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INTRODUCTION

Employee creativity, defined as the production of novel and useful ideas for organizational
products, services, or processes has been found to fundamentally contribute to organizational
innovation, effectiveness, and survival (Amabile, 1983; Shalley, Gilson and Blum, 2000; Zhang
and Bartol, 2010; Montag, Maertz and Baer, 2012). The pace of change and the increasing
integration of viable knowledge in work processes and outcomes, all require creativity for
success and competitive advantage. Employees’ ability to create and innovate depends not only
on their individual characteristics, but also on their work environment within which the leader
has an influential role (Amabile Conti, Coon, Lazenby and Herron, 1996). Supervisors or ‘local
leaders’ direct and evaluate employees’ work, facilitate or impede their access to resources and
information, and play a significant role in the implementation of an organization’s HR practices
(George and Zhou, 2007; Oldham and Cummings, 1996; Shalley, Zhou and Oldham, 2004).
Research shows that leadership is an effective organizational tool for successfully obtaining
relevant outcomes in other arenas (e.g., job satisfaction, routine productivity). It is natural to
extend this application and ask how we lead people to innovate. The present explores the impact
of supervisory leadership on subordinate creative performance behaviors.

Given the intuitive appeal of the assertion that supervisor (referred to as leaders from
here on) behaviors are likely to have their strongest and most immediate impact on subordinate
perceptions, it is surprising that there is little research testing the behavior-perception connection
(Shin and Zhou, 2003; Zhou and Oldham, 2001). There exists a dearth of evidence on the
possible mediating role of subordinate reactions, and the absence of holistic views of how
patterns of supervisor behaviors might have their effects over time (Amabile, Schatzel, Moneta

and Kramer, 2004). The present study extends leadership theories by developing and testing a



causal framework delineating the processes that have high potential to explain the impact of
leadership on employee creativity. The paper develops an understanding about the role of
employee psychological capital in enhancing the exhibition of creative performance behaviors.
Psychological capital has been defined as “an individual’s positive psychological state of
development and is characterized by confidence (self-efficacy), being optimistic, and having hope
and resilience” (Luthans, Youssef and Avolio, 2007, p. 3). The study has chosen psychological
capital as a mediating variable for three reasons. First, psychological capital has been found to
affect a variety of variables like job satisfaction (e.g. Larson and Luthans, 2006; Luthans,
Norman, Avolio and Avey, 2008), absenteeism (e.g. Avey, Patera and West, 2006), employee
well-being (e.g. Avey, Luthans, Smith and Palmer, 2010), employee performance (e.g. Combs,
Clapp-Smith and Nadkarni, 2010; Luthans et al., 2008) and organizational commitment (Larson
and Luthans, 2006; Luthans et al., 2008). Second, some earlier studies have documented a
positive relationship between psychological capacities and creativity (e.g. Tierney and Farmer,
2002; Sweetman, Luthans, Avey and Luthans, 2011). Third, the capacities included within
psychological capital are considered to be ‘states’ rather than ‘traits’ and are open to
development.
Research Context: Indian R&D Organizations
Uniqueness of the Indian Context
Majority of studies on creativity have examined the effects of personal and contextual
characteristics on the creativity of employees who worked in organizations located in the US or
other “Western” nations. Research on employee creativity in different cultural contexts has

shown that there may be value in considering the international context in which creative work is



produced (Shin and Zhou, 2003). Studies that identify what personal and contextual conditions
are most relevant to individuals in different cultures are warranted (Shalley et al., 2004).

Leaders exhibit behaviors based on their assumptions about the nature of both the task
and the employees (Aycan et al., 2000). Assumptions pertaining to the task deal with the nature
of the task and how it can best be accomplished; those assumptions pertaining to the employees
are influenced by characteristics of the societal-level culture, which is conceived as shared value

orientations among people in a



Uniqueness of the R&D Context

R&D work will continue to be a driving force of the global economy (Dewett, 2007) and the
main sources of innovation, at least on a scientific basis. The self-image of R&D professionals is
usually that of men who make things work, avoid waste of time, capital, and labor, and are
independent in thought and action. They are better educated, having one or more college degrees.
When an occupational group sees itself, and is seen by others, as playing a critical role in the

achievement of broader societal goals, it tends to demand quite different kind of authority



Montag et al. (2012), in a review of creativity criterion constructs, observed that the measures

used in creativity studies conceptually confound behaviors with the outcome of these activities.



stage is to make use of the existing knowledge in generating alternative solutions and then
selecting the one that is most probable to achieve the set goal. The idea promotion behavior deals

with employees persuading others



Hemlin and Olsson, 2011) have argued for a closer look at identifying the leader behaviors that

might fundamentally address the na



Table 1. R&D Leader Behaviors Included in the Study

Behavior

Definition

Task-Oriented

Clarifying

Problem Solving

Monitoring

Buffering

Assigning tasks, providing directions about how to do the work, and communicating a clear
understanding of job responsibilities, task objectives, deadlines, and performance
expectations.

Identifying work-related problems, pointing out problems and giving suggestions to
improve, and acting decisively to implement solutions to resolve important problems or
crises.

Gathering information about work activities and external conditions affecting the work,
checking on the progress and quality of the work, evaluating the performance of individuals
through regular meetings.

Serving as the main buffer between their teams and the labs, in order to filter down
unnecessary administrative duties to protect staff time, while ensuring communication
between the lab and the members.












