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Abstract 

Organizational leaders often seek to hire and retain innovative employees as a source of 

competitive advantage. Both transformational leadership and effectively managed 

workplace diversity have been theorized and shown to lead to increased employee 

creative performance at work; however, a full model of the relationships between 

leadership and the multi-dimensional construct of workplace diversity has not yet been 

tested. Using a sample of 371 employees in three Chinese high-technology firms matched 

with 64 supervisors collected at three time points, this study theorized and tested a 

moderated mediation path model in which transformational leadership and diversity 

climate were predicted to significantly interact to influence the workplace diversity 

constructs of organizational justice and organizational identity, which in turn, influence 

individual creative performance. Based on major theories of leadership, diversity, and 

creativity, several partial mediation hypotheses are presented, including diversity climate 

as a mediator of the relationship between transformational leadership and creative 

performance as well as organizational justice and organizational identity as mediators of 

the relationship between the interaction of transformational leadership and diversity 

climate and creative performance. Several single- and multilevel path analyses were 

conducted to test the model, using two measures of creative performance: self-ratings and 

supervisor ratings. The results showed that the interaction of transformational leadership 

and diversity climate significantly predicted self-rated creative performance, and 

organizational identity significantly predicted supervisor ratings of creative performance. 

In addition, transformational leadership was found to significantly predict diversity 
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climate and organizational justice was a significant predictor of organizational identity. 

Finally, transformational leadership had a significant indirect effect on creative 

performance through diversity climate. The contributions of this study to three major 

bodies of literature, as well as the implications of the results for research and practice, are 

discussed. 
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Chapter 1: Theoretical Design and Overview 

Modern organizations continually strive for ways to enhance employee creativity 

and innovation. In today’s globalized economy, creativity and innovation help 

organizations differentiate themselves from other highly productive competitors. 

Creativity fuels the processes through which firms create new products, improve services, 

and reduce costs (Jackson & Joshi, 2011). To foster innovation, organizations seek 

employees who think critically, question assumptions, and take part in creative processes, 

and this fact is particularly true for high-tech firms. Employees who demonstrate 

creativity at work help the organization develop novel and useful product ideas and 

effective solutions to the constant changes and increasingly complex situations 

encountered in today’s workplaces. These ideas and solutions often determine the 

difference between thriving in the face of consistent change or failing due to a lack of 

responsiveness and ability to adapt. Thus, understanding the conditions that facilitate 

creativity and innovation is essential to an organization’s long-term survival. In order to 

develop this understanding, research is necessary to provide insight into how to teach, 

apply, and manage human creativity (Amabile, 1996; Csikszentmihalyi, 1999).  

Leadership, Diversity, and Creativity 
 

In this study, transformational leadership, diversity, and creativity are studied 

simultaneously in an attempt to better understand how to enhance individual creativity 

and leverage the potential benefits of diversity at work. The increasingly diverse global 

workforce may prove to be an opportunity for meeting the challenge of understanding 
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and better predicting creativity and innovation in the workplace, since increased 

creativity is the most commonly cited benefit of a more diverse and inclusive workplace 

(Jackson & Joshi, 2011). There is a general consensus among U.S. employers that 

effectively managing diversity is mandatory for organizations that seek to leverage all of 

the talent available in a diverse workforce (Jackson & Joshi, 2011). Furthermore, 

employers in other countries are increasingly recognizing diversity as a potential 

organizational asset (Lester, 2006; Mangaliso & Nkomo, 2001; Nishii & Özbilgin, 2007). 

However, research shows that workplace diversity has the potential to either enhance or 

diminish performance (Hülsheger, Anderson, & Salgado, 2009; Jackson & Joshi, 2011; 

van Knippenberg & Schippers, 2007). Leadership has been found to be an important 

predictor of whether the potential advantages of diversity will be realized and leveraged 

within an organization (Wieland, 2004). Since one of the beneficial outcomes of diversity 

is increased employee creativity, leadership that can effectively manage diversity and 

promote inclusion is critically important as an antecedent of workplace creativity (Ely & 

Roberts, 2006; Mor Barak, 2011). This study predicts that there will be indirect effects of 

the leadership behaviors demonstrated by supervisors on employee levels of creative 

performance through employee perceptions of three different aspects of workplace 

diversity. 

Scholars agree that effective organizational leadership is vital to leverage the 

benefits of workplace diversity and to prevent the potential detriments, but there is still 

much that needs to be understood regarding which leader behaviors help to foster the 

competitive advantages of diversity (Cox, 1993, 2001; Dahm, Willems, Ivancevich, & 
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Graves, 2009; Stockdale & Cao, 2004). Organizational leaders must proceed with caution 

due to the mounting evidence demonstrating that poorly managed workplace diversity 

can result in deleterious effects on individual, team, and organizational creative and task 

performance (Ely & Roberts, 2006; Guzzo & Dickson, 1996; Milliken & Martins, 1996; 

van Knippenberg & Schippers, 2007). Therefore, the way in which diversity is managed 

(i.e., leadership) plays a vital role in the relationship between diversity and creativity. In 

light of the pervasiveness of this assertion, it is surprising that empirical research 

examining these three constructs of leadership, diversity, and creativity in tandem is 

largely absent. One of the major contributions of this study is to fill this gap in the 

literature: that is, to examine the combined impact of leadership and diversity on 

employee creativity. Due to the real-world and conceptual complexity and multi-

dimensionality of diversity (Mor Barak, 2011; Taylor, James, & Murry, 2012), as well as 

its impact on critical organizational outcomes, one of the foremost challenges for 

organizational scholars is to understand the dynamics of diversity well enough to be able 

to offer evidence-based, practical advice regarding specific actions that leaders and 

supervisors can take to manage diversity effectively (Jackson & Joshi, 2011).  

Leadership and Creativity 
 

Scholars have found that both individual and workplace variables can enhance 

employee creativity and innovation (Anderson, De Dreu, & Nijstad, 2004; Zhou & 

Shalley, 2011). James and Taylor (2010) are among those to put forth models describing 

how individual differences interact with workplace situational factors to influence 

motivation for creativity, noting leadership as one key contextual factor (see also Avolio 



www.manaraa.com

4 
 

& Bass, 2004; Bass & Riggio, 2006). Leadership can help determine whether or not 

employees demonstrate creative behavior, and whether the creative behavior they exhibit 

is positive or negative from the perspective of the employer (Cropley, Cropley, 

Kaufmann, & Runco, 2010; James & Taylor, 2010; McLaren, 1993; Tierney & Farmer, 

2004). 

After over a hundred years of research on leadership, transformational leadership 

has emerged as the forerunner among many competing theories (Barling et al., 2011). 

The research suggests that transformational leadership may be the most beneficial in 

terms of managing increasingly diverse workforces (Bass, 1997; Den Hartog et al., 1999; 

DeRue, Nahgang, & Wellman, 2011; Wieland, 2004). There are four dimensions of 

transformational leadership: 1) charisma/idealized influence, 2) inspirational motivation, 

3) intellectual stimulation, and 4) individualized consideration (Judge & Piccolo, 2004; 

Barling et al., 2011). A more complete description of each dimension is provided in the 

next chapter. However, as an overview, they correspond to the following behaviors: 1) 

employs charisma and acts with integrity to instill pride and increase employee optimism 

and motivation, 2) develops and articulates a clear vision and plan for the future that 

motivates peers and direct reports, 3) intellectually stimulates direct reports by 

encouraging them to be creative, and 4) provides specific and customized attention to 

individual differences among people (Judge & Piccolo, 2004).  

Research Questions and Proposed Model  
 

The purpose of this study is three-fold. First, it examines organizational diversity 

climate as a mediator of the relationship between transformational leadership and 
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employee creative performance. Second, it asks whether transformational leadership and 

diversity climate work in a multiplicative fashion (i.e., interact) to promote employee 

creativity, such that higher levels of transformational leadership behaviors plus relatively 

positive perceptions of diversity climate lead to enhanced creative performance. Third, 

this study examines transformational leadership and organizational diversity climate to 

see if they help facilitate employees’ sense of both organizational justice and 

identification with the organization, such that justice and identity mediate effects on 

creativity. 

To fulfill the above purposes, a study was developed based on three bodies of 

literature: transformational leadership, organizational diversity, and creativity. The vast 

majority of research on workplace diversity and employee creativity has been conducted 

among U.S. workers. Thus, the generalizability of this research may be limited. To help 

increase the representation of non-Western participants in the literature, and in light of 

the emergence of China as a major player in the global economy, this study was 

conducted among a sample of Chinese participants. 

In this study, transformational leadership and diversity climate are predicted to 

interact to significantly influence perceived organizational identity, organizational justice, 

and individual creative performance. It is also proposed that organizational identity and 

organizational justice are partial mediators of the relationship between the leadership-

diversity climate interaction and creativity. Both constructs—organizational justice and 

organizational identity—are examined in the context of a workplace diversity theoretical 

framework, developed by Taylor and colleagues (2012). That is, the constructs are 
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theoretically similar to the general constructs commonly examined in the literature, but 

they are theorized to be examined in the specific context of workplace diversity. Figure 1 

depicts a moderated mediation model that illustrates the hypothesized relationships to be 

tested within the study. The model was analyzed using multi-level path analyses, since 

the constructs in the model are predicted to correlate with each other. This analysis 

allows for testing of the unique effects of each predictor, with the correlations among the 

variables taken into account.  

The data for this study was collected in three waves, and the focal variables 

include employee ratings of supervisor transformational leadership; employee 

perceptions (i.e., self-report) of diversity climate, organizational justice and 

organizational identity; and supervisor and self-rated employee creative performance. In 

addition to supervisor ratings, which is important to organizations in terms of both 

employee outcomes and supervisor evaluations, individual creative performance was 

measured by self-ratings because scholars have argued that creativity is a process 

(Drazin, Glynn, & Kazanjian, 1999) and focal individuals are likely to be the first ones to 

be aware of their own engagement in it, whereas co-workers and supervisors are likely to 

notice only once creative outcomes have been achieved (Zhou & Shalley, 2011). Several 

recent studies have asked employees to report their own creativity at work (Carmeli & 

Schaubroeck, 2007; Kark & Carmeli, 2008; Shalley, Gilson, & Blum, 2009; Zhou, Shin, 

& Cannella, 2008). This study followed the relatively recent development by using an 

employee self-rated measure of individual creative performance; however, the more 

conventional supervisor-rated measure was also used. It was predicted that supervisor- 
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and self-rated creativity would be related to each other, and this study also tested that 

relationship.  

While it may seem that China is ethnically homogenous, there are 56 ethnic 

groups in China. The Han ethnic group (or “Han nationality”) comprises approximately 

91% of the population, which numbers more than 1,300,000,000 (Ohio State, 2013). 

Thus, in order to obtain the potential benefits of diversity within Chinese organizational 

contexts, it is important to foster a diverse workforce and ensure employees of all 

ethnicities perceive they are included in the organization and in their work teams. That is, 

it’s important to build a positive diversity climate to foster the creativity that will enable 

the employees to meet the needs of customers in the fast-paced and quickly changing 

global marketplace. In this study, the measures of diversity are focused on internal 

dynamics within the organization. At the same time, fostering diversity and building 

inclusion is critical for Chinese organizations, so they can understand and respond to the 

needs of external, global customers. Building a positive diversity climate is not only 

important for critical organizational outcomes (e.g., retention, job satisfaction, 

organizational commitment), it is essential for the development of products that appeal to 

a diverse, global clientele, which requires a certain amount of innovation (i.e., creative 

performance).  

Motivation is an important concept in the proposed model, with three of the five 

focal variables being conceptually similar to motivation, either explicitly (e.g., the 

inspirational motivation dimension of transformational leadership) or implicitly. 

Regarding the implicit conceptual similarity, organizational justice is often described as a 
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theory of motivation in the literature. In addition, according to the Componential Theory 

of Creativity (Amabile, 1996), a key antecedent to, or “component” of, creative 

performance is intrinsic motivation to be creative. Thus, organizational justice serves as 

an implicit measure of motivation within the model, which asserts that it will be predicted 

by transformational leadership (especially its inspirational motivation dimension), and 

will lead to increased employee creativity.  

Motivation commonly has implications at the meso, or team, level. While it is 

important to study transformational leadership, workplace diversity, and employee 

creativity at this level of analysis (i.e., team), this study focuses on these predictors and 

outcomes at the individual level because the model is new and complex, even when only 

examining the constructs at the individual level. Future research should explore these 

relationships further as they relate to team-level variables.  

Contributions of the Research 
 

This study is unique in proposing and testing a model in which two distinct 

contextual factors—transformational leadership and diversity climate—foster employee 

creativity through enhanced organizational justice and organizational identity. While 

research has been conducted on the relationships between pairs of these constructs, the 

unique contribution of this study lies in the examination of these constructs at the same 

time, using multi-level path analyses to account for the correlations among them. No 

other studies have examined the interaction of transformational leadership and diversity 

climate to impact creativity. It follows that there is no prior research on the mediators of 

this proposed interactive effect; this study proposes that organizational justice and 
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organizational identity are mediators of the relationship between creative performance 

and the interaction of transformational leadership and diversity climate.  

The research at hand stands to make three substantive contributions to the 

organizational literature. First, this research responds to the urging of scholars to use a 

well-elaborated construct that has been extensively tested in various research fields and in 

many cultures (i.e., transformational leadership; Barling et al., 2011; Bass & Avolio, 

1990) to examine the relationship between diversity and creativity. As discussed in a 

subsequent chapter, multiple measures of diversity are employed in this study to reflect 

the multidimensional nature of the construct and to provide a more comprehensive 

examination of it. By examining the ways in which transformational leadership and 

multiple aspects of workplace diversity (i.e., diversity climate, organizational justice, and 

identity) interact and/or relate to impact individual creative performance, more will be 

known about the leader behaviors that are effective in diverse workplaces be bring about 

increased creativity, as well as the mechanisms through which leadership impacts 

diversity and, ultimately, creative performance. Specifically, this study was designed to 

examine the interaction between transformational leadership and diversity climate as well 

as possible mediators of the relationship between leadership and creative performance. 

This study provides insight to scholars and practitioners to better understand the multiple 

and complex relationships of leadership, diversity and creativity.  

The second contribution of this study is that it is conducted outside of the U.S. 

and in an Asian country, namely, China. The majority of studies on diversity and 

creativity have been conducted within Western countries (Jackson & Joshi, 2011; Zhou & 
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Shalley, 2011), so the use of a Chinese sample of employees will enrich these two bodies 

of literature. It also responds to calls in the literature for exploration of leadership, 

diversity, and creativity processes to be conducted outside of the U.S., especially in 

emerging Asian economies (Drazin & Schoonhoven, 1996; Jackson & Joshi, 2011). In 

addition, while transformational leadership has recently been studied with relative 

frequency in China (Aryee, Walumbwa, Zhou, & Hartnell, 2012; Si & Wei, 2012; Zhu, 

Newman, Miao, & Hooke, 2013), a meta-analysis examining articles published between 

1985 and 2006 reveals that the majority of research on transformational leadership has 

been conducted in Western countries (Leong and Fischer, 2011). The meta-analysis 

included 40 published articles and 54 independent samples from 18 nations that used the 

Multifactor Leadership Questionnaire to measure transformational leadership. It lists 10 

studies on transformational leadership conducted in Eastern countries (including one in 

China, one in India, two in South Korea, two in Taiwan, and four in Singapore) while 16 

studies were conducted in the U.S. alone, and 32 in all Western countries combined. 

Thus, using a Chinese sample to study transformational leadership is important in itself.  

In light of China’s expanding role in the global economy, multinational 

companies are increasingly moving “knowledge-creating” jobs to Chinese cities (Scullion 

& Collings, 2011). Moreover, Chinese companies have tended to rely on technologies 

and products developed elsewhere, but these companies have a vested interest in 

increasing domestic creativity and innovation. Thus, it is important to conduct research 

on leadership, diversity, and creativity in Chinese workplaces. This study provides an 

investigation of these variables among Chinese employees working in their native 
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country, and it is unique in the way in which transformational leadership is modeled and 

tested in combination with workplace diversity and employee creativity.  

The final potential contribution of the current study is that it may provide 

empirical evidence to support the theoretical predictions in the literature that 

organizations’ social context interact with leadership to influence employee creativity. 

Conceptual models (e.g., Amabile, 1988, James & Taylor, 2010) have noted the 

relevance of social context for employee creativity. The application of transformational 

leadership and workplace diversity theories to creativity, and the examination of the 

interaction and relationships among these constructs, may shed light on the mechanisms 

by which the context of an employee’s working environment encourages (or discourages) 

creativity. The findings of this study complement and augment existing interactionist 

models, which theorize employee creativity as a complex product of personal attributes, 

behaviors, and situations (e.g., Amabile, 1988; Woodman et al., 1993; James & Taylor, 

2010). 

The findings of this study may help guide organizational leaders leverage 

diversity and, in turn, promote creativity. Much of the organizational literature on 

diversity management is predominantly focused on organizational change and training 

interventions; both of which require a large investment of resources. If leadership is 

found to significantly interact with diversity climate to influence creativity, 

organizational interventions can focus on leadership selection and performance 

evaluation processes, leadership development objectives, and promotion criteria for 

leaders, which often require fewer organizational resources. Organizations may seek to 



www.manaraa.com

12 
 

hire more transformational leaders, focus supervisor training on developing the behaviors 

characteristic of transformational leadership (evidence has been found that the four 

dimensions of transformational leadership can be developed; Barling et al., 2011), or 

evaluate employees based on these behaviors to encourage and provide accountability for 

supervisors to enact them. In the following chapters, the theoretical foundations of the 

three main constructs of interest (leadership, diversity, and creativity) are reviewed. 

