organizations face increasing pressure to maintain competitiveness through 

innovation amid the accelerating pace of digital transformation, changes in the business 

environment, and the growing complexity of an increasingly diverse workforce [1], [2]. 

In a dynamic environment, an organization’s capacity to conceive, develop and apply 
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novel ideas has become a critical factor in achieving sustainable competitive advantage 

[3], [4]. Consequently, organizations are increasingly focusing on IWB as a primary 

source of innovation at both the individual and organizational levels [5], [6]. 

Innovative work behavior refers to a series of individual activities that include 

identifying opportunities, developing ideas, promoting ideas, and putting innovative 

ideas to work for the company [5], [6]. This behavior is influenced not only by 

individual characteristics but also by the social and organizational environment in 

which employees work [3]. Various studies indicate that leadership support, the quality 

of work relationships, and interactions among organizational members play a crucial 

role in fostering innovative employee behavior [7], [9]. Therefore, comprehending the 

determinants that can foster IWB is becoming increasingly important in addressing the 

challenges of modern organizations. 

One factor that has garnered widespread attention in recent years is IL. IL describes 

leadership behavior that demonstrates openness, accessibility, availability, and 

appreciation for the contributions of all team members regardless of individual 

background [10], [11] Inclusive leaders create a psychologically safe work environment 

so that employees feel valued, heard, and have equal opportunities to contribute to the 

organization [8], [12]. These conditions encourage employees to propose new ideas, 

take initiative, and participate in innovative activities that support organizational goals 

[9], [13]. IL is viewed as one of the key mechanisms in building a work environment 

conducive to the emergence of IWB. 

In addition to leadership, changes in the composition of the global workforce mean 

that organizations today are faced with multiple generational groups working side by 

side in a single work environment [14]. GD brings a variety of experiences, work 

values, skills, and perspectives that have the potential to be a source of organizational 

creativity and innovation [15], [16]. On the other hand, differences in characteristics 

between generations can also lead to conflict, miscommunication, and knowledge gaps 

that hinder the effectiveness of team collaboration if not managed properly [17], [18]. 

Organizations require mechanisms capable of integrating this diversity of perspectives 

and experiences to generate added value for the organization through innovation. 

In this context, knowledge sharing (KS) is considered a mechanism capable of 

bridging individual differences and transforming the diversity of knowledge resources 

into valuable innovation [19], [20]. KS is an act of exchanging expertise, knowledge, 

abilities, and insights between others that enables collective learning within an 

organization [20], [21]. Previous research indicates that knowledge-sharing practices 

can enhance individual creativity, accelerate problem-solving, and strengthen an 

organization’s capacity to generate innovation [22], [23]. In a work environment led 

inclusively and composed of diverse generational groups, KS has the potential to serve 

as a primary means of integrating various different perspectives into innovative ideas 

and solutions. 

The relationship between IL, GD, KS, and IWB can be explained through the SET 

introduced [24] and further developed [25]. This theory explains that social 

relationships are formed through a process of resource exchange that generates mutual 

obligations between the parties involved [24], [25]. In an organizational context, when 

employees receive support, recognition, trust, and fair treatment leaders respond with 

positive actions that benefit the company from them [25]. IL can be viewed as a form 

of social investment provided by leaders to employees, while KS and IWB are forms 
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of reciprocal responses demonstrated by employees in response to such positive 

treatment [8], [26]. In addition, SET also explains that positive interactions among 

organizational members can increase individuals’ willingness to share their resources, 

including knowledge and experience [24], [25]. In a multigenerational work 

environment, positive social exchange relationships enable cross-generational 

knowledge transfer that enriches the insights and problem-solving abilities of 

organizational members [14], [15]. Through this process, GD becomes not only a 

source of differences but also a source of learning and innovation that can enhance 

employees’ IWB. 

Although the relationship between IL, GD, KS, and IWB has garnered attention in 

the management and organizational behavior literature, existing research still exhibits 

conceptual fragmentation. Most studies focus on the relationship between IL and IWB 

[8], [9], [13], while other studies emphasize the impact of GD on creativity, team 

performance, or intergenerational conflict [15], [17], [18]. On the other hand, research 

on KS is generally examined as a factor influencing innovation without 

comprehensively integrating the roles of IL and GD into a single conceptual framework 

[22], [23]. Consequently, there remains a limited understanding of how social exchange 

mechanisms formed through IL and multigenerational interactions can foster IWB 

through KS. 

