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Abstract

As leader creativity is found to be effective at promoting outcomes for organizations,
more and more organizations select creative individuals as leaders. However, the
influence of leader creativity has not received enough attention. Thus, this research
seeks to focus on the potential influences of leader creativity in organizations. Based
on social cognitive theory, we explore the relationship between leader creativity and
subordinate organizational citizenship behavior (OCB). We find that leader creativity
is positively related to subordinate OCB, and perceived team creative efficacy mediates
the relationship. Moreover, creative self-efficacy moderates the relationships between
perceived team creative efficacy and subordinate OCB. We then discuss implications
and limitations, and suggest directions for future research.

Keywords: Creativity, Social cognitive theory, Human agency perspective, OCB, Efficacy

Introduction

A survey of 1500 chief executives conducted by IBM’s Institute for Business Value
shows that CEOs identify “creativity” as the most important leadership competency for
the successful organizations of the future (Kern, 2010). Past research also shows that
leaders with creative abilities are more effective at promoting positive change and en-
couraging subordinates (Mueller, Goncalo, & Kamdar, 2011). As a result of the increas-
ing importance of leader creativity, a growing number of creative individuals are being
selected as leaders. More scholarship is also being devoted to how subordinates per-
ceive and react to creative leaders.

It is interesting that scholarly research on the impact of leader creativity has focused
almost exclusively on individual creativity, and as a result, has not paid as much atten-
tion to other possible and important outcome behaviors (Huang, Krasikova, Liu, 2016).
Based on our observations, in teams with creative leaders, instead of all members be-
coming more creative, many team members will do their best to support and help the
team and team leaders to achieve the team’s creative goals. According to the literature,
the behaviors that subordinates engage in to support and benefit the organization are
referred to as organizational citizenship behavior (OCB). OCB is an extra-role behavior
but very necessary for an organization’s success (Niehoff, 1993). As such, we investigate
one potential reaction of subordinates to creative leaders— engaging in actions that
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support and benefit the organization and its members. As we see in numerous Hollywood
movies: whenever there is a superhero making the biggest difference, there are many un-
sung heroes supporting him/her quietly.

According to social cognitive theory as developed by Bandura in 1986, social environ-
ments can influence individual behavior through shaping individual cognition. Efficacy,
which refers to people’s confidence in their capabilities to carry out tasks well, has been
proposed as an important cognitive factor that can be affected by social environments
as well as influence continuous behaviors. Team creative efficacy refers to members’
belief in their team’s capabilities to successfully perform creativity (Shin & Zhou, 2007).
This belief is supported through important social cues such as how team leaders and
influential employees behave. Therefore, we choose team creative efficacy as the mechan-
ism of how a leader’s creativity influences employees’ OCB. Also, we try to shed light on
when a creative leader influences a subordinate’s OCB. Consistent with social cognitive
theory, we propose that a subordinate’s creative self-efficacy may make the difference.

In this paper, we make several important contributions to the literature. Firstly, our
novel framework contributes to a burgeoning body of literature that demonstrates how
a leader’s creativity can also influence other employee behaviors, which in this paper re-
fers to OCB. Given the concurrent popularity of creative leaders and employee OCB,
this represents an important step toward reducing a critical theory divide.

Secondly, in addition to understanding the influences of a creative leader on em-
ployees’ OCB, we attempt to shed light on the theoretical mechanisms from the subor-
dinate’s perspective. Most previous research explores the influence of creative leaders
on subordinates through the leader’s actions and perspective. On the contrary, we
emphasize how subordinates perceive the leader’s creativity. Specifically, consistent with
social cognitive theory, we argue that the subordinate’s perceived team creative efficacy
will mediate the effect of a creative leader on an employee’s OCB.

Thirdly, we also try to clarify when the leader’s creativity will impact a subordinate’s
OCB. Based on social cognitive theory, we posit that perceived low creative self-efficacy
will lead an employee to try methods other that creativity to contribute to the whole
team, which in turn will accentuate the effect of a creative leader on employee OCB.