These chapters detail the current research findings and outline the hypotheses regarding 

the proposed relationships in the study. Subsequent chapters describe the sample, 

procedure, data analysis, results, and implications of the study. 
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Chapter 2: Transformational Leadership 

Western study of leadership has a long and rich history in the social sciences, 

particularly in Industrial/Organizational Psychology. In the past century, scholars have 

taken a variety of approaches to researching leadership, including trait-based theories, 

analysis of leader behavior, situational contingencies, and relational theories (i.e., leader-

member exchange [LMX] theory). However, in the past thirty years, one 

conceptualization of leadership—transformational leadership theory—has emerged as the 

most dominant and widely studied (Barling, Christie, & Hoption, 2011; Bass & Riggio, 

2006; Judge & Bono, 2000; Judge & Piccolo, 2004). One reason for the prevalence of 

research on transformational leadership is that it has been found to be highly effective in 

terms of overall employee performance, task performance, and affective/relational 

measures (e.g., LMX, follower satisfaction; DeRue et al., 2011). 

Theoretical Foundation 

The modern theoretical foundation of transformational leadership is generally 

considered to have been established by two influential books. In the first, simply titled 

“Leadership”, political scientist James McGregor Burns (1978) coined the term 

“transformational leader” and differentiated transformational leadership from other forms 

in the context of political leadership. Burns asserted that transformational leaders engage 

others in a two-way process, “in such a way that leaders and followers raise one another 

to higher levels of motivation and morality,” which ultimately “raises the level of human 

conduct and ethical aspiration of both leader and led, and thus has a transforming effect 

on both” (1978, p. 20). In the second book, Bass (1985) used Burns’ conceptualization 
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and extended the focus of the construct to the organizational context. In addition, Bass 

elaborated on the behaviors that set transformational leaders apart from others. Although 

there have been a number of iterations of the theory, the most recent (and best supported) 

version includes four dimensions of transformational leadership, which are charisma/ 

idealized influence, inspirational motivation, intellectual stimulation, and individualized 

consideration (Judge & Piccolo, 2004; Barling et al., 2011).  

Charisma/idealized influence. This dimension refers to leader behaviors that 

provide a model for ethical behavior and inspire employees to act in the best interest of 

the organization, instead of what may be most efficient and convenient. When displaying 

charisma, transformational leaders act in ways that build respect and trust, instill pride, 

and increase optimism (Bass, 1985). Idealized influence is the degree to which a leader 

demonstrates admirable behaviors that cause followers to identify with him/her (Judge & 

Piccolo, 2004). A defining characteristic of idealized influence is acting with integrity 

(Barling et al., 2011). Common behaviors of this dimension have been noted in the 

literature to include displaying conviction, taking a stand, appealing to followers on an 

emotional level, speaking with a captivating tone of voice, making eye contact as 

appropriate with the listener, having animated facial expressions, and communicating in a 

powerful, confident, and dynamic way (Judge & Piccolo, 2004; Barling et al., 2011).  

Inspirational motivation. This dimension of transformational leadership refers to 

a leader’s ability to develop and communicate a compelling vision for the future. By 

doing so and setting high but realistic standards to achieve the vision, transformational 

leaders instill in others the belief that they can achieve more than previously thought, go 
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beyond expectations, and overcome current and future hurdles. Inspirational motivation 

can be transmitted through interpersonal interactions, e.g., telling stories and using 

symbols (Barling et al., 2011; Bass, 1985). 

Intellectual stimulation. In contrast to prevailing notions of good leaders as 

those who can answer all questions posed by employees, this dimension describes leaders 

who obtain input from others when problems arise and challenge and encourage 

employees to think critically and be creative (i.e., to “think outside the box”). When 

supervisors employ this aspect of transformational leadership, they also encourage 

employees to question commonly held assumptions, reframe problems, take appropriate 

risks, and approach challenges in innovative ways (Barling et al., 2011). In addition, a 

defining behavior of intellectual stimulation is providing a steady flow of new and 

challenging ideas to employees, which in turn arouses their imagination and empowers 

them to feel more confident and self-efficacious in work-related matters (Judge & 

Piccolo, 2004). 

Individualized consideration. The final dimension of transformational 

leadership refers to a leader’s willingness and ability to pay close attention to an 

individual’s specific development needs and to act as a mentor and/or coach by providing 

continuous feedback and linking individual passions and aspirations to the organizational 

mission (Bass, 1985). It includes displaying caring, compassion, and empathy to 

employees, which positively influences employee well-being by providing instrumental 

and emotional support. Supervisory support helps employees develop their potential and 
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skills, as well as healthy working relationships with their supervisors and co-workers 

(Barling et al., 2011).  
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Chapter 3: Workplace Diversity 
In the U.S. and internationally, workplaces are becoming more diverse, and 

effective workplace diversity management is increasingly critical to organizational 

success (Cox, 2001; Mor Barak, 2011; Triandis, 2003). Today’s workforce is more 

heterogeneous than that of previous generations along many social categories (e.g., age, 

gender, ethnicity, national origin), and research suggests that this trend will only 

accelerate in the future (Judy & D’Amico, 1997; Stockdale & Cao, 2004). Due to the 

rapid rate of globalization, working with colleagues from different nations is also much 

more common (Haq, 2004; Scullion & Collings, 2011). The reality of today’s workforce 

creates a vital need for employees to appreciate and value diversity in order to work more 

effectively with people from different social groups and various cultural backgrounds. 

Doing so may provide organizations with a competitive advantage in the marketplace, 

and research has supported this assertion; it has been found that certain types of diversity 

result in enhanced creativity, better decision-making, and ultimately, increased 

profitability (Jackson & Joshi, 2011).  

Defining Workplace Diversity 
 

The term diversity is used often and in many different ways. Mor Barak (2011) 

provided a list of thirty definitions of diversity developed by scholars from 1991 to 2010. 

Furthermore, numerous authors have discussed workplace diversity in relation to 

phenomena at the individual, team, and organizational levels, often using different names 

for the construct (Hays-Thomas, 2004; Stockdale & Cao, 2004). Multiple potential levels 
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and various apparent elements of a construct imply the need for a multidimensional 

taxonomy, rather than a simple, single conceptual definition. Thus, the need for a 

taxonomy of workplace diversity has become apparent in the extant literature. Taxonomy 

is the science or technique of classifying the dimensions of a construct or concept into 

ordered categories, and many industrial/organizational psychology scholars have 

developed taxonomies of psychological constructs, such as managerial goals (Bateman, 

O’Neill, & Kenworthy-U’Ren, 2002) and organizational justice theories (Greenberg, 

1987). While taxonomies are more commonly used in the natural sciences (Fleishman, 

Quaintance, & Broedling, 1984), they are helpful in the behavioral sciences because they 

enable improved understanding, description, and categorization, which in turn enable 

improved prediction and control (Bateman et al., 2002). 

With this in mind, Taylor and colleagues (2012) developed a taxonomy of the 

psychological dynamics and patterns that are present in diverse U.S.-based and 

international work settings to provide a more complete description and precise definitions 

of the key dimensions of workplace diversity (Taylor, James, & Murry, 2012). An 

instrument was also developed and tested for reliability and validity, with promising 

results, called the Workplace Diversity Inventory (WDI; Taylor & James, in progress). 

To establish evidence for construct validity of the taxonomy, i.e., to precisely answer the 

question of what is workplace diversity, it is important to develop the nomological 

network of the construct. That is, due to the large number of definitions and ways of 

using the term, as well as the multiple scales that have been created to measure workplace 

diversity, distinguishing between what the construct is and what it is not is essential. 
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Establishing a nomological network of workplace diversity entails the following: 1) 

identifying the dimensions of diversity at work, 2) identifying antecedents (i.e., 

individual or situational factors that lead to a person’s perception of a particular 

dimension of diversity), 3) identifying the similarities and differences between workplace 

diversity and other similar constructs (i.e., correlates), and 4) identifying outcomes of the 

construct, which concerns criterion-related validity. While development of the 

nomological network of workplace diversity is in its nascent stage, the taxonomy 

developed by Taylor and colleagues has helped to clarify the multidimensional nature of 

the construct. This study and subsequent research will build on this foundation. 

While the taxonomy of workplace diversity, and the instrument developed to 

measure it, provides an operational definition to move research on this topic forward, the 

following definition of workplace diversity is offered in the context of this study. It was 

developed by Mor Barak (2011) and recently modified (K. James, personal 

communication, September 26, 2012):  

Workforce diversity refers to the division of the workforce into distinct categories 
that (a) have a perceived commonality within a given cultural or national context 
and that either: (b) increase potentially harmful or decrease beneficial 
employment outcomes for individuals and groups for reasons other than job-
related skills and qualifications or/and (c) negatively impact inter-individual, 
intra-team, inter-group, or organizational achievement of performance potential. 

The necessity and vitality of this definition lies in the fact that it focuses on 

diversity within a global context by providing a way to include categories (e.g., regional 

differences, profession, HIV status) that may be relevant in some cultures or contexts but 

not in others. From the taxonomic perspective, context then becomes another way to 

describe relevant aspects of diversity. This definition also emphasizes the importance of 
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the consequences of social categorization in terms of its potential to affect important 

workplace outcomes, which addresses the limitation of broad definitions of diversity that 

include inconsequential characteristics. 

The dimensions of the workplace diversity taxonomy include the following: 

identity, values, schemas, communication, organizational justice, and diversity climate 

(Taylor et al., 2012). For the purposes of this study, three of the six dimensions are 

examined, which include diversity climate, organizational justice and organizational 

identity, due to the theorized relationships among transformational leadership, creativity, 

and these dimensions. Empirical research has also pointed toward the likelihood of the 

theorized relationships, and these findings will be outlined in a subsequent section. 

Descriptions of the three dimensions are provided below. 

Diversity climate. Many organizations have implemented diversity initiatives for 

a number of different reasons, and the success of these efforts often depends on the 

broader context of the organization, i.e., diversity climate (Kossek & Zonia, 1993; Rynes 

& Rosen, 1995). Diversity climate has been defined in the literature as employees’ shared 

perceptions (at the organizational or team level) of the degree to which the organization 

demonstrates that it values diversity within the workplace (McKay, Avery, & Morris, 

2008; Mor Barak, Cherin, & Berkman, 1998; Rotundo, Nguyen, & Sackett, 2001). 

Diversity climates are essentially internalized beliefs about past team or organizational 

diversity practices, and current team or organizational diversity attitudes, norms, and 

policies. The main characteristics of a positive diversity climate include public support 

from top management, supportive policies, and a high organizational priority on diversity 
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(Rynes & Rosen, 1995). In the workplace diversity taxonomy, then, diversity climate is 

defined as the extent to which employees perceive that an organization’s policies, 

practices, and procedures emphasize fostering and maintaining diversity as well as the 

goal of deriving benefits from diversity (Taylor et al., 2012). Note the link of the latter 

part of the definition to the idea of deriving globally-competitive creativity from 

employees. That potential link between diversity climate and creativity is elaborated in 

Chapter Four. 

Organizational justice. While scholars have noted the conceptual similarities of 

organizational justice and diversity climate, the two concepts have been distinguished 

theoretically and empirically (McKay, Avery, & Morris, 2008; McKay et al., 2007). 

Organizational justice concerns only the fairness component of diversity climate, while 

the latter construct encompasses the components of organizational structure and social 

integration. 

Greenberg (1987) defined organizational justice as an individual’s perception of 

fairness in organizations, along with the associated behavioral, cognitive and emotional 

reactions. Organizational justice is generally conceptualized as having the following four 

dimensions: distributive, procedural, interpersonal, and informational (Colquitt et al., 

2001). Often, interpersonal and informational are collapsed into one dimension called 

interactional justice, referring to the interpersonal treatment of others when 

implementing policies (Colquitt et al., 2001). Distributive justice refers to the fair 

allocation of resources and rewards, while procedural justice refers to the general fairness 

of how organizational policies and procedures are implemented. Previous research has 
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found evidence to suggest that workers’ perceptions of organizational fairness are central 

to diversity management (Ely & Thomas, 2001; Roberson & Colquitt, 2005). Roberson 

and Stevens (2006) identified organizational justice as a consideration in employees’ 

attributions of diversity-related incidents. Within the workplace diversity taxonomy, 

organizational justice is defined as the extent to which employees perceive fairness of the 

distribution of resources, procedures, and interactions within a diverse organization 

(Taylor et al., 2012). 

Most research on organizational justice has been conducted in North America and 

Europe (Li & Cropanzano, 2009). Given this construct’s centrality in Western 

organizational theories and research, more work is needed on the effects of it in Asia, 

generally, and in China particularly. This study specifically addresses this need.  

Organizational justice has also been linked to creativity in some research (e.g. 

James, in progress; Schepers & van den Berg, 2007). James (in press) found when 

employees focused their attention on organizational injustice, employees displayed less 

creative behavior (i.e., compared with a neutral focus of attention, employees generated 

fewer creative ideas and the average novelty of ideas decreased). Schepers and van den 

Berg (2007) found that knowledge sharing mediated the relationship of cooperative-team 

perceptions and procedural justice (i.e., one form of organizational justice) with 

creativity. As with diversity climate, more thorough theoretical rationales and empirical 

reviews of the justice and creativity relationship are provided in Chapter Four. 

Because organizational justice is theorized in this study to be examined in the 

context of workplace diversity, the items used to measure it are specific to this context. It 
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follows that commonly used general measures of organizational justice would not 

precisely assess the construct used in this study, so the instrument used to assess 

organizational justice in this study was chosen accordingly.  

Organizational Identity. This construct is defined as the extent to which one 

perceives belongingness and inclusion in work teams or the workplace overall (Taylor et 

al., 2012), “where the individual defines him or herself in terms of the organization(s) in 

which he or she is a member” (Mael & Ashforth, 1992, p.104). In this context, 

organizational identity encompasses the social or informal aspects of an employee’s 

perception that he or she is an integral part of the organization, department, or work 

group. 

Perceived identity shapes peoples’ in-group and out-group perceptions, emotions, 

and behaviors (Hogg & Terry, 2000; Turner, 1981), and in the context of the workplace, 

both intra-group and inter-group feelings and relations are affected (Hogg & Terry, 2000; 

Messick & Mackie, 1989). While in-group perceptions are important for positive self-

worth, distinctions made between in-groups and out-groups at work can bring about 

exclusion, discrimination and prejudice based on one’s perceived social identity (James et 

al., 1994). Additionally, individuals’ own organizational identity influences their thinking 

and behavior about other aspects of work (Mor Barak, 2011). Such influences include 

organizational identity impacts on creative thinking and behavior (Cohen-Meitar, 

Carmeli, & Waldman, 2009). Cohen-Meiter and colleagues (2009) found that 

organizational identification is positively associated with supervisor ratings of employee 
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creativity. A theoretical justification and a review of the empirical evidence for the 

organizational-identity to creativity relationship are elaborated in Chapter Four. 

Similar to organizational justice, organizational identity is theorized to be 

examined in the context of workplace diversity, so the items used to measure it are 

specific to this context. Thus, commonly used general measures of organizational identity 

would not adequately assess it, and the instrument to assess this construct was chosen 

accordingly.  

Types of Diversity 
 
 In addition to the different levels (i.e., individual, team, organization) and 

dimensions (e.g., values, identity, organizational justice) of diversity described in the 

previous section, there are also different types of diversity. It is useful to differentiate 

among various types of diversity because the research seems to indicate that important 

workplace outcomes vary by the type of diversity considered (Jackson & Joshi, 2011). 

Identifying the particular types of diversity used in studies on workplace diversity and its 

consequences may be useful for interpreting past and future research. Jackson and Joshi 

(2011) modified a typology developed by West, Tjosvold, and Smith (2003; see Table 1).  

The first column of the typology is relations-oriented diversity, which includes 

attributes (e.g., age, gender, ethnicity) that are instrumental in shaping interpersonal 

relationships but which typically have no apparent direct implications for task 

performance (Jackson & Joshi, 2011). However, there is evidence that some types of 

relations-oriented diversity are related to psychological differences in attitudes and 

values (Jackson & Joshi, 2011). The second column is task-oriented diversity, which 
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includes attributes that are potentially relevant to performance (e.g., organizational 

tenure, formal credentials, cognitive abilities). Evidence has also been found to suggest 

that some types of task-oriented diversity are related to psychological differences in 

attitudes and values. For example, in the case of organizational tenure, it has been found 

that executives tend to become more committed to the status quo the longer they stay in 

the same organization (Finkelstein & Hambrick, 1990). 

The first row of the typology is readily detected diversity, which includes surface-

level differences that are generally easy to recognize and identify, such as age, gender, 

and nationality. The second row is underlying diversity, which include differences that 

only become known through interaction, such as attitudes and skills. Of course, there are 

exceptions to these categorizations, especially in the complex society in which we live. 