Given this gap, this article aims to conceptually analyze the relationship between IL, 

GD, KS, and IWB, using SET as the primary theoretical framework. This article 

contributes to the development of the literature by integrating these four concepts into 

a comprehensive conceptual framework, explaining the role of KS as a social exchange 

mechanism that links IL and GD to IWB, and providing a theoretical foundation that 

can serve as a basis for future empirical research. 

2 Literature Review 

2.1 Social Exchange Theory 

Social Exchange Theory (SET) posits that social relationships are developed through 

the exchange of resources based on the norm of reciprocity, whereby individuals tend 

to reciprocate favorable treatment with positive attitudes and behaviors that benefit the 

provider [24], [25]. In organizational settings, supportive and fair treatment from 

leaders and organizations encourages employees to contribute through constructive 

work behaviors [8], [26]. IL, characterized by openness, accessibility, and appreciation 

for diverse perspectives, fosters high-quality exchange relationships between leaders 

and employees [10], [27]. Furthermore, GD provides a rich source of knowledge, 

experiences, and skills that facilitate social interactions and learning among employees 

[16]. Drawing on SET, employees are more likely to engage in KS as a reciprocal 

response to the support and opportunities provided by their work environment. This 

exchange process enhances access to diverse insights and expertise, thereby 

strengthening employees’ capacity to generate, promote, and implement innovative 

ideas, which ultimately contributes to higher levels of IWB.  
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2.2 Inclusive Leadership 

Inclusive leadership refers to a leadership style characterized by openness, availability, 

and accessibility toward all employees, regardless of their backgrounds or individual 

characteristics [8], [26]. This leadership approach promotes a work environment that 

values diverse perspectives and encourages employees’ active participation in 

organizational processe [8], [11]. nclusive leaders foster psychological safety by 

making employees feel accepted, respected, and valued for their unique contributions 

[8], [10]. The literature consistently identifies three core dimensions of IL: openness, 

reflecting a leader’s willingness to consider new ideas; availability, indicating readiness 

to provide support and guidance; and accessibility, referring to ease of communication 

and interaction between leaders and employees [10], [11], [28], [29]. These dimensions 

facilitate information exchange, collaboration, and employee engagement, making 

them essential elements of IL in contemporary organizations [8], [26]. 

2.3 Generational Diversity 

Generational diversity refers to the presence of various generational groups within an 

organization that have different experiences, values, and perspectives on work, thereby 

forming diverse characteristics and work behaviors [15], [17]. In organizations, GD is 

viewed as a resource that can support the processes of learning, knowledge exchange, 

and innovation if the existing differences are managed effectively [14], [17]. Various 

concept analysis results indicate that GD can be constructed into three main 

dimensions, namely differences in work values, which reflect variations in principles 

and priorities in working [14]; intergenerational climate, which describes the level of 

respect and quality of relationships between age groups in the workplace [17]; and 

communication styles, which show differences in preferences for interacting and 

exchanging information across generations [15]. Therefore, these three dimensions are 

used in this study to represent the concept of GD in organizations [14], [15], [17]. 

2.4 Knowledge Sharing 

Knowledge sharing is the activity of transfer knowledge, data, experience and skill 

among people to enhance understanding and organizational capabilities [22], [26]. In 

organizations, KS facilitates learning and innovation by enabling employees to access 

and utilize collective knowledge resources [22]. The literature identifies three key 

dimensions of KS: knowledge donating, which reflects employees’ willingness to share 

knowledge with colleagues; knowledge collecting, which refers to seeking and 

acquiring knowledge from others; and expertise exchange, which involves the transfer 

of practical experiences and professional skills among employees [26]. These 

dimensions represent the primary mechanisms through which knowledge is exchanged 

and leveraged within organizations. 

2.5 Innovative Work Behavior 

Innovative work behavior (IWB) can be described as the behavior of employees aimed 

at generating, encouraging, and executing novel concepts that contribute to 
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organizational effectiveness and performance [30]. Beyond creativity, IWB 

encompasses the process of transforming ideas into practical solutions that create value 

for the organization [8]. The literature commonly conceptualizes IWB through four 

dimensions: opportunity identification, which involves recognizing areas for 

improvement; idea generation, referring to the creation of novel solutions; idea 

promotion, which focuses on gaining support for innovative ideas; and idea realization, 

which involves implementing ideas into practice [31]. Together, these dimensions 

represent the key stages of the employee innovation process in the workplace. 