In the following sections, we first review the literature on creativity and social cogni-
tive theory. Then we develop a conceptual framework that accounts for whether subor-
dinates may engage in OCB when facing creative leaders and why leader creativity
motives subordinates to engage in OCB. In particular, we identify a mediator (team cre-
ative efficacy) and a moderator (creative self-efficacy) of the relationship between leader
creativity and subordinate OCB. Next we test this model through 2 studies. Study 1
uses a survey method with a sample of 39 teams, consisting in total of 153 MBA and
undergraduate students; Study 2 uses a between-subject factorial design experiment
with a sample of 70 working employees recruited through Amazon MTurk
(www.mturk.com). Finally, we discuss the implications and limitations of this research.

Theoretical background

Leader creativity and employee OCB

Creativity refers to the ability to produce ideas that are novel (e.g. original and unex-
pected) and appropriate (e.g. useful and suitable for the situation) (Amabile, 1983, 1988).
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Since people recognize the importance of creativity and are interested in increasing
creativity, more and more creative people are being recruited and are appearing in
workplaces especially as leaders. However, little attention has been paid to this growing
phenomenon. Huang, Krasikova and Liu (2016) find that leaders with higher creative
efficacy are more likely to improve employees’ creativity through encouraging them.
Nevertheless, they investigate this issue from the perspective of the leader and only
focus on subordinates’ creativity as the outcome. As the leader’s actions are an import-
ant cue for subordinates to construct their cognition about the team, we explore the in-
fluences of leader creativity on subordinates from the perspective of the subordinate.

OCB was introduced by Organ and his colleagues over thirty years ago (Bateman &
Organ, 1983). Since then, researchers have extended their work to further investigate
this construct, and one of the most researched aspects is the antecedents of OCB. Em-
pirical research has focused on four major categories of antecedents: employee charac-
teristics (e.g. employee attitudes and dispositions, general mental ability and political
skills), task characteristics (e.g. task feedback, task routinization and job insecurity),
organizational characteristics (e.g. organizational formalization and cohesion, inter-
actional fairness and organizational constraints), and leadership behaviors (e.g. trans-
formational leadership, leader-member exchange, emotional expressions of leaders and
supervisor mentoring) (Podsakoff, MacKenzie, Paine, & Bachrach, 2000; Britt et al,
2012; Gonzalez-Mule, Mount & Oh, 2014; Koning & Kleef, 2015; Eby, Butts, Hoffman
& Sauer, 2015; Lam, Liang, Ashford & Lee, 2015; Matta, Scott, Koopman & Conlon,
2015; Badawy, Shaughnessy, Brouer & Seitz, 2016; Collins & Mossholder, 2017).

In our research, we mainly focus on the effects of the creative behaviors of leaders on
OCB, as OCB is important for organizations and leader behavior has been shown to
play a key role in influencing OCB (Podsakoff et al., 2000). When subordinates realize
their leader is creative, they may feel more confidence and identify more closely with
their leader. Thus subordinates may be more motivated to follow and rely on their
leader, and to support their leader when needed. Leaders provide the social cues for
subordinates to form their perception of team capabilities. When leaders are very cre-
ative, subordinates are inclined to be more confident in the creativity of the team.
Therefore, subordinates are motivated to stay with the team when confronted with
challenges and put in effort for the team when they need to achieve team goals. Subor-
dinates will engage in more supporting behaviors to benefit the team and attain team
goals. Therefore, we propose that when leaders are creative, subordinates will engage in
more supporting behaviors for not only the leader but also the team, which can be de-
fined as OCB. To summarize, these arguments yield the following hypothesis:

Hypothesis 1: Leader creativity is positively related to OCB.

Team creative efficacy as a moderator

In social cognitive theory, Bandura put forth the process of triadic interaction between
behavior, cognition and environment (Bandura, 1986). Three aspects are key in this
process: mastery modeling, the cultivation of people’s beliefs in their capabilities, and
people’s motivation through goal systems (Bandura, 1986). Efficacy, referring to people’s
beliefs in their capabilities to mobilize the motivation, cognitive resources, and courses
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of action needed to exercise control over events in their lives, is a key concept in social
cognitive theory (Bandura, 1989). According to Bandura, people develop a sense of effi-
cacy based on social information, and their sense of efficacy will impact their ability to
perform. Taken together, people’s sense of efficacy plays a mediating role between the
social environment and their behavior.