For example, in the case of the readily detected attributes, many of those listed are not 

always immediately recognizable, such as one’s ethnicity, religion, or gender. However, 

they are thought to be more readily identified than the attributes categorized as 

underlying diversity. The main point of distinguishing among the various types of 

diversity is the notion— thus far supported by the research— that underlying diversity 

has greater potential to lead to positive benefits (i.e., for the purposes of the current study, 

employee creativity) than other, more readily detected forms of diversity (Hülsheger, 

Anderson, & Salgado, 2009; Jackson & Joshi, 2011). 

Over the past ten years, comprehensive reviews of the literature and meta-analytic 

studies have revealed that the findings on work team diversity have begun to converge 

into some discernible patterns, at least on the more commonly studied dimensions of 
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demographic diversity (for comprehensive reviews, see Jackson, Joshi, & Erhardt, 2003; 

Jackson, May, & Whitney, 1995; Joshi & Roh, 2007; Milliken & Martins, 1996; Webber 

& Donahue, 2001; van Knippenberg & Schippers, 2007; Williams & O’Reilly, 1998). 

Jackson and Joshi (2011) summarized these convergent findings into the two categories 

described above: relations-oriented diversity and task-oriented diversity. First, they 

conclude that relations-oriented diversity in work teams is often (but not always) of little 

consequence, at least for outcomes that have been examined to date. A recent meta-

analysis of 69 effect sizes between relations-oriented diversity and team performance 

found the average effect size to be -.03 (Joshi & Roh, 2009). However, occupational 

demography seems to be a moderator of the relationship between relations-oriented 

diversity and team performance (Joshi & Roh, 2009). This moderating condition suggests 

that the outcomes of workplace diversity depend in part on context (Jackson & Joshi, 

2011). In the case of the current study, variations in levels of transformational leadership 

and in perceptions of diversity climate are the contextual factors of interest. Given that 

the study was conducted with organizations in China with all-Chinese employees and 

leaders, racial or ethnic diversity was not relevant. Other types of diversity (e.g., age, 

organizational tenure) were pertinent, however, as detailed in the Method chapter. 

Second, the research findings on task-oriented diversity clearly suggest that 

diversity on characteristics such as functional background, education, and job or 

organizational tenure is often likely to enhance team performance (Jackson & Joshi, 

2011). In Jackson and Roh’s (2009) meta-analysis, functional diversity had the strongest 
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positive relationship with team performance (.13), followed by tenure diversity (.03) and 

educational diversity (-.02).  

The implications of these findings for research are that scholars should precisely 

define which types and which dimensions of diversity they are examining. Because there 

is convincing evidence that the different types of diversity result in different outcomes, it 

seems imperative that diversity scholars become increasingly more specific. One goal of 

this study is to precisely describe the dimensions of diversity under examination and 

detail the differences in how they relate to each other and to the outcome of interest, i.e., 

individual creative performance. A practical implication of these findings is that 

employers should not assume that certain types of diversity would help or hurt individual, 

team, and organizational performance. Because the research clearly shows that diversity 

can have positive and negative effects, organizational leaders should examine their 

specific work contexts, the specific types of diversity within it, and determine which 

outcomes are most important. A further goal of this study is to shed more light on the 

specific ways in which employers can leverage diversity within teams and in the 

organization as a whole.  

Theoretical Foundations 
 
 The model in this study was developed by considering four theories that have 

guided research on diversity at work, including attraction-selection-attrition (ASA), 

social identity theory, the information processing perspective, and the faultline 

perspective. The theories are explained below, along with a brief summary of how they 

provide the theoretical foundation for the hypothesized relationships in the model. For a 
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complete review of the theoretical advances in understanding workplace diversity, see 

Van Knippenberg and Schippers (2007). 

 Attraction-selection-attrition. Attraction-selection-attrition (ASA; Schneider, 

1987) is one of the most commonly used theories in diversity research, and it recognizes 

that diversity at work can be a “double-edged sword” (Jackson & Joshi, 2011). That is, it 

predicts that diversity will have both positive and negative outcomes in work settings. 

ASA suggests that organizations tend to naturally move toward greater homogeneity 

because people tend to be attracted to similar others. At work, this can manifest in 

applicant attraction (or repulsion) to an organization because applicants look for 

coworkers who are similar to them. Organizational hiring managers also look for 

applicants with “good fit” to the organization, which is often not well defined and can 

often mean that the applicant is similar to many employees in the organization along 

readily detected attributes. The theory emphasizes the role of individual employee 

personalities, values, and interests that shape organizational life (Schneider, Goldstein, & 

Smith, 1995). The ASA perspective provides an explanation for the gradually decreasing 

demographic diversity that has been found in organizations (Boone, va Olffen, van 

Witteloostuijn, & De Brabander, 2004; Jackson & Chung, 2008). This trend may result in 

deleterious effects for the organization in that while a homogenous organization may 

function more smoothly, it may lack the creativity and adaptability that is necessary to 

compete and be successful in today’s global marketplace. In the short term, diversity may 

increase turnover, but this cost is worth paying if the benefits of diversity can be realized. 

Thus, the ASA perspective suggests organizational leadership must take proactive steps 
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to increase and retain a diverse workforce. In this study, it is proposed that 

transformational leadership will sufficiently counter the forces predicted by ASA toward 

increased homogeneity within work settings by providing a broad, inspiring vision to 

unite a diverse workforce, motivating employees through charismatic behaviors to strive 

for and achieve common goals, and responding to individual employee needs to help all 

employees feel cared for and included.  

 Social identity theory. Social identity theory (Tajfel & Turner, 1979, 1985; 

Ashforth & Mael, 1989) rivals the ASA model as the most commonly used theory in 

workplace diversity research. The social identity perspective encompasses social 

categorization theory and social identity theory (Reynolds, Turner, & Haslam, 2003). The 

main premise of this perspective is that individuals classify themselves and others based 

on overt (or readily-detected) demographic attributes. Specifically, individuals who are 

demographically similar classify themselves as members of an in-group, while those who 

are not similar are categorized as part of the out-group. The social identity perspective 

recognizes that similarity is based on the individual’s perception of similarity and 

depends on which attributes an individual believes to be salient. Similarity is also 

dependent upon context; attributes that are considered to be similar in one group setting 

may be considered to be different in another. These two aspects (i.e., similarity being a 

social construct and being specific to situations) are in contrast to ASA, which assumes 

that some “objective” similarity is of primary importance. Individuals bring many 

attributes to each situation, but social identity theory asserts that only those attributes that 

are perceived to be or become salient shape behavior. It combines an understanding of 
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individual-level processes with an appreciation for the role of social contexts 

(Chattopadhyay, Tluchowska, & George, 2004), which is critical in the current study. 

The dynamics that manifest in a diverse organization must be understood within its 

particular context (Jackson & Joshi, 2011). In relation to the current study, this theory 

highlights the importance of transformational leaders to prevent or mend in-group/out-

group conflict within the organization by working to build one single “in-group,” i.e., the 

organization itself, and the teams or work groups within it, with all employees working 

toward the same vision and goals.  

 Information processing. The informational diversity-cognitive resource 

perspective (Cox & Blake, 1991; Jackson, 1992; Nemeth, 1986, 1997) emphasizes the 

role of task-related resources, such as knowledge and skills. Unlike the prior theories, it 

predicts that a diverse workforce and diverse work teams will result in positive outcomes, 

and it focuses on task-oriented team activities, rather than affect-based relationships. The 

information processing perspective assumes that employees bring unique approaches and 

expertise to work-related activities (i.e., task-oriented diversity), which can result in 

improved decision-making in a variety of areas. Using the same logic, Harrison and Klein 

(2007) conceptualized diversity as a source of information, knowledge, and expertise. 

Likewise, Jackson (1992) suggested that diverse teams might search more broadly for 

information, develop more possible solutions to a problem, and engage in more rigorous 

debate before settling on a decision. Nemeth (1986, 1997) found that the presence of a 

minority dissenting opinion inspired an increased exchange of previously unshared 

information within teams. The information processing theory has been central to research 
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on teams at the upper levels of organizations (Finkelstein & Hambrick, 1996), and it has 

stimulated research on decision making and performance in lower-level work teams (Jehn 

& Mannix, 2001). In the context of this study, it is suggested that transformational 

leaders and highly positive perceptions of diversity climate will interact in a 

multiplicative fashion to help employees feel included in the organization (identity) and 

to perceive that policies and procedures are being carried out in a fair manner 

(organizational justice) so that the predictions of the information processing theory will 

hold true. That is, employees will be more likely to fully engage in information sharing 

and be more motivated to perform in a creative manner.  

Faultline theory. Finally, the faultline perspective is a relatively recent way to 

describe the dynamics of workplace diversity (Jackson & Joshi, 2011). It suggests that 

work teams can be influenced by the formation of competing subgroups, so scholars 

should focus on understanding the structure of the work team diversity (Jackson et al., 

1995). That is, to understand diversity’s outcomes, it is necessary to know the 

configuration of team members’ attributes. Faultline theory asserts that differences 

among team members are most likely to have significant consequences when they elicit 

the formation of distinct subgroups (Lau & Murnighan, 1998). A faultline is present 

“when two or more relatively homogenous and distinct subgroups form in a team on the 

basis of multiple shared attributes” (Jackson & Joshi, p. 659). Specifically, faultline 

theory suggests that the negative effects of team diversity are better understood by 

considering the influence of different types of diversity simultaneously, rather than 

considering each type separately. The existence of faultlines (based on differences in 
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nationality and education major) has been found to disrupt information sharing and team 

performance (Jiang, Jackson, Shaw & Chung, 2008), but can depend on situational 

conditions, such as the nature of team’s task (Jackson & Joshi, 2011). Because faultlines 

can be deleterious for employee performance, the introduction of transformational 

leadership behaviors is predicted to prevent the formation, or reduce the number, of 

faultlines in a diverse workforce, thus increasing the likelihood of positive outcomes such 

as creative performance. 

While there are clear differences among these theories, all are premised on the 

assumption that the types and distribution of personal attributes among members partly 

determine how employees work together within a diverse workforce, and ultimately, how 

they perform (Jackson & Joshi, 2011). There is a need to integrate these theories (Jackson 

& Joshi, 2011), and some of this work is underway (Joshi, Liao & Jackson, 2006), 

including the current study. 

Theoretical Predictions of the Transformational Leadership-Diversity Relationship 
 
 Scholars have recently asserted that there is a paucity of research about the 

relationship between leadership and workplace diversity and have called for an 

examination of the leader behaviors or styles that are most effective for diverse 

workplaces (Jackson & Joshi, 2011). This study attempts to address this gap by 

examining employee perceptions of leadership and diversity in Chinese work settings. 

 The model that will be tested in this study predicts that transformational 

leadership will lead to more positive perceptions of diversity, and thus to higher levels of 

individual creative performance. From a theoretical perspective, the behaviors and 
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attributes that define transformational leadership are needed to overcome the natural 

movement of organizations toward greater homogeneity, as predicted by ASA. Social 

identity theory highlights the importance of transformational leadership in the context of 

workplace diversity to prevent exclusion or discrimination based on categorizations of 

employees to in-groups and out-groups. Transformational leadership includes acting as a 

role model and providing motivational inspiration and intellectual stimulation. Through 

these behaviors, a transformational leader aligns organizational and/or team values and 

goals with individual employee values and goals, thus building the individual’s sense of 

optimism and efficacy (Avolio & Bass, 2004; Bass & Riggio, 2006). Because faultlines 

can be detrimental for the performance of work teams, it is proposed that 

transformational leadership behaviors will help prevent the formation or reduce the 

number of faultlines in the organization and among work groups, thus increasing the 

likelihood of enhanced creative performance.  

Overall, it is proposed that transformational leadership will help leverage the 

positive outcomes of diversity by instilling pride in employees for the organization, 

emphasizing the greater good of the group, and acting in ways that build respect and trust 

(Bass, 1985). These behaviors serve as proactive measures that help develop a strong 

team or organizational orientation to neutralize the potentially negative effects of 

diversity on conflict (Mohammed & Angell, 2004) and to avoid or decrease turnover. As 

the theories above suggest and the empirical findings demonstrate, workplace diversity 

holds the potential to be either beneficial or detrimental. It seems that effective leadership 

may be especially helpful in ensuring that employees, teams, and the entire organization 
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achieve their potential for excellent performance and avoid the potential interpersonal 

problems that tend to result in higher turnover rates (Gibson & Vermeulen, 2003) and 

other negative workplace outcomes. Since transformational leadership has been found to 

be effective in a variety of work settings (DeRue et al., 2011), it follows that 

transformational leadership will help to foster the potential benefits of workplace 

diversity, and evidence has been found to support this assertion (Kearney & Gebert, 

2009). 

Scholars have increasingly called for research on diversity to specify both the 

types and dimensions of diversity under examination (Jackson & Joshi, 2011; Taylor et 

al., 2012). Thus, in the current study, hypotheses are developed regarding the relationship 

of leadership and diversity based on three dimensions of diversity in particular, including 

organizational justice, identity, and diversity climate. 
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Chapter 4: Workplace Creativity and Innovation 
In the context of increasing globalization, rapid technological advancements, and 

the volatility of the global marketplace, organizations strive to inspire employee 

creativity and innovation in order to obtain and maintain a competitive edge. Creativity 

has been theorized to be a key contributor to performance, growth, and organizational 

viability (Amabile, 1996; Oldham & Cummings, 1996; Shalley, 1991; Woodman, Sawyer 

& Griffin, 1993; Zhou, 1998; Zhou & Shalley, 2008). Creativity has also been said to be 

critical for social progress and economic growth (Florida, 2004; Schumpeter, 1939). 

Importantly, research findings have begun to provide support for these assertions, 

although the findings are still largely suggestive at this point (Gilson, 2008).  

Defining Creativity 

The terms creativity and innovation are often used interchangeably, but the 

academic literature makes a clear distinction between the two constructs. The most 

commonly accepted definition of creativity in the U.S. is the production of novel and 

useful ideas concerning products, services, processes, and procedures (e.g., Amabile, 

1983, 1988, 1996; James, Clark, & Cropanzano, 1999; Oldham & Cummings, 1996; 

Runco, 1995; Shalley, 1991; Zhou, 1998) that are accepted within relevant domains 

(Ford, 1996). Creativity can be demonstrated by individual employees or work teams 

(Zhou & Shalley, 2011). Further, employees in all types of jobs, in all functional areas, 

and at all levels of an organization have the potential to be creative at work (Amabile, 

1996; Oldham and Cummings, 1996; Shalley, Gibson, & Blum, 2000; Woodman, 
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Sawyer, & Griffin, 1993; Zhou, 1998). However, individual differences exist in terms of 

the magnitude of this potential (Zhou & Shalley, 2011).  

Regarding the difference between creativity and innovation, Zhou and Shalley 

(2011) assert, “whereas creativity emphasizes the production of new and useful ideas by 

individuals or teams, innovation emphasizes the implementation of new ideas or practices 

in a unit or throughout an organization” (p. 276). Thus, the primary difference is that 

creativity refers to ideas developed within the focal organization, whereas innovation can 

include the implementation of novel solutions or processes developed outside of the firm 

(Zhou & Shalley, 2011). 

Because the current study is based on the perceptions of Chinese participants, it is 

important to consider creativity in a Chinese context. While some scholars have asserted 

that China lags behind other countries in terms of creativity and innovation (Farmer, 

Tierney, & Kung-McIntyre, 2003), Chinese societies strongly value creative efforts that 

are useful and practical (Gardner, 1989). Perceptions of novelty in Chinese settings are in 

large part defined by the culture and the context, as is the case in any cultural setting 

(Csikmentihalyi, 1999). Gardner (1988) offered the following definition of creativity 

specific to a Chinese setting, “the solution of problems in a way that is initially original 

but is ultimately accepted in one or more cultural settings.” In both the Eastern and 

Western definitions of creativity, the core concept of new and practical ideas (i.e., 

novelty and usefulness) is paramount, although how novelty is applied may differ 

somewhat in China (Li, 2012). It is also the case that most creativity theory development 

and research have been conducted in North America and Europe (Li, 2012). As an 
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emerging force in the global marketplace, Chinese companies, and Chinese high-tech 

companies in particular, need to understand the antecedents of employee creativity in 

order to successfully market and sell their products to consumers around the world. Thus, 

the importance of researching creativity in Chinese contexts is relevant from a 

practitioner’s standpoint as well as an academic one. 

Theoretical Foundations  

In developing the model for this study, both the motivational and the cognitive 

approach to researching the creativity of individuals, groups, and organizations were 

considered. The motivational approach has attracted the most research and has garnered 

an impressive number of findings (Shalley et al., 2004; Zhou & Shalley, 2003). Before 

2000, most creativity research was conducted in the laboratory, guided by the 

motivational approach (Amabile, 1996; Shalley, 1991; Torrance, 1974). Recently, field 

studies have become more common and have provided increased insight into the 

processes of creativity in which employees take part. Taken as a whole, the literature 

shows that the variance in creativity explained by many creativity studies has ranged 

from the low to mid-teens and in general, has not exceeded .20. However, much more 

research must be done before stating that these effect sizes are conclusive. For 

comprehensive review articles on the topic, see the following recently published articles: 

Anderson, De Dreu, and Nijstad (2004); Shalley, Zhou, and Oldham (2004); and Zhou 

and Shalley (2003). In addition, Mumford (2011) recently edited a volume devoted to the 

theories of and empirical findings on creativity at work, titled the Handbook of 

Organizational Creativity. 
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Componential theory of creativity. Within the motivational approach, the most 

commonly cited theory is Amabile’s (1996) componential theory of creativity, which 

highlights the role of motivation in enhancing or reducing individuals’ creativity. 