3 Methodology 

This research uses a conceptual analysis approach to examine and integrate various 

theoretical perspectives on the relationship between IL, GD, KS, and IWB. The 

conceptual analysis was conducted thru the review and synthesis of relevant literature 

to identify key attributes, dimensions, inter-variable relationships, and mechanisms 

underlying how IL and GD can drive IWB. Based on the literature synthesis results, 

this study develops a conceptual framework that positions KS as the mechanism 

explaining the influence of IL and GD on IWB. The proposed conceptual framework 

provides a theoretical foundation for understanding the interconnections between 

constructs and serves as a basis for future empirical research. Specifically, this 

conceptual analysis proposes several theoretical relationships, namely: (1) IL positively 

influences IWB; (2) GD positively influences IWB; (3) IL positively influence KS; (4) 

GD positively influences KS; (5) KS positively influences IWB; (6) KS mediates the 

influence of IL on IWB; and (7) KS mediates the influence of GD on IWB. 

4 Result and Discussion 

4.1 The Influence of IL on IWB 

The results of the conceptual analysis show that IL plays an important role in 

encouraging IWB by creating a work environment that supports employe participation, 

openness, and engagement. IL characterized by openness, availability, and accessibility 

allows employes to feel valued, heard, and supported in expressing different ideas and 

perspectives [8], [26]. Those conditions enhance psychological safety, making 

employes more willing to identify opportunities, generate new ideas, promote concepts, 

and implement innovations in their work [13]. The literature review also indicates that 

IL not only has a direct impact on IWB, but also influences it through various 

psychological and behavioral mechanisms. Empirical findings indicate that IL can 

enhance IWB through various mediating mechanisms, such as job crafting [8], 

psychological safety, and work autonomy [31]. These findings are supported by other 

research indicating that IL can enhance perceptions of organizational support, which in 

turn fosters innovative behavior [32]. Furthermore, inclusive interactions by leaders can 

enhance intrinsic motivation, work engagement, and innovative behavior among team 

members, thereby strengthening the organization’s innovation capacity [9], [33]. Based 

on the results of the conceptual synthesis and empirical evidence, it can be concluded 
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that the higher the implementation of IL in the organization, the greater the tendency 

for employes to exhibit IWB. Therefore, this study proposes the first hypothesis, 

namely H1: IL has a positive effect on IWB. 

4.2 The Impact of GD on IWB 

The results of the conceptual analysis indicate that GD has the potential to enhance 

IWB through the diversity of work values, experiences, perspectives, and 

communication styles possessed by each generational group. The presence of 

employees from various age groups enables organizations to access a more diverse 

range of knowledge and perspectives in identifying problems, generating ideas, and 

developing innovative solutions [15], [17]. From the perspective of GD, 

intergenerational differences are not only viewed as a potential source of conflict, but 

also as a resource that can enrich learning, knowledge exchange, and innovation when 

supported by a positive work environment and mutually respectful relationships among 

age groups [8], [14], [17], [26]. The results of the literature review indicate that GD has 

the potential to enhance innovation by integrating the different experiences, skills, work 

values, and perspectives of each generation. GD has been shown to contribute to team 

innovation, particularly when existing differences are effectively managed through 

shared leadership, thereby transforming potential conflicts into productive 

collaboration [15]. In addition, the combination of perspectives and competencies from 

various age groups can strengthen an organization’s culture of innovation and expand 

a team’s ability to develop new solutions [14]. The involvement of employees from 

different generational cohorts also creates a richer work dynamic, thereby fostering 

creativity and new ideas within the organization [17].  In line with this, a positive 

intergenerational climate and mutual respect among age groups have been shown to 

strengthen the knowledge exchange process, which serves as a crucial foundation for 

innovation (Wang et al., 2024). Based on the results of this conceptual synthesis and 

the empirical evidence, it can be concluded that effectively managed GD can create a 

more creative, collaborative, and innovative work environment. Therefore, this study 

proposes a second hypothesis, namely H2: GD has a positive effect on IWB. 