Further, people may have difference perceptions of their self-efficacy in different do-
mains. Bandura (1986) noted that self-efficacy specific to a given activity domain was
most instrumental in predicting performance in that domain. In the creativity domain,
creative self-efficacy is defined as the self-view that one has the ability to produce cre-
ative outcomes (Tierney & Farmer, 2002). Similarly, at the team level, perceived team
efficacy serves functions similar to those of personal efficacy beliefs and operates
through similar processes (Bandura, 1997). At the team level, team creative efficacy is
about the members’ beliefs in their teams’ capabilities of producing creative ideas (Shin
& Zhou, 2007). According to social cognitive theory, since leaders have the most agency
in their team to some degree, when leaders are very creative, subordinates may think
their teams are very competitive in the creative domain and become confident in team
creativity. As a result, subordinates’ perceived team creative efficacy will rise.

As noted by Bandura, perceived high team creative efficacy can increase subordinates’
motivation to pursue a team’s shared creative goals and pushes them to make more ef-
forts and be more persistent. OCB is one way for them to pursue their team’s creative
goal through supporting the leader and the whole team. Thus, subordinates with high
team creative efficacy would like to perform more OCB to contribute to goal achieve-
ment compared with those with low team creative efficacy.

To sum up, when subordinates think their leaders are very creative, since the leader
provides some of the most important social cues for subordinates, subordinates will
consider their teams to be very good at creativity and capable of achieving creative
goals. As a result, the team creative efficacy of subordinates will increase. With in-
creased team creative efficacy, subordinates will have more motivation to put effort into
their work, such as supporting the team, to pursue creative goals. Thus, subordinates’
OCB will increase. Therefore, here we propose the following hypotheses:

Hypothesis 2: Team creative efficacy mediates the positive relationship between leader
creativity and subordinates’ OCB.

Creative self-efficacy as a moderator

When subordinates’ team creative efficacy is high, they are motivated to achieve team
creative goals. However, since what they can contribute to the team’s creative goals is
varying, how much effort they will put into OCB depends on themselves. Their creative
self-efficacies can be the basis for them to make judgments on which behaviors they
are more interested in (Bandura, 2001). Subordinates’ creative self-efficacy refers to
their belief in their own creative abilities, which may impact their motivation and ef-
forts to be directly creative. For those who are not confident in their own creativity, if
they want the team to produce the expected team creative outcomes, a realistic way for
them to contribute is to support others, on whom they can rely to be directly creative.
Thus, they tend to perform more OCB. That is to say, subordinates whose creative
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self-efficacy is low while team creative efficacy is high, are more inclined to engage
in team supporting work such as OCB to make up for the fact that they them-
selves cannot achieve the desired goals. To the contrary, subordinates with high
creative self-efficacy and high team creative efficacy may have more choices in
achieving the team creative goals, and thus may perform less OCB. Therefore, we
test the following predictions:

Hypothesis 3: Subordinates’ perceived creative self-efficacy moderates the relationship
between team creative efficacy and subordinates’ OCB in such a way that when per-
ceived creative self-efficacy is low the positive relationship between team creative efficacy
and subordinates’ OCB becomes stronger.

The conceptual model is presented in Fig. 1.

Study 1
Method
Research setting, participants, and procedure
Participants in this study were MBA and undergraduate students from a university in
northeastern China. The MBA students (N = 71) were in a course on new venture de-
velopment and the undergraduate students (N = 82) were in a course on innovation
management. The same professor taught these two classes in the same semester. To
help students learn and simulate the process of innovation and entrepreneurship, the
professor required these two classes to work on two team projects on new venture
business plan development, which involved the exploration of customers’ demands,
generation of new ideas for products or services, in-depth analysis of markets, predic-
tion of the future and so on. The professor repeatedly emphasized the importance of
creativity throughout the process. The deliverables included a final report and an
in-class presentation, which counted for a major portion of the course grade.
Students formed study teams ranging from three to six members and each team
selected a team leader.