Amabile posited that three “components” must be present for an employee to exhibit high 

levels of creativity at work: 1) domain-specific talent, knowledge, and skills; 2) 

creativity-relevant skills and strategies; and 3) intrinsic motivation to be creative. The 

final component was theorized by Amabile to be most essential for creativity because it 

provides the energy or drive that activates and sustains the application of domain-specific 

talent, knowledge, and skills, as well as creative skills and strategies, toward creative 

production. In 2010, James and Taylor expanded Amabile’s model by adding the role of 

goal setting and asserting that creativity can be directed toward positive or negative goals. 

Goals have been strongly and consistently shown to relate to both the levels of motivation 

that individuals experience and the purposes (i.e., productive outcomes) toward which 

motivation will be directed (Locke & Latham, 2002; Mento, Steel, & Karren, 1987). 

Figure 2 provides a visual depiction of the expanded componential theory of creativity, 

which includes affect-tinged goals, as well as positive and negative creative outputs as 

potential results of the creative process (see James & Taylor, 2010 for a full explanation 

of this model). 

In the present study, it is proposed that transformational leadership, especially the 

dimension of intellectual stimulation, serves as a motivating factor that inspires 

employees to set goals for increased creative performance. Organizational justice is also 

proposed to be a motivating factor because it serves as the bonding element that enables 
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people to work together effectively (Cropanzano & Greenberg, 1997). The research 

regarding organizational justice as a motivational theory states that when employees are 

treated fairly, they are intrinsically motivated to enhance performance (Zapata-Phelan et 

al., 2009). Diedendorff and Chandler (2010) proposed organizational justice and 

leadership are proximal external motivating influences in their integrative framework of 

motivation. Zapata-Phelan and colleagues (2009) found that procedural justice led to 

increased intrinsic motivation, which in turn led to increased performance. 

Cognitive evaluation theory. Another theory that uses the motivational approach 

is Deci and Ryan’s (1980, 1985) cognitive evaluation theory. This theory focuses on 

whether a factor that is external to an individual (i.e., a contextual factor) enhances or 

reduces that person’s intrinsic motivation, depending on whether the factor is controlling 

or informational. If the factor is controlling, individuals are likely to perceive they are 

being pressured or constrained by external forces, and as a result, they are likely to have 

lower intrinsic motivation. Thus, controlling contextual factors are expected to decrease 

creativity. On the other hand, informational factors are likely to increase an individual’s 

feeling of self-determination and competency, and as a result, the individual is likely to 

have high intrinsic motivation. Thus, contextual factors that are informational are likely 

to enhance creativity. 

Interactional approach. The final theory to be reviewed here that guides the 

motivational approach to workplace creativity research is the interactional approach 

developed by Woodman, Sawyer, and Griffin (1993). It examines the complex 

interactions of contextual factors and individual differences to understand and predict 
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creativity in the workplace. This theory asserts that the individual differences likely to 

contribute to variance in employee creativity include cognitive ability, personality, 

intrinsic motivation, domain-relevant knowledge, and positive or negative effects of 

previous experiences (Zhou & Shalley, 2011). The contextual factors include leadership 

and management practices and the employee’s relationships with his/her supervisor and 

co-workers.  

While the motivational approach has guided most of the research on creativity at 

work, the cognitive approach has also made an impact, due in large part to the concept 

known as creative cognition. Creative cognition is a comprehensive term that refers to the 

creativity-relevant knowledge, skills, and processes necessary to produce creative 

outcomes (Finke, Ward, & Smith, 1992; Smith, Ward, & Finke, 1995). Its premise is that 

everyone has the ability to be creative, yet some individuals exercise their innate creative 

cognition more often and at higher intensities than others (Ward, Smith, & Finke, 1999). 

There are many models of the cognitive creative process, but all of them include the 

following components: 1) identify a problem or opportunity, 2) gather information, 3) 

generate ideas, 4) evaluate ideas, and 5) select the ideas that merit further consideration 

and elaboration (Zhou & Shalley, 2011). In this way, the cognitive approach defines 

creativity as an iterative process that can include reflection and action, experimenting, 

seeking feedback, and searching for new ways to do things. 

In terms of integrating theoretical perspectives, the cognitive approach also relates 

to Amabile’s creativity knowledge, skills, and abilities (KSA) component. Regarding 

creativity KSAs, some are highly cognitive in nature (knowledge), while some are 
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learned psychomotor behaviors (skills). Abilities have a more innate component to them, 

but can also be developed, in part, through cognitive training. 

Theoretical Predictions of the Relationships between Diversity and Creativity 

The information processing perspective provides theoretical rationale regarding 

why diversity, in some cases, has been found to promote creativity and innovation. This 

perspective assumes that employees bring unique approaches and expertise to work-

related activities (i.e., task-oriented diversity), which can result in improved decision-

making in a variety of areas. It posits that diversity in task-oriented attributes such as 

product knowledge or market expertise can provide teams with valuable information and 

unique approaches to generating solutions and solving problems. In the current study, this 

perspective provides some of the theoretical foundation regarding why employee’s 

positive perceptions of diversity would lead to enhanced creative performance. 

Social capital theory suggests that relations-oriented diversity also may promote 

creativity and innovation by providing more external connections through which 

individuals can obtain necessary knowledge and resources to generate novel and useful 

solutions (Oh et al., 2004). In the current study, in which employees working in 

technology firms are examined, social capital theory provides a reason why more positive 

perceptions of diversity climate may promote enhanced creative performance. Within 

technology firms, work within teams may be relatively autonomous to the work of other 

teams within the organization, but creative performance depends on staying connected to 

the rapid advancements in the field and to the needs of diverse markets. While the need 

for external connections is high, the need for smooth internal operations may be less 
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important. Thus, social capital theory suggests that higher ratings of diversity climate 

would lead to positive outcomes—in this case, higher ratings of individual creative 

performance. 

Some empirical findings have supported these theoretical arguments. These 

findings, as well as the hypotheses regarding the relationships among leadership, 

diversity, and creativity, are detailed in the next chapter.  
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Chapter 5: Prior Research and Hypotheses 

 
Diversity Climate as a Mediator of the Leadership-Creativity Relationship 

 The first main hypothesis of this study is that diversity climate mediates the 

relationship between transformational leadership and creative performance. A recent call 

by DeRue and colleagues (2011) provides impetus to propose and test the mediational 

mechanisms of transformational leadership. The theoretical predictions and/or empirical 

findings detailed below provide support for the following hypothesis: 

Hypothesis 1. There will be a significant indirect effect of transformational 

leadership on individual creative performance through diversity climate. 

Transformational leadership and diversity climate. While there is a lack of 

empirical research examining the relationship between transformational leadership and 

diversity climate, it is theoretically probable that the two constructs will be associated in 

a positive manner. Because transformational leaders act with integrity and inspire trust in 

employees, it is likely that the employees of these leaders who are different from each 

other on a variety of social categories (i.e., diverse) will perceive that the working 

environment is conducive to effective performance and that policies and procedures are 

implemented in a consistent manner. The likely result is that the employees of 

transformational leaders will tend to have more positive perceptions of diversity climate. 

Likewise, when transformational leaders provide individual consideration to employees, 

and employees both experience this personalized attention and see the leader treat all 

employees in the same manner, it is likely that employees would perceive a healthier 
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diversity climate. In support of this logic, Wieland (2004) found that transformational 

leadership helped to create more positive diversity climates in organizations. Leaders 

should also be proactive in building a positive diversity climate. That is, they should 

proactively demonstrate the extent to which they value diversity and inclusion by taking 

action to ensure that employees feel socially integrated into their work groups and the 

organization as a whole and that policies and practices are fair and are implemented 

consistently in all situations and across employees of different backgrounds. Thus, the 

following hypothesis is proposed: 

Hypothesis 1a: Transformational leadership will be significantly and positively 

related to perceived organizational diversity climate. 

Transformational leadership and creative performance. Much of the research 

guided by the motivational approach has focused on contextual factors that demonstrate 

different associations with creative performance than with routine task performance. One 

of the most salient contextual factors that impacts creative performance is the leadership 

and managerial behaviors exhibited by employees’ supervisors (Amabile & Conti, 1999; 

Amabile, Conti, Coon, Lazenby, & Herron, 1996; Amabile & Gryskiewicz, 1989; 

Amabile, Schatzel, Moneta, & Kramer, 2004; Andrews & Farris, 1967; Frese, Teng, & 

Wijnen, 1999; George & Zhou, 2001; Oldham & Cummings, 1996; Shalley & Gilson, 

2004; Shin & Zhou, 2003; Tierney & Farmer, 2002, 2004). In addition, creativity 

researchers have reached a consensus that leadership plays an important role in 

facilitating and promoting employee creativity (Hirst, van Knippenberg, & Zhou, 2009; 

Shalley, Zhou, & Oldham, 2004). Following from Deci and Ryan’s (1980, 1985) 
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cognitive evaluation theory, leadership behaviors that are informational are likely to lead 

to sustained or increased employee motivation, thus more likely enhancing creativity 

performance. 

In addition to general leadership behaviors, feedback and evaluation have been 

studied as contextual factors in the promotion of employee creativity. The research 

demonstrates that when feedback is perceived to be controlling, employee creativity 

decreases (Amabile, 1979; Amabile, Goldfarb, Brackfield, 1990; Bartis, Szymanski, & 

Harkins, 1988; Cheek & Stahl, 1986; Shalley & Perry-Smith, 2001; Szymanski & 

Harkins, 1992; Zhou, 1998). Conversely, when feedback or supervisory evaluations are 

perceived to be informative and for developmental purposes, creativity appears to be 

facilitated (Shalley, 1995; Zhou, 1998; Zhou & Oldham, 2001). Further, Shalley and 

Perry-Smith (2001) found lower creativity for individuals who anticipated a judgmental 

evaluation compared to those who expected a developmental evaluation. Providing 

appropriate information and developmental feedback to one’s employees could 

reasonably be described as a critical characteristic of the individualized consideration 

dimension of transformational leadership. 

Creativity has been found to be highest when an employee self-identifies as a 

creative person (i.e., has a strong creative role identity) and perceives that the employing 

organization values creative work (Farmer, Tierney, & Kung-McIntyre, 2003). Simply 

communicating that employees are expected to be creative can be a catalyst for creative 

performance (Ford, 1996). Intellectual stimulation is in part described as inspiring 

employees to be creative and to think outside the box. Through this dimension of 



www.manaraa.com

46 
 

transformational leadership, it is theorized that leaders can demonstrate a strong 

organizational value for creativity, and thus raise levels of employee creativity. 

Motivational orientation may be partially shaped by the environment (Amabile, 

1983), which can be influenced by transformational leadership. Specifically, the 

inspirational motivation dimension can enhance employees’ intrinsic motivation. 

Intrinsic motivation has been positioned as playing a crucial role in employee creativity 

(Tierney, Farmer, & Graen, 1999). Somech (2006) conducted a study of 136 primary care 

teams and found functionally diverse teams with participative leaders engaged in more 

team reflection, which in turn was associated with team innovation. Participative 

leadership is conceptually similar to inspirational motivation.  

In support of these theorized similarities between the research findings on 

effective leadership behaviors and the dimensions of transformational leadership, Shin 

and Zhou (2003) found evidence of a positive relationship between transformational 

leadership and creativity (ΔR2 = .05, p < .01). An employee’s intrinsic motivation 

partially explained the positive relationships. In light of the arguments presented above 

and the research findings, it is expected that leaders who demonstrate transformational 

leadership provide the motivation, vision, and specific feedback necessary for individual 

employees to display a higher level of creative performance that those employees with 

leaders who do not. 

Hypothesis 1b: Transformational leadership will be significantly and positively 

related to individual creative performance. 
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Diversity climate and creative performance. In general, positive social climates 

and feelings of security tend to promote positive emotional states and positive goals 

(James & Taylor, 2010). It is likely that creativity should follow from these emotional 

and goal effects, and research has indicated that more supportive organizational 

environments yield higher positive creativity in the workplace (Amabile, et al., 1996; 

Tesluk, Farr, & Klein, 1997; Ford, 1999). One of the main aspects of diversity climate is 

the degree to which all employees are socially integrated, so it stands to reason that co-

workers are a social contextual factor with the potential to shape employee creativity 

(Woodman et al., 1993). Recent studies have shown that co-workers influence creativity 

through encouragement, support, open communication, and informational feedback 

(Amabile et al., 1996; Madjar et al., 2002; Zhou & George, 2001). Shin and Zhou (2003) 

emphasize the importance of studying leader behavior in concert with follower 

perceptions and beliefs, rather than focusing solely or mostly on leader behavior alone in 

creativity research. While scholars have commonly predicted a significant and positive 

relationship between diversity climate and employee creativity, there is a lack of 

empirical evidence for this assertion. However, based on the theoretical arguments and 

the research findings presented above, the following hypothesis is proposed:  

Hypothesis 1c: Diversity climate will be significantly and positively related to 

individual creative performance. 

Interaction of Transformational Leadership and Diversity Climate 

The second main hypothesis of this study is that transformational leadership and 

diversity climate are two contextual factors that will interact in a multiplicative way to 



www.manaraa.com

48 
 

impact the other variables in the model. The following theoretical predictions and/or 

empirical findings provide support for this assertion:  

Hypothesis 2: Transformational leadership and diversity climate will interact to 

significantly affect individual creative performance, such that diversity climate 

will have a stronger relationship to creative performance when transformational 

leadership is high than when transformational leadership is low. 

 The existing research indicates that an organization’s diversity climate plays a 

critical role in many important outcomes, such as training transfer (Rynes & Rosen, 

1995) and intention to accept a position (McKay & Avery, 2006). It has also been shown 

to predict behavioral outcomes, such as attendance (Avery, McKay, Wilson, & 

Tonidandel, 2007). There is evidence that employees who share similar perceptions of 

diversity climate may share other attitudes, such as job satisfaction and organizational 

commitment (Nishii & Raver, 2003). The same can be said for transformational 

leadership in terms of its ability to predict organizational outcomes and employee 

behavior (Barling et al., 2011; Judge & Piccolo, 1994). Thus, in this study, 

transformational leadership and diversity climate are conceptualized as broad contextual 

factors that influence the perceptions of employees. As such, they are proposed to be 

more distal variables in the model, as compared to the proximal variables of 

organizational justice and organizational identity. 

The concept of organizational culture is closely linked to that of organizational 

climate. Empirical studies that examined the effects of dissimilarity in organizations with 

differing cultures seem to support the general argument that organizations with cultures 
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that reflect the value of diversity are more likely to realize the potential benefits of 

workplace diversity (Dass & Parker, 1999; Ely, 2004; Ely & Thomas, 2001; Gilbert & 

Ivancevich, 2000). On the other hand, organizational cultures that endorse a so-called 

color-blind approach, in which individual differences are not acknowledged and 

employees’ different needs, assets, and perspectives are disregarded, may reinforce 

majority dominance and result in disengagement by minority employees and women 

(Plaut, Thomas, & Goren, 2009). At the same time, the extant literature does not provide 

clear guidance on how to establish appropriate cultures that enhance the likelihood of 

leveraging the benefits of diversity. It is generally accepted that top management has the 

responsibility to set the tone of an organization’s culture (Wasserman, Gallegos & 

Ferdman, 2008), but empirical research has not yet delineated the particular actions 

leaders should take and the behaviors they should engage in to succeed in leading their 

diverse organizations.  

Many studies have examined the main-effect outcomes of transformational 

leadership (Bass, Avolio, Jung, & Berson, 2003; Lim & Ployhart, 2004; Schaubroeck, 

Lam, & Cha, 2007); however, there is a need for research that investigates whether it 

moderates the relationship of diversity climate and creative performance and, if it does, 

which process(es) mediate that effect (Kearney & Gebert, 2009). Research demonstrates 

that workplace diversity has the potential to bring about organizational benefits and 

detriments (Hülsheger et al., 2009; Jackson & Joshi, 2011; Stewart, 2006). Employers 

must make the effort to ensure that the knowledge, skills, and abilities of all employees 
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are fully utilized to achieve organizational goals. Leaders play a vital role in facilitating 

this process (Hogan & Kaiser, 2005). 

Diversity climate is conceptualized as a broad contextual factor that interacts with 

transformational leadership to influence creative performance, as well as the other 

dimensions of diversity. When employees perceive that organizational leaders 

authentically prioritize recruiting, hiring, and retaining a diverse workforce, as well as 

developing an inclusive working environment, employees are more likely to reap the 

benefits of diversity, and thus, be motivated to perform in more creative or innovative 

ways. When the shared perception among employees is that leaders prioritize developing 

a diverse and inclusive workforce and all employees are adequately socially integrated 

into teams and the organization as a whole (i.e., a strongly positive diversity climate), the 

conditions for eliciting the creative potential of individuals will be realized and creative 

performance will increase. The positive interaction of transformational leadership and 

diversity climate on individual creative performance would indicate that transformational 

leaders emphasize the value of diversity to the extent that employees perceive it, which in 

turn enhances employee creativity and innovation. 