4.3 The Impact of IL on KS 

Findings based on the conceptual analysis indicate that IL is one of the key factors 

driving KS within organizations. IL, distinguished by transparency, availability, and 

accessibility, creates a work environment that supports collaboration, mutual trust, and 

employee engagement in knowledge exchange [8], [26]. From the perspective of SET, 

the positive treatment that leaders extend to employees encourages reciprocal behavior 

in the form of Availability to give reliable data, experiences, and expertise with 

coworkers and the organization [24]. The results of the literature review indicate that 

IL can enhance both knowledge-sharing and knowledge-gathering activities because 

employees feel safe to voice their ideas, ask for help, and exchange work experiences. 

Previous research has found that IL has a positive and significant effect on knowledge-

sharing behavior by fostering more collaborative working relationships [26]. This is 

supported by evidence showing that IL enhances KS by boosting employees’ intrinsic 

motivation [33]. IL fosters a collaborative work environment and reduces 
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communication barriers, thereby promoting effective KS among team members [23]. 

Based upon findings of of the conceptual synthesis and empirical evidence, It is 

possible to say that the higher the level of IL, the greater the tendency for employees to 

share knowledge, experience, and expertise within the organization. The investigation 

thus suggests a third hypothesis, namely H3: IL has a positive effect on KS. 

4.4 The Impact of GD on KS 

The results of the conceptual analysis indicate that GD can foster KS through 

interactions among individuals with different experiences, work values, and 

competencies. The presence of various generational groups within an organization 

creates opportunities for the exchange of knowledge, experiences, and expertise that 

can enrich the learning capacity of both individuals and teams [14], [17]. From the 

perspective of SET, individuals tend to engage in exchange relationships when they 

derive benefits from the interactions, so the process of KS is viewed as a mutually 

beneficial exchange of resources [24]. In the context of GD, differences in experience 

and expertise across age groups create opportunities for organizational members to 

exchange valuable knowledge. Intergenerational relationships serve as a key 

mechanism for knowledge transfer and the development of an organization’s 

intellectual capital [14]. Furthermore, interactions with coworkers of different ages 

encourage individuals to both receive and share knowledge as part of a mutually 

beneficial exchange [35]. Employees who actively seek knowledge from cross-

generational colleagues also gain greater learning benefits through this information-

sharing process [18]. Other findings indicate that a multigenerational work environment 

influences individuals’ willingness to share knowledge, while generational 

characteristics also influence the methods and approaches used in the knowledge-

sharing process [36]. The results show that of the conceptual synthesis and empirical 

evidence, it can be concluded that GD, supported by positive interaction and 

collaboration, can enhance KS within an organization. Therefore, this study proposes 

the fourth hypothesis, namely H4: GD has a positive effect on KS. 

4.5 The Effect of KS on IWB 

The results of the conceptual analysis indicate that KS is a critical mechanism that 

supports the development of IWB through the exchange of information, experiences, 

and expertise among individuals within an organization. Activities such as knowledge 

donating, knowledge collecting, and expertise exchange enable employees to gain new 

insights, combine their existing knowledge, and develop more effective solutions to 

work-related problems [22], [26]. Through the process of KS, individuals gain access 

to the information, experiences, and expertise possessed by their colleagues, thereby 

enriching the knowledge base that can be utilized in the performance of their work. A 

synthesis of the literature indicates that KS contributes to an increase in IWB. KS 

enables individuals to leverage the knowledge available within the organization to 

support the development of ideas and the resolution of problems more effectively [37]. 

These findings align with research showing that KS has a direct influence on IWB  at 

the individual level [38]. Furthermore, KS plays a crucial role in linking an 

organization’s intellectual capital to the emergence of innovative employee behavior 
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[39]. The exchange of information and knowledge among employees has also been 

shown to support IWB and strengthen individual innovation capabilities within the 

organization [30], [40]. Based on the results of the conceptual synthesis and empirical 

evidence, it can be concluded that the higher the level of KS within an organization, the 

greater the tendency for employees to exhibit IWB. Therefore, this study proposes the 

fifth hypothesis, namely H5: KS has a positive effect on IWB. 