With the approval of the professor, we obtained the emails and team membership in-
formation of all the students. We contacted them before their first project to explain
the purpose of the survey and guarantee the voluntary nature of participation and data

Theoretical Model

Employee creative
self-efficacy

Perceived team
Leader creativity OCB
creative efficacy

Fig. 1 *Theoretical Model
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confidentiality. We then distributed the online questionnaires twice. After the first team
project was completed in the sixth week of the course, we sent out the first survey to
all team members excluding the team leaders to measure leader creativity, perceived
team creative efficacy, creative self-efficacy and controlled variables. The second time
was six weeks later. After the last class we sent out the second online questionnaire to
team leaders who rated each member in their team on OCB.

The final samples included 114 team members and 39 team leaders, with 20 teams
for the undergraduate class and 19 teams for the MBA class. The team size ranged
from three to six students. Females accounted for 62.3% of the respondents. 47% of the
total are MBA students.

Measurement

All our measures had been previously validated in Chinese organizations. We translated
all scales into Chinese by following the translation and back translation procedures sug-
gested by Brislin (1986) to minimize translation errors. Unless otherwise indicated, all
the variables were measured by asking participants to rate the question on a seven-
point Likert-type scale ranging from 1 = “strongly disagree” to 7 = “strongly agree”.

Leader creativity We used the 13-item scale developed by Zhou and George (2001).
Sample items are “My team leader suggests new ways to achieve goals or objectives”,
“My team leader often has a fresh approach to problems”, “My leader often has new
and innovative ideas”, “My team leader is a good source of creative ideas” (Zhou &
George, 2001). The index score was calculated by taking the average of the 8 items

(Cronbach’s a = 0.97).

Perceived team creative efficacy We used the three-item scale developed by Zhou
and Shin (2007). Sample items are "I feel my team is good at generating novel ideas "
and “I have confidence in the ability of my team to solve problems creatively.” The
index score was calculated by taking the average of the three items (Cronbach’s
a = 0.93).

OCB We adopted the 13-item scale developed by Williams and Anderson (1991).
Sample items are: “I will give advance notice when unable to come to work,” “I will take
undeserved work breaks.” The index score was calculated by taking the average of the
three items (Cronbach’s a = 0.71).

Creative self-efficacy Creative self-efficacy was measured by three items adapted from
Tiernery and Farmer(2002). Examples included "I feel I am good at generating novel
ideas" and “I have confidence in my ability to solve problems creatively.” Responses
were also made on a 7-point scale ranging from “strongly disagree” to “strongly agree.”
The Cronbach’s alpha for this scale was 0.80.

Controls Control variables included the team members’ demographic information such
as gender (“0” = female, “1” = male), education (“1” = undergraduate students,
“2” = graduate student, “3” = Ph.D. student). Previous research found that both gender
and education may influence employees’ OCB (Beauregard, 2012; Lev & Koslowsky,
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2012). The difference in team size is an important factor that needed to be taken into

consideration due to team interaction; therefore, team size was also controlled for.

Results

The means, standard deviations, and bivariate correlations for all the variables are
shown in Table 1. It is noteworthy that the leader’s creativity is significantly and posi-
tively correlated with both team creative efficacy and OCB.

To test our hypotheses, we conducted data analyses in four steps. In Step 1, we en-
tered the control variables. In Step 2, we used OLS models to examine the main effects
of leader creativity and OCB. In Step 3, we employed Baron and Kenny’s (1986) three-
step mediation process to investigate the mediation effects of perceived team creative
efficacy. In Step 4, we entered the interaction terms including creative self-efficacy to
test Hypotheses 3. Table 2 summarizes the results of the regression analyses for testing
the four hypotheses. We also tested our results using simple slope analysis(Aiken,
West, & Reno, 1991).

Leader creativity and OCB

Hypothesis 1 predicted a positive relationship between leader creativity as evaluated by
team members and employee OCB. Table 2 presents the results of our analyses. As
shown in Model 4, the positive effect of leader creativity on OCB is significant
(B = 0.296, p < .01). Thus, Hypothesis 1 is supported.