 However, only three empirical studies have thus far examined the link among 

diversity, leadership, and performance outcomes. In a longitudinal study of 62 research 

and development teams of a German pharmaceutical company, Kearney and Gebert 

(2009) examined transformational leadership as a moderator of the relationship of age, 

nationality, and educational background diversity with team outcomes. They found that 

the positive relationship between team nationality and educational diversity and leader 
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ratings of team performance was stronger for teams with transformational leaders, 

compared to teams whose leaders were not perceived to be transformational. Age 

diversity was not related to team performance when transformational leadership was 

high, and it was negatively related to team performance when transformational leadership 

was low. This study suggests that transformational leaders more effectively facilitated the 

exchange and use of task-related information, which contributed to the teams’ 

performance. In addition, Shin and Zhou (2007) have shown that transformational 

leadership moderates the relationship between diversity on educational specialization and 

creativity such that this relationship is more positive when transformational leadership is 

high rather than low. The findings of these studies highlight the importance of examining 

the effects of the interaction of transformational leadership and diversity on creativity 

performance. 

 The current study builds on, extends, and differs from these studies in several 

ways. Kearney and Gebert (2009) only looked at objective types of diversity, whereas 

this study examines the subjective perceptions of employees regarding three dimensions 

of workplace diversity (i.e., diversity climate, organizational justice, identity). In 

addition, instead of using task performance as a dependent variable, creative performance 

is the outcome of interest, which is highly valued in high-tech firms and more 

theoretically tied to diversity. In addition, the current study focuses on three dimensions 

and four types (as control variables) of diversity, whereas Shin and Zhou (2007) 

examined only informational diversity. Instead of proposing transformational leadership 

as a moderator of the relationship between categorical diversity and creativity, this study 
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focuses on diversity climate from among the inter-connected web of constructs in the 

nomological network of workplace diversity as a situational factor that interacts with 

transformational leadership to influence organizational justice and organizational 

identity, and ultimately, creative performance. In this model, the impact of 

transformational leadership and diversity climate are predicted to interact in a 

multiplicative manner, rather than an additive manner, as prior research has 

conceptualized and tested this relationship. Thus, the current study takes a broader and 

more complex view of workplace diversity as a multi-dimensional construct than any of 

the previous studies of transformational leadership, diversity, and creativity. 

As detailed previously, the empirical findings suggest that the mere presence of 

diversity does not guarantee an increase of creativity and innovation. Rather, the research 

demonstrates that workplace diversity has the potential to result in both positive and 

negative outcomes. Furthermore, the types and dimensions of diversity under 

examination make a difference in terms of important organizational outcomes. The 

faultlines perspective sheds light on the mixed findings regarding the relationship 

between diversity and creativity, while at the same time illuminating the importance of 

leadership. When the presence of diversity inadvertently results in the creation of strong 

faultlines between groups or cultures, it may interfere with, rather than support, effective 

problem solving (Jackson & Joshi 2011). Workplace diversity may facilitate positive 

creativity to the extent to which mechanisms, such as strong organizational norms 

promoting positive interactions among different others, also exist for preventing 

substantial inter-group polarizations (James & Taylor, 2010; Osche, 1990; Simonton, 
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1995). Leaders are vital to developing these types of norms. The strength of systems or 

strategies of social coordination and integration developed by leaders should, therefore, 

interact with perceptions of diversity climate to influence the level of employee creative 

performance. To prevent or decrease the development of fault lines, organizational 

leaders should proactively communicate a strong vision for employees to work toward 

together, challenge employees to think critically, and attend to conflict management and 

communication skills of team members (Jackson & Joshi, 2011). These behaviors are 

characteristic of the inspirational motivation, intellectual stimulation, and individualized 

consideration dimensions of transformational leaders. It is predicted that strongly positive 

perceptions of diversity climate along with leader behaviors that result in the effective 

and consistent implementation of systems and procedures designed to promote positive 

interactions and intergroup cooperation will promote individual employee creativity. In 

summary, the extant research points to a potential moderation effect between 

transformational leadership and diversity climate in fostering the conditions that enable 

employees to demonstrate creativity in the workplace.  

It is argued that the individual creative performance will depend on the extent to 

which both supervisors are believed to demonstrate those behaviors characteristic of 

transformational leadership and the extent to which diversity climate is perceived to be 

positive, supporting Hypothesis 2, stated above.  

Organizational Justice in the Moderated Mediation Model 

 The third main hypothesis of this study is that organizational justice mediates the 

relationship between the interaction of transformational leadership and diversity climate 
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and creativity. The following theoretical predictions and/or empirical findings provide 

support for this assertion:  

Hypothesis 3. There will be a significant indirect effect of the interaction of 

transformational leadership and diversity climate on individual creative 

performance through organizational justice. 

Transformational leadership and organizational justice. One of the hallmarks 

of transformational leadership is its emphasis on building employee trust. A 

transformational leader must demonstrate a high level of integrity (Bird & Osland, 2004) 

in order to build a strong and broad foundation of employee trust. Studies have shown 

that trust in the leader is positively related to leader fairness (van Knippenberg, De 

Cremer, & van Knippenberg, 2007). In addition, Pillai et al. (1999) used a path model to 

show that transformational leadership behaviors lead to increased perceptions of 

organizational justice, which ultimately leads to higher performance. Based on this 

empirical evidence, the following hypothesis is proposed: 

Hypothesis 3a: Transformational leadership will be significantly and positively 

related to perceived organizational justice.  

Diversity climate and organizational justice. With diversity climate defined as 

a broad contextual factor that includes social integration of employees as well as fair 

policies and practices, it stands to reason that employee perceptions of diversity climate 

are expected to be significantly and positively related to employee perceptions of 

organizational justice. In their review of work team diversity, Jackson & Joshi (2011) 

assert, “the evidence indicates that employers may increase the likelihood of leveraging 
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the potential benefits of diversity by inspiring positive diversity climate perceptions 

through the use of fair human resource management practices” (p. 673). Scholars have 

also noted the conceptual similarities of diversity climate and organizational justice 

(McKay, Avery & Morris, 2008); however, there are important differences and the two 

concepts have been empirically distinguished using confirmatory factor analysis (McKay 

et al., 2007). Specifically, organizational justice only refers to employees’ perceptions of 

fairness, while diversity climate encompasses the components of structural and social 

integration necessary for employees to perceive that organizational leaders truly value 

diversity and inclusion. Past research has shown that diversity climate is associated with 

all four forms of justice (i.e., distributive, procedural, interpersonal and informational; 

Rupp, Bashur, & Liao, 2007; Cropanzano, Li, & James, 2007). If employees perceive the 

overall climate is fair and inclusive (i.e., positive perceptions of diversity climate), it 

follows that employees would also have positive evaluations of their employer’s level of 

organizational justice. While there are many associated outcomes of a positive evaluation 

of diversity climate, it is likely that fairness at work is a significant one.  

Hypothesis 3b: Diversity climate will be significantly and positively related to 

perceived organizational justice. 

 Interaction of transformational leadership and diversity climate and 

organizational justice. Given the research stated above and the conceptualization of 

transformational leadership and diversity climate as broad contextual factors that interact 

in a multiplicative way, the following hypothesis regarding the way in which this 

interaction influences organizational justice is proposed.  
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Hypothesis 3c: Transformational leadership and diversity climate will interact to 

significantly influence perceived organizational justice, such that diversity 

climate will have a stronger relationship to organizational justice when 

transformational leadership is high than when transformational leadership is low.  

Organizational justice and creative performance. Fairness at work has been 

found to build trust and organizational commitment, improve job performance, and foster 

organizational citizenship behaviors (Cropanzano et al., 2007). Colquitt and colleagues 

(2012) recently found that organizational justice is related to job performance through 

employee trust. James and colleagues (Clark & James, 1999; James & Clark, 2009) 

studied the effects of fair treatment on creativity and found that people who were treated 

fairly tended to demonstrate increased creativity directed toward positive ends. The study 

results indicate that perceived fair treatment seems to facilitate creativity goals and some 

distinctive creativity thinking skills. Following from Deci and Ryan’s (1980, 1985) 

cognitive evaluation theory, leader or co-worker behaviors that are informational are 

likely to lead to sustained or increased employee motivation, thus creativity at work is 

likely to increase. Informational justice is one of the four dimensions of organizational 

justice (Colquitt et al., 2001). Thus, it is likely that organizational justice will lead to 

increased employee creative performance. Given the above rationale and empirical 

evidence, the following hypothesis describes the predicted relationship of organizational 

justice as a dimension of the workplace diversity taxonomy and individual creative 

performance. 
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Hypothesis 3d: Organizational justice will be significantly and positively related 

to individual creative performance. 

Hypothesis 3e: There will be a significant indirect effect of diversity climate on 

individual creative performance through organizational justice.  

Organizational Identity in the Moderated Mediation Model 

The fourth main hypothesis of this study is that organizational identity mediates 

the relationship between the interaction of transformational leadership and diversity 

climate and creativity. The following theoretical predictions and/or empirical findings 

provide support for this assertion:  

Hypothesis 4. There will be a significant indirect effect of the interaction of 

transformational leadership and diversity climate on individual creative 

performance through organizational identity. 

Transformational leadership and organizational identity. Effective diversity 

management is likely to foster greater organizational identification among a diverse 

group of employees because they are more likely to perceive that organizational leaders 

have the best interests of all employees in mind, rather than perceiving that a small sub-

set of employees is favored. When employees perceive that leaders care about them, in 

equal measure to their co-workers, organizational identity tends to develop. Strong 

organizational identity, in turn, compels employees to view the organization’s fate as 

their own and to act in ways that contribute positively to the organization (Hogg & Terry, 

2000). Transformational leader behaviors may increase employee motivation in a diverse 

workforce by building linkages between team members’ self-concepts and the team or 
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organization’s work, thus increasing identification with the team (Ellemers, De Gilder, & 

Haslam, 2004; Turner & Haslam, 2001). By articulating the mission and vision of the 

organization (i.e., inspirational motivation) and appealing to the values that employees 

have in common with the organization, the interests of individual employees are linked 

with that of the organization (Kark & Shamir, 2002). Further, transformational leadership 

has been found to be positively related to identification with the leader and the group 

overall (Kark, Shamir & Chen, 2003). Given the aforementioned theoretical predictions 

and research findings, it is expected that transformational leadership will lead to higher 

employee perceptions of organizational identity.  

Hypothesis 4a: Transformational leadership will be significantly and positively 

related to perceived organizational identity. 

Diversity climate and organizational identity. When employees feel socially 

integrated into work teams and perceive that their organization values a variety of social 

backgrounds, life and work experiences, and perspectives, they tend to develop an 

increased sense of identity with the organization as a whole. In other words, the message 

that employees receive from a positive organizational diversity climate is that there is a 

common organizational identity (e.g. Brewer, 1991; Koper et al., 1993) that includes 

everyone, and as a result, employees are more likely to take on that identity as their own. 

Thus, the following hypothesis is proposed:  

Hypothesis 4b: Diversity climate will be significantly and positively related to 

perceived organizational identity.  
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Interaction of transformational leadership and diversity climate and identity. 

Given the research stated above and the conceptualization of transformational leadership 

and diversity climate as broad contextual factors that interact in a multiplicative way, the 

following hypothesis regarding the way in which this interaction influences 

organizational identity is proposed.  

Hypothesis 4c: Transformational leadership and diversity climate will interact to 

significantly influence perceived organizational identity, such that diversity 

climate will have a stronger relationship to organizational identity when 

transformational leadership is high than when transformational leadership is low. 

 Organizational identity and creative performance. When employees feel like 

they are an integral part of the team, they are more likely to share ideas freely, which can 

lead to creativity. Thatcher and Greer (2008) found that when team members know the 

relative importance of an individual’s identity, it positively relates to the individual’s 

creativity. The authors argued that the more an employee feels known and understood, 

the more likely they are to bring to bear the entire repertoire of their experiences, 

knowledge, and skills for the task at hand. In addition, a recent study found that 

meaningfulness in the workplace is positively related to supervisor ratings of employee 

creativity via organizational identification and positive psychological experiences 

(Cohen-Meitar, Carmeli & Waldman, 2009). This study seeks to provide further 

empirical evidence regarding the relationship between identity in the context of a diverse 

workplace and employee creativity. 
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Hypothesis 4d: Organizational identity will be significantly and positively related 

to individual creative performance. 

 Organizational justice and identity. Similarly, organizational justice is expected 

to significantly and positively predict employee perceptions of organizational identity, 

and this assertion has been supported in the literature (Mor Barak, 2011). With the noted 

conceptual similarities of diversity climate and organizational justice, this assertion is not 

a surprise. Specifically, Johnson and Lord (2010) conducted a laboratory experiment and 

found that interdependent and individual self-identities were higher when individuals 

experienced fairness and unfairness, respectively. They found effects occur at both the 

implicit and explicit levels, but they were stronger in the former case. In addition, a 

recent study has shown that three forms of supervisory justice (procedural, interactional, 

and distributive) leads to increased group identification (Lipponen, Wisse, & Perala, 

2011). In the quantitative study of the workplace diversity taxonomy, Taylor and James 

(2013) found that the organizational justice dimension was most highly correlated with 

the identity dimension of the taxonomy (r = .59, p < .01). When procedures are fair, it 

conveys the message that employees have a common organizational identity (e.g. Brewer, 

1991; Koper et al., 1993). Thus, based on the above evidence, the following hypotheses 

are proposed: 

Hypothesis 4e: Organizational justice will be significantly and positively related 

to perceived organizational identity. 

Hypothesis 4f: There will be a significant indirect effect of diversity climate on 

individual creative performance through organizational justice.  



www.manaraa.com

61 
 

Contributions to the Literature 

 While some of the main effects hypotheses described above have substantial 

support in the literature, others do not have as much, or any, empirical support. Thus, this 

study will substantially contribute to the literature regarding the following hypotheses, 

which have relatively less initial evidence:  

1a. Transformational leadership will be significantly and positively related to 
perceived organizational diversity climate. 

1b. Transformational leadership will be significantly and positively related to 
individual creative performance.  

1c. Diversity climate will be significantly and positively related to individual 
creative performance. 

3a. Transformational leadership will be significantly and positively related to 
perceived organizational justice. 

4a. Transformational leadership will be significantly and positively related to 
perceived organizational identity. 

4b. Diversity climate will be significantly and positively related to perceived 
organizational identity. 

Testing the mediation hypotheses will also contribute significantly to the 

literature, as will the mediated moderation hypotheses. 

Employee information and ratings regarding six control variables (age, education, 

gender, organizational tenure, proactive personality, and openness to experience) were 

collected to test for likely alternative explanations for variations in creative performance 

as suggested by previous research (e.g., Oldham & Cummings, 1996; Tierney & Farmer, 

2002). Openness to experience and proactive personality are well-established predictors 

of individual creativity. 
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Chapter 6: Method 
Participants 

Employees. The participants of this study were 418 employees of three 

information-technology service and manufacturing companies based in Beijing and 

Shenzhen, China. All participants were Chinese nationals. The surveys used in the study 

were sent to 545 information-technology manufacturing or development workers, all of 

whom held an undergraduate degree or higher. At the end of the third wave of data 

collection, 356 employees provided self-ratings of their creative performance, resulting in 

a response rate of 65.32%, and 371 supervisors provided ratings of creative performance 

for each of their direct reports, resulting in a response rate of 68.07%. The participants 

were predominantly male (N = 318, 76.08%), and their average age was 29.36 years. 

Participants’ average organizational tenure was three years and nine months, and they 

had an average of four years and seven months of education after college. Table 7 

provides the means and standard deviations of the demographic variables measured in 

this study, including age, education, gender, and organizational tenure. 

Supervisors. The 64 immediate supervisors of the employees in the main sample 

also participated by providing ratings of the creative performance of each of their direct 

reports. On average, each supervisor oversaw the work of six employees, which was the 

average number of direct report-creative performance ratings provided by each 

supervisor. Since the data collection was tied into the annual performance appraisal, the 

response rate of the supervisors was 100%.  
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For the projected analyses, a minimum sample size of 244 individuals is needed 

for 10 variables: six control variables (organizational tenure, age, education, gender, 

proactive personality, and openness to experience) and four independent variables 

(transformational leadership, diversity climate, organizational justice, and organizational 

identity). That estimate was based on a small-medium effect size (f 2) of .05 and power 

goal of .80. Thus, the sample size at the end of the third wave of data collection (i.e., N= 

371 for supervisor ratings, and N = 418 for employee self-ratings of creative 

performance) is adequate for the data analyses conducted. 

Procedure 

The data for this study was collected in three waves from employees (with a 

subset of different constructs, as outlined below, measured at each wave) and their 

supervisors (assessment of direct report creative performance, measured at Wave 3). The 

first wave survey had the control variables listed above, including demographic and 

dispositional variables, as well as employee perceptions of the transformational 

leadership behaviors of their supervisors. The second wave survey had the measures of 

diversity climate, organizational justice and identity, and the third wave had the measures 

of employee self- and supervisor-rated individual creative performance. An overview of 

the measures by source and data collection timing is provided in Table 2. Because the 

survey items were originally developed in English, all items were back-translated and re-

centered following procedures detailed by Brislin (1986; 1993). That is, the original 

English-language versions of the construct measures were translated into Mandarin by a 
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psychology professor in Beijing, and then checked for accuracy by a Chinese graduate 

student who was also fluent in both languages.  