4.6 The Role of KS as a Mediator of the Effect of IL on IWB 

The results of the conceptual analysis indicate that GD has the potential to enhance 

IWB through the diversity of work values, experiences, perspectives, and 

communication styles possessed by each generational group. The presence of 

employees from various age groups enables organizations to access a more diverse 

range of knowledge and perspectives when identifying problems, generating ideas, and 

developing innovative solutions [8], [26]. Through knowledge donation, knowledge 

collection, and expertise exchange, the knowledge dispersed among organizational 

members can be combined and leveraged to generate more innovative ideas and 

solutions. A review of the literature indicates that IL has a positive impact on KS [26], 

whereas KS has been shown to enhance IWB [37], [38]. Furthermore, found that KS 

acts as a bridging mechanism for the influence of leadership on employee creativity and 

innovative behavior [41]. These findings indicate that the support and openness 

provided by inclusive leaders will be more effective in fostering IWB if accompanied 

by an active knowledge-sharing process within the organization. Thus, KS is not merely 

a consequence of IL but also serves as a channel that transforms leadership support into 

IWB. Based on the results of this conceptual synthesis and empirical evidence, this 

study proposes a sixth hypothesis, namely H6: KS mediates the influence of IL on IWB. 

4.7 The Role of KS as a Mediator of the Effect of GD on IWB 

The results of the conceptual analysis indicate that KS serves as a mechanism that 

explains how GD can enhance IWB. GD brings differences in experience, work values, 

perspectives, and competencies that have the potential to serve as a source of new ideas 

and knowledge for the organization [15], [17]. However, this potential does not 

automatically lead to innovation unless it is accompanied by effective knowledge 

exchange among team members. Through knowledge donating, knowledge collecting, 

and expertise exchange, the knowledge possessed by different generational groups can 

be integrated and leveraged to generate more creative and innovative solutions [14]. 

The literature synthesis indicates that GD fosters KS through intergenerational 

interaction and learning [14], [18], while KS has been shown to contribute to increased 

IWB [37], [38]. Furthermore, emphasize that a positive intergenerational climate can 

strengthen knowledge exchange among different age groups [17], thereby expanding 

opportunities to develop innovative ideas and work practices. These findings indicate 

that GD will yield greater benefits for IWB when supported by an active knowledge-

sharing culture within the organization. Thus, KS is not merely a consequence of 

intergenerational interactions but also serves as a pathway that transforms diverse 

experiences and perspectives into IWB. Based on the results of this conceptual 
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synthesis and empirical evidence, this study proposes the seventh hypothesis, namely 

H7: KS mediates the effect of GD on IWB. 
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Fig 1. Research Framework 

Figure 1 presents a conceptual framework that explains the relationships among IL, 

GD, KS, and IWB. IL and GD are proposed to directly influence IWB and indirectly 

influence it through KS. IL encourages an open environment for exchanging ideas, 

while GD provides diverse perspectives and experiences that support KS. In turn, 

effective KS is expected to enhance employees’ IWB. Therefore, IWB can be 

strengthened through both direct and indirect effects of IL and GD. 

5 Conclusion 

This study employs a concept analysis approach to examine the relationship between 

IL, GD, KS, and IWB. The results of the literature synthesis indicate that characterized 

by openness, availability and accessibility contributes significantly to the creation of a 

working environment that enables knowledge exchange and the development of IWB. 

On the other hand, GD, reflected through differences in work values, intergenerational 

climate, and communication styles, provides resources in the form of diverse 

perspectives, experiences, and competencies that can enrich the innovation process 

within an organization. However, the potential of IL and GD will not yield optimal 

innovation without mechanisms capable of integrating and disseminating knowledge 

among organizational members. 

Furthermore, the analysis results indicate that KS which consists of knowledge 

donating, knowledge collecting, and expertise exchange serves as a key mechanism 

linking IL and GD to IWB. Through the process of KS, information, experiences, and 

expertise, individuals’ resources can be combined into a collective learning resource 
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that supports the identification of opportunities, the generation of ideas, the promotion 

of ideas, and the implementation of innovations. Thus, this study proposes a conceptual 

model explaining that IL and GD influence IWB both directly and indirectly via KS 

These conceptual findings enrich the literature on IWB and provide a theoretical 

foundation for future empirical research to test and validate the relationships of the 

variables proposed in the research paradigm. 
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