Team creative efficacy as the mediator

Hypothesis 2 predicted that perceived team creative efficacy can mediate the positive
relationship between leader creativity as perceived by team members and OCB. We
followed Baron and Kenny’s (1986) mediation process. Hypothesis 1 passed the first
step of Baron and Kenny’s (1986) mediation process. For the following three steps, in
Step 1, we found that perceived leader creativity is significantly related to perceived
team creative efficacy (y = 0.694, p < .01). In Step 2, perceived team creative efficacy
was found to be significantly related to OCB (y = 0.276, p < 0.1). For Step 3, when we
added the perceived team creative efficacy into Model 4, as shown in Model 6, leader
creativity was no longer significantly related to OCB while team creative efficacy is sig-
nificantly related to OCB (y = 0.188, p < 0.1), which meant that perceived team creative
efficacy fully mediates the relationship between leader creativity and employee OCB.

Table 1 *Means, standard deviations, and intercorrelations of variables in Study 1

Variable Mean  SD 1 2 3 4 5 6 7 8
1. Gender 0377 0487
2. Education 1553 0680 -0.031
3. Team size 3446 200 0176 -0.12
4. Leader age 2507 590 0.163 -0.02 —-0.085
5. Leader creativity 5479 0928 0.001 -0.093 -0.011 0.117
6. Perceived team 5543 0982 -0007 -0012 -0.043 -0091 0.624**
creative efficacy
7. Creative self-efficacy 5210 0961 0.207 —0.257**  -0.048 0.041 0.128 0.249**
8. OCB 5476 0916 -0218* -0.079 -0.026 0064 0311** 0300* 037**

Note. N = 114. *p < .05, **p < .01, + < .10
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Table 2 *Results of hierarchical regression analysis

Independent variables Team creative 0CB

efficacy
Main effects Model T Model 2 Model3 Model 4 Model 5 Model 6 Model 7 Model 8
Gender —0435 0016 -0435 —-0433* -0418* -0436 —-0.465 -0417
Education -0.907 0.109 -0907  -0.052 -0.083 -0.072 —-0.042 -0.034
Team size -0021  -0024  -0021* -0.021 -0016  -0016  -0016  —0.020
Leader age 0017 -0.031** 0017* 0011 0.021 0017 0.015 0016
Leader creativity 0.694** 0.296%* 0.165 0.174 0.276
Team creative efficacy 0.276+ 0.188+ 0.165 1441
Creative self-efficacy 0.068 1.331
Leader creativity*Creative —0.238**
self-efficacy
R 0011 0431 0.062 0.150 0.173 0.177 0.246
AR2 0.011 0431%* 0.062 0.087** 0.023+ 0.04 0.069*

Note. N = 115. Unstandardized regression coefficients and unadjusted values are reported
*p < .05, **p < .01, + < .10

In general, we passed Baron and Kenny’s (1986) mediation process and provided
support for Hypotheses 2.

Creative self -efficacy as the moderator
Hypothesis 3 suggests that team members’ creative self-efficacy moderates the relation-
ship between team creativity efficacy and OCB, in such a way that the relationship
would be weaker for those with high, as opposed to low, creative self-efficacy. As
shown in Model 8 of Table 2, the interaction term between team creative efficacy and
perceived creative self-efficacy is significant (y = -0.238, p < .05), which supports
Hypothesis 3. We then tested the simple slope and the result shows it is significant
(t = 16.845, p < .01) (See Fig. 2).

However, to address common method bias, we calculated the condition index in the
regression test. The condition index for the full model is 166, which suggests a severe
multicollinearilty problem. Thus, we designed an experiment in Study 2 to increase

internal validity.

-
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i Low creative self
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Low team creative efficacy High team creative efficacy

Fig. 2 *The Interacting Effect Between Team Creative Efficacy and Creative Self-Efficacy (Study 1)
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Fig. 3 *The Interacting Effect Between Team Creative Efficacy and Creative Self-Efficacy (Study 2)

Study 2

Method

Participants

We recruited 70 participants through Amazon MTurk (www.mturk.com) and paid
them one US dollar for their time and effort. They were full-time employees working at
least 35 h per week. Half of them were 25 to 34 years old and 54.3% were male.