The questionnaires were sent to employees (including the supervisors) via the 

human resources department of each company with a cover letter assuring that 

participation is voluntary, employee responses would be kept confidential, and that the 

data would be used for academic purposes only. The second wave survey was conducted 

with the same group of employees approximately five weeks after the first wave was 

sent, and the third wave data were collected roughly six weeks later during the annual 

performance appraisal period of the participating companies. The supervisor ratings of 

creative performance were collected during the third wave. The human resources 

department director informed the supervisors that they needed to provide the ratings of 

their direct report’s creative performance. The ratings were combined with the company’s 

annual performance appraisal, which led to a supervisor response rate of 100%. 

Therefore, the time lag between each wave ranges from five to six weeks.  

Measures 

Control variables.	The demographic control variables are the following: gender, 

age, organizational tenure and educational level. While the first three variables were 

measured using standard demographic survey questions, educational level was measured 

by asking participants to state the number of years of education they had after college. In 

addition, two dispositional variables were measured: proactive personality and openness 

to experience. Proactive personality was assessed using 10 items from Seibert, Crant, and 
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Kraimer’s (1999) scale. The openness to experience dimension of the Big Five was 

assessed using the eight items of Saucier’s (1994) subscale. 

Predictors and outcomes. The primary variables in the study (i.e., the predictors 

of the outcome measures of transformational leadership, diversity climate, organizational 

identity, organizational justice, and individual creative performance) were collected via 

assessments of the perceptions of focal employees. Responses for all items were given on 

a 7-point scale (1 = strongly disagree to 7 = strongly agree).  

Transformational leadership. Ten items were used to assess this construct, 

which were adapted from Transformational Leadership Behavior Inventory (Podsakoff, 

MacKenzie, & Bommer, 1996) and the Multifactor Leadership Questionnaire (Bass & 

Avolio, 1989). Two of the four dimensions of transformational leadership were measured 

(i.e., inspirational motivation and intellectual stimulation), since charisma/idealized 

influence and individualized consideration were not part of the conceptual model of 

creative performance that guided the study. The inspirational motivation and the 

intellectual stimulation subscales were measured using five items each. The inspirational 

motivation subscale has been reported to have an internal consistency of .94, using 

Cronbach’s alpha (James & Lahti, 2011; James, Yao, & Lahti, in press). An example of 

an item in this subscale includes, “My manager inspires others with his/her plans for the 

future.” The intellectual stimulation subscale has been reported to have an internal 

consistency of .82 (James & Lahti, 2011). An example of an item in this subscale 

includes, “My manager stimulates individuals to think about old problems in new ways.” 
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Using a 7-point scale, respondents indicated the extent to which they agreed with each 

statement regarding their immediate supervisor.  

Diversity climate. To measure diversity climate, the Workplace Diversity 

Inventory (WDI; Taylor, James & Murry, 2012), was used. The subscale has 

demonstrated good internal consistency (α = .82; Taylor et al., 2012). In addition, 

evidence for structural validity was found with good to excellent model fit (Taylor et al., 

2012). An example of an item in the diversity climate subscale includes, “Leaders here 

connect diversity to the organization's mission and vision.” 

Organizational justice. Similar to the construct above, organizational justice was 

measured using the Organizational Justice subscale of the Workplace Diversity Inventory 

(WDI; Taylor, James & Murry, 2012), which has shown high reliability (α = .91; Taylor 

et al., 2012). As noted above, evidence has been found for the construct validity of this 

measure (Taylor et al., 2012). An example of the items in the WDI Organizational Justice 

subscale includes, “People at work are treated fairly regardless of who they are.” 

Organizational identity. A subscale of the WDI (Taylor, James & Murry, 2012) 

was also used to measure organizational identity. For this subscale, evidence was found 

for structural validity, with good to excellent model fit (Taylor & James, 2012). One 

example item in the subscale is, “I feel a strong sense of belonging at my organization.” 

Employee self-rated and supervisor-rated individual creative performance. 

The measure of individual creative performance used for both supervisor ratings and 

employee self-ratings was developed by Zhou and George (2001). While the measure 

was nearly identical, the items and instructions differed slightly to make sense for the 
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different sources of ratings. The measure is a 13-item instrument, which has 

demonstrated internal reliability of .97. On a 7-point scale ranging from 1, ‘‘very 

uncharacteristic,’’ to 7, ‘‘very characteristic,’’ employees self-rated how characteristic 

each of 13 behaviors was for themselves on the job, and supervisors rated how 

characteristic each behavior was for each of the employees who they supervise and who 

participated in the study. A sample item of this scale is, “I (or my employee) come(s) up 

with new and practical ideas to improve performance.”  

Analyses 

 Confirmatory factor analyses. For each variable included in the analyses, a 

single-level and multi-level confirmatory factor analysis (CFA) was conducted using 

Mplus version 5.21 (Muthén & Muthén, 2010) to check for unidimensionality and to 

examine construct validity for the measures. To examine model fit, chi-square values and 

corresponding degrees of freedom are reported. Since chi-square values are sensitive to 

sample size, the values of the alternative fit indices are also reported, including the Root 

Mean Square Error of Approximation (RMSEA), Standardized Root Mean Square 

Residual (SRMR), with values below .06 and .08, respectively, employed as indicators of 

good model fit (Hu & Bentler, 1999). In addition, the Comparative Fit Index (CFI) and 

the Tucker Lewis Index (TLI) are reported, with values above .95, respectively, 

employed as indicators of acceptable model fit (Hu & Bentler, 1999).  

Testing for dependence. To investigate possible confounding organization- and 

supervisor-level mean differences among the three companies in which the data was 

collected and among the 64 supervisors who rated their direct reports, the intraclass 
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correlations (ICC [1]) were calculated and examined to determine whether there was 

nesting within organizations and supervisors, indicating the errors were correlated and the 

assumption of independence of errors was violated. It is important to determine the 

amount of dependence within the data because it can lead to inflation of Type I error rates 

(rejection of a true null hypothesis). ICC (1) compares the between-organization (and 

between supervisor) sum of squares to the total sum of squares, based on the results of a 

one-way ANOVA, in which organizations, then supervisors, are the independent variable. 

ICC (1) values range from zero to one and represent the proportion of variance in 

individuals’ perceptions accounted for by differences in organizations and supervisors. In 

general, ICC (1) values have ranged from 0 to .5, with a median of .12 (James, 1982). 

However, even ICC values of .01 can inflate Type I error rates (Barcikowski, 1981). 

Hypothesis testing. Due to the results of the tests for dependence, both single and 

multilevel path analyses using Mplus version 5.21 (Muthén & Muthén, 2010) were 

conducted to test the model using employee self-rated creative performance (ECP) as the 

outcome variable (ECP model) and for the model with supervisor-rated creative 

performance (SCP) as the outcome variable (SCP model). Due to the complexity of the 

model, composites of each variable were calculated and used to test both models. The 

models were fully saturated, and the chi-square, degrees of freedom, and alternative fit 

indices are reported to confirm this level of saturation. For the single-level models, the 

standardized factor loadings are reported, while the unstandardized factor loadings are 

reported for the multi-level models. 
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Multilevel modeling estimates regression coefficients with adjustments for non-

independent data. It attempts to quantify the amount of interdependency in the data and 

permits prediction of individual scores adjusted for group differences and prediction of 

group scores adjusted for individual differences within groups. Unequal sample sizes are 

not necessarily a problem, which was helpful for this analysis, since the number of people 

in each of the 64 groups ranged from three to 18 employees.  

The first-level predictors (transformational leadership, diversity climate, 

organizational justice, and organizational identity) and personality control variables 

(proactive personality and openness to experience) were centered by subtracting the mean 

of each variable from each employee’s composite score. The variables were centered to 

reduce concerns regarding multicollinearity and to aid in the interpretation of the results. 

Because these variables were centered for the multilevel path analyses, the intercept can 

be interpreted as the mean level of creative performance for a person at the mean level of 

transformational leadership, for example, controlling for group membership, rather than 

when transformational leadership equals zero. 

The demographic control variables (i.e., age, gender, education, organizational 

tenure) were group mean centered (using team means) in both the single-level and multi-

level analyses to remove team-level effects from these individual-level variables. In the 

multi-level models, the group mean centered demographic control variables were used to 

account for team-level variance of these variables. 

To create the team-level predictors, grand mean centering was employed. First, 

the individual scores were transformed into their team mean scores. Next, the grand mean 
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of the team means was calculated for each variable. Lastly, the team-level variables were 

centered by subtracting the grand mean from the team scores, resulting in 64 grand mean 

centered values of each predictor and demographic control variable to use as the team-

level predictors and controls in the multilevel analyses. Results were examined for 

positive and significant beta weights. 
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Chapter 7: Results 
Confirmatory Factor Analyses 

Tables 3 and 4 provide the chi-square values, degrees of freedom, and the values 

of the alternative fit indices for the single-level and multilevel confirmatory factor 

analyses (CFAs) conducted to examine the construct validity of the variables measured 

with more than one item. A single-level CFA indicates modeling only at the individual-

level, while a multilevel CFA indicates modeling at both the individual and team (or 

group) level.  

Transformational leadership. Transformational leadership was theorized and 

tested to be a second-order factor with two first-level factors (inspirational motivation 

and intellectual stimulation). However, since a model with only two first-level factors 

would not converge in a second-order factor model tested using Mplus, CFAs were 

conducted for four different models using the items of transformational leadership and 

organizational justice, with the two best fitting models being the closest to resemble the 

theorized factor structure of transformational leadership and organizational justice (see 

Table 5). Taken together, the alternative fit indices suggested acceptable model fit for the 

second-order theorized factor model (Model 3: χ2 (74) = 252.41,  p < .001, RMSEA = 

.08, SRMR = .05, CFI = .95, and TLI = .94; Model 4: χ2 (72) = 252.41, p < .001, RMSEA 

= .08, SRMR = .05, CFI = .95, and TLI = .93). Table 5 presents the chi-square values, 

degrees of freedom, and fit indices for each of the four comparative CFA models of 

transformational leadership.  
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Workplace Diversity Inventory. The Workplace Diversity Inventory (WDI) was 

theorized and tested to be multi-dimensional, with three factors representing each of the 

following constructs: diversity climate, organizational justice and organizational identity. 

Evidence has been found to support this factor structure (Taylor, James, & Murry, 2012); 

however, since the scale was developed only recently using a mostly U.S. sample, it was 

necessary to test the construct validity of the WDI scale in a Chinese context. Thus, two 

models were tested using single-level and multilevel CFAs to determine whether the 

theorized three-factor model fit the data better than a one-factor model (see Table 6). The 

multilevel CFA indicated that the three-factor model provided the best model fit for the 

data and the fit was good (SCP Model: χ2 [134] = 295.11, p < .001, RMSEA = .05, 

SRMR = .05 [within], CFI = .95, and TLI = .94). 

Diversity Climate. Measured with five items, diversity climate was theorized to 

be unidimensional. A single-level CFA was conducted to test for unidimensionality, and 

the fit indices suggested poor model fit (χ2 [5] = 122.70, p < .001, RMSEA = .24, SRMR 

= .04, CFI = .93, and TLI = .86). Thus, a multilevel CFA was conducted, and the model 

fit improved but remained questionable (χ2 [15] = 126.12, p < .001, RMSEA = .13, 

SRMR = .05, CFI = .94, and TLI = .91). To further examine the factor structure of this 

variable, the standardized loadings were examined and all loadings were above .83 (item 

1 = .84, item 2 = .84, item 3 = .89, item 4 = .85, item 5 = .85). Since all of the items 

loaded saliently onto one factor, none were deleted from the CFA. To further examine 

factor structure, an exploratory factor analysis using principle axis factoring in SPSS was 

conducted to explore the dimensionality of the five items of the WDI diversity climate 
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scale in light of the questionable model fit indicated by the multilevel CFA. The results of 

the EFA indicated there was one only factor with an eigenvalue over 1. This factor had an 

eigenvalue of 3.92, which accounted for 78.30% of the variance in the responses to the 

five diversity climate items. An examination of the scree plot also indicated one factor. 

All items loaded saliently (L > .87) on one and only one factor. In addition, the three-

factor CFA of the WDI inventory sub-scales used in this study provides support for the 

theorized three-factor structure, which includes diversity climate as one factor. Finally, an 

examination of the between-level SRMR fit indices indicated that the poor overall model 

fit may be due to the lack of fit in the between-level structure. Thus, the maximal model 

was run, in which the between-level portion of the CFA was saturated, so the model fit 

indices would reflect only the fit at the individual-level (Hox, 2002). All hypotheses in 

this study were made at the individual level, so examining model fit at the individual-

level follows logically in the context of this study. After conducting the maximal model 

multilevel CFA, the fit indices greatly improved, indicating good model fit (χ2 [3] = 9.77, 

p = .02, RMSEA = .07, SRMR = .01 [within], .02 [between], CFI = 1.00, and TLI = .97). 

Organizational justice. Organizational justice was measured using four items and 

it was theorized to be unidimensional. A single-level CFA was conducted to test for 

unidimensionality, and the fit indices suggested excellent model fit (χ2 [2] = .02, p = .99, 

RMSEA = .00, SRMR = .001, CFI = 1.00, TLI = 1.01). In addition to the single-level 

analysis, a multilevel CFA was also conducted, with the fit indices also indicating 

excellent model fit (χ2 [8] = .40, p = .99, RMSEA = .00, SRMR = .00, CFI = 1.00, TLI = 

1.02).  
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Organizational identity. Organizational identity was measured using four items 

and theorized to be unidimensional. A single-level CFA was conducted to test for 

unidimensionality, and the fit indices suggested poor model fit (χ2 [2] = 11.06, p < .001, 

RMSEA = .10, SRMR = .03, CFI = .94, TLI = .83). Thus, a multilevel CFA was 

conducted for organizational identity, with the fit indices improving to indicate excellent 

model fit (χ2 [8] = 8.72, p = .37, RMSEA = .02, SRMR = .04, CFI = 1.00, TLI = .99).  

Creative performance. For the outcome variables, both employee self-rated 

creative performance and supervisor-rated creative performance were theorized to be 

unidimensional and single-level CFAs were conducted to test this factor structure.  

Employee self-rated creative performance. The alternative fit indices for 

employee self-rated creative performance suggested poor model fit (χ2 [65] = 280.96, p < 

.001, RMSEA = .10, SRMR = .05, CFI = .92, TLI = .90). Thus, a multilevel CFA was 

conducted, and the fit indices improved to indicate adequate model fit (χ2 [143] = 296.90, 

p < .001, RMSEA = .06, SRMR = .05, CFI = .94, TLI = .94).  

Supervisor-rated creative performance. The fit indices for the single-level CFA 

of supervisor-rated creative performance suggested acceptable model fit (χ2 [65] = 

242.28, p < .001, RMSEA = .09, SRMR = .04, CFI = .94, and TLI = .93). A multilevel 

CFA of supervisor-rated creative performance was conducted to see if model fit would 

improve, but it did not (χ2 [143] = 463.59, p < .001, RMSEA = .08, SRMR = .06, CFI = 

.88, and TLI = .87).  

Personality control variables. The personality control variables, proactive 

personality and openness to experience, were measured using more than one item, so 
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CFAs were conducted to test the theorized factor structure of each. Both controls were 

theorized to be unidimensional, so single-level CFAs were first conducted to test model 

fit. The results for both indicated poor model fit (χ2 [35] = 299.65, p < .001, RMSEA = 

.14, SRMR = .08, CFI = .78, TLI = .71 and χ2 [9] = 121.63, p < .001, RMSEA = .18, 

SRMR = .10, CFI = .91, TLI = .85, respectively), so multilevel CFAs and further 

analyses were conducted for both.  

Proactive personality. The multilevel CFA indicated that the model fit improved 

but remained questionable (χ2 [80] = 178.68, p < .001, RMSEA = .06, SRMR = .06, CFI 

= .92, TLI = .91). A review of the literature on the psychometric properties of the 

proactive personality scale used in this study (Seibert, Crant, & Kraimer, 1999) revealed 

that two recent studies used the Mandarin version of this scale with Chinese participants. 

Zhou and Shi (2009) conducted a study to determine the reliability and validity of the 10-

item scale. Using four samples, with the first two being very similar to the sample used in 

this study, and they found similar fit indices to the multilevel CFAs presented above 

(RMSEA = .07, CFI = .92, NNFI = .90). In addition, Baba, Tourigny, Wang and Liu 

(2009) studied proactive personality and work performance in China. In their 

examination of this scale, they found that only one item did not meet their criteria for 

inclusion, so that item was deleted (they did not indicate which item was deleted). To 

further examine the scale in the context of this study, the standardized factor loadings 

from the single-level CFA were examined and only one item was below .40 (Proactive 

Personality Item 9, “If I believe in an idea, no obstacle will prevent me from making it 

happen”). Next, the corrected item-total correlations were examined, and the same item 
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noted above had a corrected item-total correlation below .40. A content review of this 

relatively poor-performing item revealed that it was too similar in content to a well-

performing item (Proactive Personality Item 5, “No matter what the odds, if I believe in 

something, I will make it happen”) to delete on the basis of the statistical information 

alone. Thus, in light of previous research indicating support for the 10-item scale and a 

content review of the poor-performing item, all 10 items were retained in further analysis.  

Openness to Experience. To further examine the construct validity of openness to 

experience, a multilevel CFA was conducted, and similar to proactive personality, the 

model fit improved but remained questionable (χ2 (48) = 283.46, p < .001, RMSEA = .11, 

SRMR = .15, CFI = .74, TLI = .69). A review of the literature on the psychometric 

properties of the Saucier’s (1994) Mini-Marker items used to measure openness to 

experience in this study revealed no recent studies having taken place in China. However, 

Thompson (2009) found suboptimal psychometric properties of the sub-scale with a 

multi-national non-native English speaking population, and he deleted two items in the 

scale and changed another (i.e., imaginative to “unimaginative”). In addition, research 

generally supports the validity of the five-factor model (Oh et al., 2013), but some parts 

of the model have been found to more robust than others. The factor in question, 

openness to experience, is the most controversial (Hough & Ones, 2001).  

To further examine the performance of the scale in this study, a four-step process 

was conducted. First, the standardized factor loadings from the single-level CFA were 

examined, and four items were found to be below .20 (i.e., philosophical, complex, deep, 

unintellectual). Second, corrected item-total correlations were examined, and the same 
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four items noted above had corrected item-total correlations below .40. Third, a content 

analysis of the items indicated that the poor-performing items may not be as relevant to 

the high-tech context of this sample. Fourth, an exploratory factor analysis using 

principle axis factoring and direct oblimin rotation was conducted, with results indicating 

there were two factors with eigenvalues over 1. The first factor had an eigenvalue of 3.81, 

explaining 45.51% of the variance, while the second had an eigenvalue of 1.69, 

explaining 13.14% of the variance in item responses. An examination of the scree plot 

also indicated two factors. Finally, an examination of the structure matrix showed the 

well-performing items loading on one factor with loadings of .89 or higher. The poor 

performing items loaded onto the second factor with loadings ranging from .37 to .63.  

In summary, Thompson (2009) deleted two of the same problematic items in his 

study (complex and unintellectual), and the factor structure of this scale has been called 

into question in the literature. In this study, the results of the CFA, correlation analysis, 

content analysis, and the EFA indicated that the same four items performed poorly in the 

context of this sample. Thus, it was decided to retain only the four well-performing items 

for further analysis (i.e., to create the composite that measured openness to experience). 

To ensure reliability and validity were not negatively affected by this change, Cronbach’s 

alpha was computed and a multilevel CFA with the four retained items was conducted (α 

= .96, χ2 (8) = 20.20, p < .001, RMSEA = .06, SRMR = .07, CFI = .97, TLI = .96). Thus, 

the openness to experience scale was modified for the purposes of this study to ensure 

unidimensionality of the composite used in the path analyses. 
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Bi-variate correlations 

Bi-variate correlations for all variables in the study were computed based on the 

results of the best fitting models found in the CFAs described above. They are presented 

in Table 8, and a number of significant correlations among the variables were found. In 

addition, the demographic control variables (age, gender, organizational tenure and 

education) were group mean centered to account for the variance due to team 

membership. 

Main variables. Transformational leadership was significantly and positively 

correlated with diversity climate (r = .40, p < .01), organizational justice (r = .35, p < 

.01), organizational identity, (r = .40, p < .01), and employee self-rated creative 

performance (r = .25, p < .01). It did not have a significant relationship with supervisor-

rated creative performance (r = -.02, ns). 

Diversity climate was significantly and positively correlated with organizational 

justice (r = .63, p < .01), organizational identity (r = .54, p < .01), and employee self-

rated creative performance (r = .22, p < .01). It also had no significant relationship to 

supervisor-rated creative performance (r = .03, ns). Organizational justice was 

significantly and positively related to organizational identity (r = .52, p < .01) and 

employee self-rated creative performance (r = .17, p < .01), but not to supervisor-rated 

creative performance (r = .05, ns). Organizational identity was significantly and 

positively related to employee self-rated creative performance (r = .24, p < .01), but not 

to supervisor-rated creative performance (r = .09, ns). 
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Finally, employee self-rated creative performance was significantly and positively 

related to supervisor-rated creative performance (r = .37, p < .01). 

Control variables. The personality control variables had several significant 

relationships with the main variables. Proactive personality was positively and 

significantly related to all but one focal variable, including transformational leadership (r 

= .11, p < .05), diversity climate (r = .17, p < .01), organizational justice (r = .13, p < 

.05), organizational identity (r = .19, p < .01), self-rated creative performance (r = .37, p 

< .01), and supervisor-rated creative performance (r = .10, p < .05). Openness to 

experience was negatively and significantly related to transformational leadership (r = -

.14, p < .01), but none of the other predictor variables. It was positively and significantly 

related to the control variable of proactive personality (r = .36, p < .01).  

Several significant relationships emerged among the group mean centered 

demographic controls and the main variables. Age was positively and significantly 

related to employee self-rated creative performance (r = .15, p < .01). Gender was not 

significantly related to any of the variables except age, which was a negative relationship 

(r = -.11, p < .05, with female = 0, male = 1). Organizational tenure was negatively and 

significantly related to transformational leadership (r = - .16, p < .01) and diversity 

climate (r = -.10, p < .05). It was also a strongly positive and significant correlate to age 

(r = .60, p < .01). Finally, education was positively and significantly related to employee 

self-rated creative performance (r = .11, p < .05) but no other variables in the study. 

Taken together, the results of the single- and multilevel CFAs, the tests of 

comparative model fit, the EFAs, and bi-variate correlations provided evidence for the 
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use of composites for each construct in the models analyzed in this study and described 

below. 

Descriptive statistics 

The descriptive statistics presented in Tables 7 and 8 for the control and main 

variables were calculated based on the results of the best fitting models found in the 

CFAs described above. All items were equally weighted in calculating the composite 

scores. An examination of the histograms of the continuous variables revealed observed 

normal distributions. Using descriptive statistics within SPSS 17, the values for skewness 

and kurtosis were computed. When examined, none were found to be above the criteria 

provided by West, Finch, and Curran (1995) for determining whether or not data violates 

the assumption of normality (i.e., none with skewness values greater than two or kurtosis 

values greater than seven). 

Reliability analysis. In examining zero-order Cronbach’s alpha for each construct 

measured with more than one item (Cronbach, 1955), most indicated a high degree of 

internal consistency (see Table 8). That is, most alpha values were above the commonly 

accepted minimum for research of .70 (Cortina, 1993; Schmitt, 1996). These values were 

calculated without taking nesting by team or organization into account due to the low 

values for the ICC(1)s for the variables (see Tables 9 and 10). 

Organizational Justice. With all four items measuring organizational justice 

included in the reliability analysis, Cronbach’s alpha was acceptable but not excellent (α 

= .72). When one negatively-worded item (i.e., higher scores on the items indicated lower 

levels of the construct) was deleted, reliability improved substantially (α = .88). The 
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construct validity remained strong, since with three items, it was just identified (χ2 [3] = 

.00, p = .99, RMSEA = .00, SRMR = .00, CFI = 1.00, TLI = 1.01; see Table 4). Thus, the 

composite of organizational justice used in the path analyses was calculated by averaging 

the three remaining items. 

Organizational Identity. With all four items measuring organizational identity 

included in the analysis, Cronbach’s alpha was below the acceptable level of internal 

consistency in research (α = .52). When the one negatively-worded item was deleted, 

reliability improved substantially (α = .60), but remained below the generally accepted 

standard. The further deletion of items caused reliability to drop below .60. Thus, the 

composite of organizational identity used in the path analyses was calculating by 

averaging the three remaining items. 

Considering organizational justice and organizational identity together, the poor 

performance of the deleted items for each construct appears to be due to a method effect, 

since both were negatively-phrased. 

Testing for dependence 

Values of ICC (1) were calculated using Mplus version 5.21 (Muthén & Muthén, 

2010), including the following variables: transformational leadership, diversity climate, 

organizational justice, organizational identity, self-rated creative performance, and 

supervisor-rated creative performance. Table 9 lists the ICC(1) values for each variable 

using team as the cluster variable. From these analyses, it was concluded that employee 

self-rated creative performance did not vary a great deal based on supervisor (ICC[1] = 

.03); however, since even ICC(1) values of .01 can inflate Type I error rates 
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(Barcikowski, 1981), both single-level and multilevel analyses were conducted for the 

model using employee self-rated creative performance as the outcome variable (ECP 

model).  

In addition, the analyses indicated that the extent of nesting (or dependence) of 

creative performance ratings by the 64 supervisors in the study should be accounted for in 

further analyses (ICC[1] = .32). Thus, multilevel path analysis was conducted for the 

model using supervisor-rated creative performance as the outcome variable (SCP model). 

When examining the extent of nesting for both self- and supervisor-rated creative 

performance based on the three organizations from which data was gathered, no 

significant effects were found for either outcome variable (ICC[1] = .01 for both self- and 

supervisor-rated creative performance; see Table 10). Therefore, it was concluded that 

the effect of organization need not be accounted for in further analyses. 

Hypothesis testing 

An overview of the hypotheses testing results are presented in Table 11. Table 12 

presents the chi-square values, degrees of freedom, and model fit indices for the full 

models. Results of the path analyses for the ECP model (with self-rated creative 

performance as the outcome variable) and the SCP model (with supervisor-rated creative 

performance as the outcome variable) were computed using Mplus version 5.21 (Muthén 

& Muthén, 2010), and the beta weights and p-values for both models are presented in 

Figures 3–6 and Tables 13–23. 

Due to concerns regarding potential multicollinearity issues, the path models were 

tested with one less-relevant control variable (age) deleted from the analysis. The 
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rationale for deleting age from the models was that it was a highly positive and 

significant correlate to organizational tenure (zero-order correlation: r = .60, p < .01). 

Since organizational tenure is a more theoretically relevant construct in creativity 

research, this variable was retained in the analysis and age was deleted for the hypotheses 

testing. 

Main effects of the ECP Model. Figures 3 and 4 and Tables 13–17 present the 

results of the single- and multilevel path analyses for the ECP model, using employee 

self-rated creative performance as the endogenous outcome variable.  

Single-level ECP Model. Tables 13 and 14 present the results of the single-level 

path analysis of ECP model (using only individual-level variables). The tables and results 

presented below include the standardized beta weights. As noted above, the demographic 

control variables were group mean centered. 

Workplace Diversity Constructs. Table 13 details the beta weights and 

significance values for the control and focal variables with the three constructs of 

workplace diversity included in this study when they and the other predictors are 

included in the equation with self-rated creativity as the ultimate outcome variable. 

Diversity climate was found to be positively and significantly related to 

transformational leadership (β = .39, p < .001). The education control variable 

approached significance and was negatively related (β = -.08, p = .08), as was proactive 

personality, with a positive relationship to diversity climate (β = .09, p = .08). 

Organizational justice was negatively and significantly predicted by openness to 

experience (β = -.11, p = .01). The interaction of transformational leadership and 
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diversity climate approached significance in positively predicting organizational justice 

(β = .56, p = .08). 

In one of the strongest relationships within the model, organizational identity was 

positively and significantly predicted by organizational justice (β = .25, p < .001). 

Proactive personality was also a positive and significant predictor of this variable (β = 

.12, p = .01) and openness to experience was a negative and significant predictor (β =      

-.11, p = .01). In addition, organizational tenure approached significance in positively 

predicting organizational identity (β = .07, p = .09). 

Employee self-rated creative performance. Table 14 demonstrates that none of the 

main variables significantly predicted the outcome variable in the single-level ECP 

model, employee self-rated creative performance. However, four of the control variables 

were significant predictors. Similar to previous research, proactive personality positively 

and significantly predicted self-rated creative performance (β = .38, p < .001), as did 

education and organizational tenure (β = .10, p = .05 and β = .15, p < .001, respectively). 

However, in contrast to previous research, openness to experience was a negative and 

significant predictor (β = -.14, p = .01).  

Effect Sizes. To calculate the proportional variance reduction (pseudo R-square) 

for the multilevel models, baseline models were compared to the alternate models (the 

hypothesized models) based on an examination of each significant relationship found in 

the following results. Baseline models were created by deleting each significant pathway 

(and each pathway that approached significance) one at a time. Using the results from the 

baseline and alternate models, the Snijders and Bosker (1999) proportion reduction in 
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error formula was used to calculate pseudo R-square, comparing the alternate model to 

the baseline model, per the notion that alternate model is expected to reduce the amount 

of variance unexplained by including the pathway that explains unique variance in the 

outcome variable. The effect sizes for significant relationships in the ECP, SCP and 

exploratory models analysis are presented in Table 14.  

Multilevel ECP Model. Tables 16 and 17 present the results of the multilevel path 

analysis for the ECP model. 

Workplace Diversity Constructs. Table 16 presents the results of the multilevel 

ECP model analysis as they pertain to the three workplace diversity constructs. 

Consistent with the single-level analysis results, transformational leadership was 

found to be a strongly positive and significant predictor of diversity climate (b = .48, p < 

.001). None of the control variables significantly predicted this construct. Only education 

approached significance in negatively predicting diversity climate (b = -.06, p = .08). 

Regarding organizational justice, the interaction of transformational leadership 

and diversity climate approached significance (b = .10, p = .08; see Figure 7). One 

control variable, openness to experience, was a significant predictor, in the negative 

direction (b = -.07, p = .01). 

Lastly, organizational justice was found to positively and significantly predict 

organizational identity (b = .15, p < .001). Transformational leadership and diversity 

climate approached significance in positively predicting organizational identity (b = .28, 

p = .11 and b = .32, p = .08, respectively). Two control variables, proactive personality 

and organizational tenure, positively and significantly predicted this variable (b = .13, p < 
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.001 and b = .14, p < .001, respectively). Conversely, openness to experience was a 

slightly negative and significant predictor of organizational identity (b = -.05, p = .01).  

Employee self-rated creative performance (ECP). Unlike the analysis of the 

single-level ECP model, three of the focal variables were significant predictors of the 

main outcome variable (see Table 17). However, contrary to the hypothesized direction 

of the relationships, both transformational leadership and diversity climate negatively and 

significantly predicted ECP (b = -.43, p = .04 and b = -.52, p = .02, respectively). The 

interaction of transformational leadership and diversity climate positively and 

significantly predicted the outcome variable (b = .11, p = .01). In addition to the effects 

of the main variables, three control variables emerged as positive and significant 

predictors of ECP, education (b = .05, p = .04), organizational tenure (b = .00, p < .001) 

and proactive personality (b = .36, p < .001). 

In the between model, team-level diversity climate and the team-level interaction 

of transformational leadership and diversity climate, significantly predicted ECP (see 

Table 17). However, team-level diversity climate was a positive predictor (b = .95, p = 

.04) and the team-level interaction negatively predicted ECP (b = -.17, p = .05). In 

addition, team-level transformational leadership approached significance in positively 

predicting ECP (b = .75, p = .08).  

Main effects of SCP Model. Figure 5 and Tables 18 and 19 present the results of 

the multilevel path analysis for SCP model, using supervisor-rated creative performance 

as the endogenous outcome variable. The unstandardized beta weights are provided, 

along with the corresponding p values. 
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Workplace Diversity Constructs. As indicated in Table 18 and similar to the 

results of the ECP models, transformational leadership was a positive and significant 

predictor of diversity climate (b = .48, p < .001). Proactive personality was a significant 

and positive predictor of diversity climate (b = .13, p = .05), while education approached 

significance as a slightly negative predictor (b = -.06, p = .08).  

Organizational Justice. Consistent with the single- and multilevel results, Table 

18 demonstrates that the interaction of transformational leadership and diversity climate 

approached significance in positively predicting organizational justice (b = .10, p = .08). 

In addition, openness to experience was a slightly negative and significant predictor (b = 

-.07, p = .01). 

Organizational Identity. The results regarding organizational identity are also 

presented in Table 18, indicating that organizational justice was a positive and significant 

predictor (b = .15, p < .001). Similarly to the ECP multilevel model, transformational 

leadership and diversity climate approached significance in positively predicting 

organizational identity (b = .28, p =.11 and b = .32, p =.08). The beta weights and p-

values for the control variables remained the same as the ECP multilevel model as well.  

Supervisor-rated creative performance. The within-level analysis presented in 

Table 19 indicates that organizational identity was the only positive and significant 

predictor of SCP (b = .16, p = .01). Gender negatively and significantly predicted the 

outcome variable (b = -.22, p = .03, female = 0, male =1). Organizational tenure was a 

positive and significant but not practically relevant predictor (b = .00, p = .05). Education 

approached significance in positively predicting SCP (b = .05, p = .06).  
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At the group level of analysis, none of the team-level variables significantly 

predicted SCP. However, the two of the centered control variables in the between model, 

education and proactive personality, positively and significantly predicted SCP (b = .17, 

p = .01 and b = .57, p < .001). Gender was found to approach significance in negatively 

predicting SCP (b = -.49, p = .07, female = 0, male = 1). 

An analysis of the single-level SCP model was also conducted, and the results 

indicated that a few of the significant relationships (or relationships approaching 

significance) found in the multilevel model did not emerge in the single-level model. 

Thus, it is logical to conclude that accounting for variance due to the team-level variables 

is important. 

Mediation analyses. The results of all tests of indirect effects are presented in 

Table 20. 