Procedures

This study consists of three parts: “Part 1: About You”- in this part we rated partici-
pants’ creative self-efficacy; “Part 2: Past Work Experiences”- on page 1 of this part, in
order to manipulate leader creativity, we asked participants to recall a leader with high/
low levels of creativity that they had worked with and to provide three examples in de-
tail. Then on page 2, we asked participants to recall the team they worked in that was
supervised by this leader and to rate the team creative efficacy; “Part 3: A New Work
Situation”- In this part we invited participants to imagine they were working with the
leader and the team identified in the previous section again but on a different task.
They were told the company they worked for was going to hold a poster-design compe-
tition to celebrate its 15th anniversary. Their team had 8 h (480 min) to submit the
poster design; however, there was a set of activities that needed to be followed for the
work to be completed. Participants were asked decide how they would allocate their

time among these activities.

Measures

Leader creativity manipulation We manipulated leader creativity by asking partici-
pants to recall the most creative leader (a condition of high leader creativity) or the
least creative leader (a condition of low leader creativity) they had worked with
throughout their career. In order to facilitate recalling and engage participants in the
task, we asked them to write down (a) the initials of the leader, (b) the age of the leader
when they worked with him or her, and (c) how long they worked together. Then they
were asked to give three examples describing in detail what made them think the leader

was highly creative or not creative.
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Creative self-efficacy This variable was measured with the scale used in Study 1.
Cronbach’s alpha was 0.89.

Team creative efficacy This variable was measured with the scale used in Study 1.
Cronbach’s alpha was 0.97.

OCB OCB was measured with the total amount of time (in minutes) that participants
allocated to the seven activities on OCB, which were embedded in the list of eighteen
activities. The seven OCB activities were adopted from the 7-item OCB scale developed
by Van Dyne and LePine (1998).

Results

The descriptive statistics and correlations among dependent variables and independent
variables are displayed in Table 3. From the descriptive statistics, we can see the mean
and standard deviation of all the variables and the correlation between them.

Leader creativity and OCB

We first conducted an analysis of variance (ANOVA) on OCB with leader creativ-
ity as a between-subjects independent variable. The effect of leader creativity on
OCB is significant, (F(1, 67) = 21.16, p < .01, partial #* = .24), suggesting that
OCB is higher under the conditions of high leader creativity (M = 191.71,
SD = 91.06) than when there is low leader creativity (M = 115.43, SD = 36.52).
Hence, Hypothesis 1 is supported.

Team creative efficacy as the mediator

To test the mediating effect of team creative efficacy on the relationship between leader
creativity and OCB, we conducted stepwise regressions by following the procedures set
forth by Baron and Kenny (1986). First, leader creativity shows a significant, positive
effect on OCB (8 = 0.49, p < .01), suggesting that participants in teams with high leader
creativity tend to allocate more time to OCB activities than participants in teams with
low leader creativity. Next, leader creativity shows a significant, positive effect on team
creative efficacy (8 = 0.70, p < .01), suggesting that participants in teams with high
leader creativity perceive their team’s creativity efficacy to be higher than participants
in teams with low leader creativity. When both leader creativity and team creative effi-
cacy were entered in the regression, the effect of leader creativity was still significant
but the coefficient became smaller (8 = 0.32, p < .05), Meanwhile, the effect of team
creativity efficacy was not significant (5 = 0.24, p > .1). Thus, Hypothesis 2 is not
supported.

Table 3 *Means, standard deviations, and intercorrelations of variables in Study 2

Variable Mean sD 1 2 3 4
1. Leader creativity 0.5 0.504

2. Team creative efficacy 4333 1401 0.365**

3. Creative self-efficacy 4.957 0.906 0.704** 0434**

4.0CB 153.57 78.86 0.487** 0.067 0463**

Note: N = 70. *p < .05, **p < .01, + < .1
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Creative self-efficacy as the moderator

To test the moderated mediation proposed in Hypothesis 3, we applied the PROCESS
macro developed by Hayes and Preach (2010) in SPSS, using Model 14 with 5000 boot-
strapping iterations. The result shows the moderated mediation effect is significant
(95% confidence interval: [-42.13, —1.89]), which supports Hypothesis 3. We then con-
ducted a simple slope test and the results show it is significant (¢t = 852.7, p < .01).
Please see Fig. 3 for the graph of the interaction effect.

Discussion

The results of our research suggest that subordinates of creative leaders are inclined to
engage in OCB and that team creative efficacy mediates the relationship between leader
creativity and OCB in that subordinates of creative leaders tend to perceive team cre-
ative efficacy to be high, which drives them to engage in OCB to support the team and
colleagues. As well, subordinate creative self-efficacy moderates the relationship be-
tween team creative efficacy and subordinate OCB in such a way that when team cre-
ative efficacy is high, subordinates who perceive that their creative self-efficacy is low
are more willing to practice OCB.

Our research contributes to the literature by integrating and extending the findings
of past studies. First, moving beyond prior leader creativity research that has been over-
whelmingly focused on the influence on subordinates’ creativity, we take leaders as the
principle agent of the team and apply social cognitive theory to elucidate a more
complete range of effects. Interestingly, our results reveal that the leader’s creativity can
also impact subordinates’ OCB. Second, our study provides an initial step toward
unpacking the underlying mechanisms associated with a leader’s creativity and sub-
ordinates’ OCB. In an attempt to examine the issue from the perspective of the
subordinates, we tested the mediating role of team creative efficacy. As expected,
the leader’s creativity predicted the team’s creative efficacy, such that subordinates
would perform more OCB. This study adds to a growing body of literature show-
ing how leaders’ creativity is perceived by their subordinates and how leaders’ cre-
ativity can disproportionately influence subordinates’ choice to engage in OCB.
Third, we find subordinates’ creative self-efficacy can act as the moderator of
leader creativity and subordinate OCB. For those with low creative self-efficacy,
leader creativity have more impact on OCB, since they have limited ways to con-
tribute to achieving the team goals. This finding helps us acknowledge individual
differences in contributing to achieving team goals.

Implications
Our findings have implications for practice as well. As noted before, leader creativity is
garnering more interest in recent years, especially in creative enterprises. This study
shows that selecting creative leaders can bring more benefits, such as more engaged
and supportive subordinates, than just promoting positive change. Here, our data sug-
gests that the more creative the leader is, the more subordinates will engage in OCB.
Another implication this study has for practice is that employees who are not
confident about their creativity are still valuable to organizations. Nowadays, many
leaders, especially those in high-tech companies, will encourage employees to be
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more confident to ‘think out of the box’. However, this study demonstrates that
unconfident employees who support and contribute to the team also have a unique

value to the team.

Limitations and suggestions for future research

Our research also has several limitations that need to be noted. With our discussion of
these limitations, we simultaneously suggest directions for future studies. First, in Study 1
we use MBA and undergraduate students as participants. Although most of the partici-
pants have work experience and the class context is similar to the real workplace as well
as highly related to creativity, they are still different from real working employees.
Furthermore, because of the small sample size, data used in Study 1 also suffered a
severe multicollinearilty problem. For future research, collecting data with a larger
sample size from teams in real working contexts is necessary to confirm the
hypotheses put forward in this paper.

For Study 2, we asked the participants to recall the most creative or least creative
leaders they had worked with. However, memory can be biased, thus making partici-
pants’ choices different from what they would do in real working teams. For future re-
search, it would be better to invite participants to labs and assign them to different
groups. Then we can observe how participants behave under high/low leader creativity
conditions.

The final limitation of our research is that our model focuses on the impact of subor-
dinates’ cognitive processes and leaders’ traits on OCB, but does not take job character-
istics and organizational characteristics into consideration. However, these two factors
have been shown to be related to subordinate OCB in previous research (Podsakoff
et al, 2000). An interesting direction for future research would be to examine how
these four factors interact with each other to influence the relationship between leader
creativity and subordinate OCB.
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