Single-level ECP model. In the single-level analysis of the ECP model, support 

was found for Hypothesis 1, in which it was predicted there would be a significant 

indirect effect of transformational leadership on creative performance through diversity 

climate (β = .04, p = .04). However, contrary to the predictions in hypotheses 3, 3e, 4, 

and 4f, the results of the other tests of indirect effects indicated that no other indirect 

effects were significant (see Table 23). In addition, the single-level analysis of the SCP 

model did not produce any significant indirect effects. 

Multilevel ECP and SCP models. None of the indirect effects tested in the 

multilevel models were significant. 
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Exploratory analyses 

Additional tests of indirect effects. While only one of the mediation hypotheses 

was supported, the results of the main effects analyses suggested that it may be possible 

for transformational leadership and/or organizational justice to have a significant indirect 

effect on creative performance through organizational identity. Thus, using Mplus 

version 5.21 (Muthén & Muthén, 2010), these indirect effects were tested in both the 

ECP and the SCP models. The results are presented in Table 20. In the multilevel SCP 

model, organizational justice was found to have a positive and significant indirect effect 

on supervisor-rated creative performance through organizational identity (b = .02, p = 

.05). In the multilevel ECP model, the indirect effect of organizational justice on 

employee self-rated creative performance through organizational identity was positive 

and approached significance (b = .02, p = .09). 

ECP as a predictor of SCP. Due to the strongly positive and significant 

correlation of employee self-rated creative performance (ECP) and supervisor-rated 

creative performance (SCP; r = .37, p < .01), an exploratory analysis was conducted 

using Mplus, in which the measure of the former was added to the multilevel SCP path 

analysis model (see Tables 21-23). The unstandardized beta weights and significance 

scores are presented below. The model fit was excellent (χ2 [10] = 6.66, p = .76; RMSEA 

= .00; SRMR, within = .001, SRMR, between = .02; CFI = 1.00; TLI = 1.01). 

Workplace diversity constructs. Table 21 presents the results of the multilevel 

exploratory SCP model as it relates to the workplace diversity constructs. 
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Diversity climate. Similar to the hypothesized models, transformational leadership 

was a positive and significant predictor of diversity climate (b = .48, p < .001). In 

addition, education was a slightly negative and significant predictor of diversity climate 

(b = -.06, p = .04). 

Organizational justice. Consistent with the results of the SCP model, the 

interaction of transformational leadership and diversity climate approached significance 

as a positive predictor of organizational justice (b = .10, p = .06). Of the control variables, 

openness to experience was a negative and significant predictor (b = -.07, p = .01), and 

education approached significance as a positive predictor of organizational justice (b = 

.05, p = .11). 

Organizational identity. Lastly, organizational justice was found to be a positive 

and significant predictor of organizational identity (b = .15, p < .001). Transformational 

leadership and diversity climate approached significance in positively predicting this 

variable (b = .28, p = .15, b = .32, p = .12). Proactive personality was found to be a 

positive and significant predictor (b = .13, p = .01), while openness to experience was a 

slightly negative and significant predictor of organizational identity (b = -.05, p = .02). 

Organizational tenure approached significance in predicting this variable (b = .00, p = 

.08). 

Employee self-rated creative performance (ECP). Table 22 presents the results 

of the multilevel exploratory model analysis on ECP. Consistent with the multilevel ECP 

model, the interaction of transformational leadership and diversity climate positively and 

significantly predicted ECP (b = .11, p = .01). Diversity climate was a negative and 
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significant predictor (b = -.52, p = .05), while transformational leadership approached 

significance in negatively predicting ECP (b = -.42, p = .07). Organizational identity 

approached significance as a positive predictor (b = .11, p = .08). Additionally, three 

control variables, education, organizational tenure, and proactive personality, positively 

and significantly predicted ECP (b = .05, p = .01; b = .00, p = .00; and b = .36, p < .001, 

respectively). 

Supervisor-rated creative performance (SCP). Table 23 demonstrates that 

organizational identity and self-rated creative performance both positively and 

significantly predicted SCP (b = .12, p = .02 and b = .37, p < .001, respectively). The 

interaction of transformational leadership and diversity climate approached significance 

as a slightly negative predictor of SCP (b = -.08, p = .07). Diversity climate also 

approached significance in positively predicting SCP (b = .39, p = .12). Gender and 

proactive personality, two control variables, were found to be negative and significant 

predictors of SCP (b = -.21, p = .00 and b = -.08, p = .03, respectively). 

In the between model, two team-level predictors, transformational leadership and 

diversity climate significantly and negatively predicted SCP (b = -3.27, p = .05 and b = -

3.62, p = .04, respectively). The interaction of these variables positively and significantly 

predicted SCP (b = .72, p = .04). One control variable, proactive personality, positively 

and significantly predicted SCP (b = 1.06, p = .02). 
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Chapter 8: Discussion 

Main Findings 

Integrating research on leadership, workplace diversity, and creativity, this study 

examined the direct and indirect effects of two contextual variables, transformational 

leadership and diversity climate, and the interaction between them, on individual creative 

performance through organizational justice and organizational identity. While certain 

parts of the major hypotheses did not receive support, the overall pattern of the results 

supported the argument that transformational leadership and the dimensions of workplace 

diversity influence individual creative performance.  

Interactions. Hypothesis 2 predicted that positive employee perceptions of 

organizational diversity climate would interact with leader behaviors characteristic of 

transformational leadership to result in increased individual creative performance. This 

study found that the interaction of transformational leadership and diversity climate 

significantly predicted employee self-rated creative performance (ECP), and the 

interaction term approached significance in predicting supervisor-rated creativity (SCP) 

in the exploratory multilevel model (with ECP predicting SCP). These results have 

important practical and academic implications, and they are notable considering the 

literature that demonstrates the difficulty of finding significant interactions. The practical 

implication of these results is that in order to inspire higher levels of creativity among 

workers, it is not enough for leaders to exhibit transformational leadership behaviors, nor 

it is enough for employees to perceive a strong and positive diversity climate. Rather, this 
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finding provides evidence for the predicted multiplicative effect – that is it important to 

focus efforts on both increasing transformational leadership behaviors and ensuring 

diversity is an explicit priority in which the organization invests in a meaningful manner. 

These results seem to indicate that an organization must value and promote diversity as a 

strategic organizational asset (develop a strong and positive diversity climate), and it 

must provide vision, strategic direction, and stimulation for employees to think outside 

the box (transformational leadership) in order to promote the creativity that is the 

lifeblood for many companies, especially high tech firms such as the ones in this study.  

From a research perspective, this may provide an explanation for some of the 

mixed findings in the leadership, diversity, and creativity literatures. It may be that the 

mixed findings have occurred due to a lack of considering the combined effect of 

leadership and diversity climate. These results indicate that it may be important to include 

the interaction of transformational leadership and diversity climate when studying 

creativity. 

However, while the interaction was significant in the multilevel ECP model, the 

components of the interaction term (transformational leadership and diversity climate) 

negatively and significantly predicted employee self-rated creativity. Contrary to 

prediction and previous research, this result indicates that the interaction of the two 

variables tended to result in lower self-rated creative performance (see Figure 8). 

However, these results are in opposition to a large body of research showing that both 

transformational leadership and diversity climate positively predict creativity. In this 

study, transformational leadership is positively and significantly related to ECP (r = .25, 



www.manaraa.com

94 
 

p < .001), as is diversity climate (r = .22, p < .001). Given that the main effect terms, 

transformational leadership and diversity climate, are highly correlated with the 

interaction term that is composed of these variables, the beta weights of transformational 

leadership and diversity climate predicting ECP and SCP are unreliable and largely 

uninterpretable when the cross product is included in the equation for the path analysis. 

That is, the high level of correlation modifies the main effects when the interaction term 

is entered. Thus, the results of the main effects must be interpreted in light of this 

multicollinearity issue. That stated, it remains that these results suggest that the self-rated 

measure of creative performance may operate differently in Chinese work settings and 

future research is necessary to replicate and/or attempt to explain these effects.  

Consistently significant findings. In addition to the significant effect of the 

interaction term on creative performance (Hypothesis 2), this study found consistent 

support for Hypothesis 4d, that organizational identity would positively and significantly 

predict creative performance. The two other most consistent findings are that 

transformational leadership positively and significantly predicted diversity climate 

(Hypothesis 1a), and that organizational justice does the same for organizational identity 

(Hypothesis 4e).  

Self-rated vs. supervisor-rated creative performance. Overall, the multilevel 

ECP model (using employee self-rated creativity as the outcome variable) demonstrated 

the strongest effects on creative performance, providing more support for the hypotheses 

of this study than did the multilevel SCP model (with supervisor-rated creativity as the 

outcome). That is, five hypothesized relationships reached significance (including three 
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predicting employee self-rated creative performance) and four approached significance in 

the multilevel ECP model. By comparison, the multilevel SCP model results indicated 

three significant hypothesized relationships, including the two found in all models 

(transformational leadership predicting diversity climate and organizational justice 

predicting organizational identity), and importantly, organizational identity significantly 

predicting SCP.  

This overall finding is in line with a recent meta-analysis which demonstrated that 

in most cases, the effect sizes of studies on creative performance are larger when 

employee self-ratings of creativity are used as compared to non-self-report measures, 

such as supervisor reports (Ng & Feldman, 2012). First of all, creative performance 

seems to be qualitatively different from other dimensions of work performance because, 

until the outcome manifests, it includes a number of internal processes that are difficult 

for supervisors or co-workers to observe. In addition, the meta-analytic results indicate 

that the measures of creativity at work are also inter-related but distinct, with different 

patterns of results, as noted above.  

A first inclination may be to attribute this to common method variance; however 

the longitudinal design and the time-lags among predictors and the creative outcome 

make this unlikely (Ng & Feldman, 2012). There is more on this point later in the 

Strengths subsection of this Discussion. Ng, Feldman, and other creativity researchers 

also note a number of theoretical reasons to explain why self-rated creativity may be the 

most effective measure of creative performance. First, employees are more aware of their 

own creative thoughts and actions at work. The supervisor, or even other co-workers are 
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not likely to know all of the creative actions of a certain employee, but that employee will 

know the extent and context of his/her creative work performance. Second, creativity is 

discretionary behavior in that it is not usually a defined part of job, so creative actions 

may not receive much attention from the supervisor. The focus may instead be on 

completing the prescribed tasks at hand, so the supervisor (or peers) are not as primed to 

notice creative behaviors. Third, being creative at work may involve potential risk and/or 

competition among co-workers, making it necessary for an employee to be strategic and 

possibly covert in the manner and timing with which his or her creative ideas are shared 

in the organization. This may be especially true in risk-avoidant cultures. In the context 

of this study, there is some evidence that China’s national culture is risk-averse relative to 

other cultures around the world (House et al., 2004; Javidan et al., 2006), so this assertion 

may be especially pertinent here. However, this same effect has also been theorized to be 

true in Western settings, referred to as creative deviance (Mainemelis, 2010). Thus, the 

supervisor might not be aware of all the creative actions of his or her employees. It is 

likely due to the above-stated reasons that research has found different patterns of results 

for self-rated and supervisor-rated measures of creativity, with the effect sizes of studies 

on creative performance being larger when self-rated measures are used (Ng & Feldman, 

2012). This study provides further evidence that self- and supervisor- rated creativity 

have different predictors and outcomes. For example, the interaction of transformational 

leadership and diversity climate significantly predicted ECP, while it did not significantly 

predict SCP. In addition, organizational identity significantly predicted SCP, while it 

approached significance in predicting ECP. 
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Overview of hypothesis testing results. To provide an overview of this study’s 

findings, the significant results of the hypothesis testing are interpreted here. A 

hypothesis is considered supported if: (a) p ≤ .05, and (b) the beta weight is in the 

expected direction. Overall, the results indicated that four of the ten main effects 

hypotheses were supported in the multilevel ECP or SCP model. Additionally, four 

hypothesized relationships approached significance (p ≤ .10). Two other hypothesized 

main effects relationships were found to be significant, but in the opposite direction of 

prediction. The results of the main effects hypotheses are discussed below. Of the three 

moderation hypotheses, one was supported. Finally, of the five mediation hypotheses, 

one was supported, while another approached significance. In addition, of the two 

exploratory mediation analyses conducted, one was significant, while another approached 

significance. These results are discussed individually below. 

The zero-order bivariate correlations, which demonstrated that transformational 

leadership was positively and significantly related to each dimension of the workplace 

diversity taxonomy and to ECP, but not to SCP, are similar to recent empirical findings 

(e.g., Pillai et al.,1999; Kark, Shamir, & Chen, 2003; Wieland, 2004). In addition, the 

level of correlation between self-rated and supervisor-rated creative performance is in 

line with previous research (r = .37). Janssen (2000) found that self-ratings of creativity 

were correlated with leader-ratings of creativity at .35. Because this study uses constructs 

mainly developed and tested in Western contexts (other than transformational 

leadership), that fact that the same general pattern of findings emerged in a Chinese 

setting is a substantial contribution to the literature. 



www.manaraa.com

98 
 

Hypothesis 1. The first hypothesis was broken into four parts, with the overall 

prediction being that transformational leadership would have a significant indirect effect 

on creative performance through diversity climate. Support was found for this 

mediational hypothesis in the single-level analysis of the ECP model. 

Examining the results of the sub-parts of this hypothesis, it was found that the 

results of all single- and multilevel models (using both ECP and SCP as the outcome 

variable) supported Hypothesis 1a: transformational leadership was a positive and 

significant predictor of diversity climate. This finding indicates that higher levels of 

employee perceptions of supervisor transformational leadership tend to lead to more 

positive perceptions of the organization’s diversity climate. However, hypotheses 1b and 

1c were not supported in the SCP model, yet in the ECP model, the hypothesized 

direction of prediction was switched (i.e., from positive to negative) for transformational 

leadership and diversity climate each predicting self-ratings of creative performance. 

However, these findings are counter-balanced by the discussion above of the high 

correlation of these variable with the interaction term included in the equation. 

Hypothesis 2. The second hypothesis, that the interaction of transformational 

leadership and diversity climate would positively and significantly predict creativity, was 

supported in the multilevel ECP model. It was proposed that the interaction would be a 

multiplicative, rather than an additive, effect with transformational leadership and 

diversity climate interacting significantly to predict creative performance, and these 

results were discussed above. 
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Hypothesis 3. The third hypothesis was a moderated mediation hypotheses, that 

there would be a significant indirect effect of the interaction of transformational 

leadership and diversity climate on creative performance through organizational justice. 

This hypothesis was not supported in either model. However, Hypothesis 3c received 

partial support when tested in both the ECP and SCP models. That is, the interaction of 

transformational leadership and diversity climate approached significance in predicting 

organizational justice. Figure 7 demonstrates that employees perceive the highest levels 

of organizational justice when diversity climate is more strongly positive and when 

leaders demonstrate more transformational leadership behaviors. However, when 

transformational leadership is very low, employee perceptions of organizational justice 

tend to be higher when perceptions of diversity climate are low. This interaction suggests 

that it if transformational leadership is mostly lacking in an organization, employees may 

perceive more fairness at work when the organization does not place a high priority on 

diversity. This suggests that effective leadership is important in managing a diverse 

environment, otherwise, the priority ascribed to diversity may seem like window dressing 

only, rather than a substantive commitment. 

Since the beta weights of the interaction and its components in predicting 

organizational justice were similar for both measures of creativity, only one figure is 

presented and interpreted because the results and interpretation are the same.  

However, the other sub-sections of Hypothesis 3 were not supported. The lack of 

significant findings regarding organizational justice in this study is discussed in a 

subsequent section. 
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Hypothesis 4. The fourth hypothesis was not supported in either model; however, 

a few of the sub-sections were supported. In all single- and multilevel ECP and SCP 

models, organizational justice was a positive and significant predictor of organizational 

identity (Hypothesis 4e). In addition, 4d predicted that organizational identity would be a 

positive predictor of creative performance, and this hypothesis was supported in the SCP 

model. In the ECP model, this relationship approached significance. The results of 

Hypotheses 4a (transformational leadership predicting organizational identity) and 4b 

(diversity climate as a predictor of organizational identity) indicated that both 

relationships approached significance in the ECP and SCP models. 

Pseudo R-square values. While the pattern of prediction slightly differed between 

self-rated and supervisor-rated creativity, the significant predictors in the model 

accounted for similar amounts of variance. In both the ECP and SCP models, the pathway 

in which transformational leadership predicting diversity climate accounted for the 

highest amount of variance, at 14% (pseudo R-square = .14). The relationship with the 

second-highest effect size in both the ECP and SCP models was organizational justice 

predicting organizational identity (pseudo R-square = .04). In the ECP model, the 

pathway in which the interaction of transformational leadership and diversity climate 

predicted ECP accounted for 2% of the variance (pseudo R-square = .02). In the SCP 

model, it was the relationship of organizational identity predicting SCP that accounted for 

the third-highest amount of variance (pseudo R-square = .02). For both models, the other 

significant relationships—or those that approached significance—accounted for 1% of 

the variance or less. 
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Single-level analysis vs. multilevel analysis of the ECP model. The single-level 

path analysis that tested the ECP model demonstrated similar but fewer significant results 

than the multilevel model with the same outcome. Specifically, in both models, 

transformational leadership was a positive and significant predictor of diversity climate 

and organizational justice was a positive and significant predictor of organizational 

identity. Overall, the single-level ECP model resulted in two significant focal 

relationships, and one approaching significance, while the multilevel ECP model resulted 

in five significant focal relationships and four that approached significance. 

Demographic control variables. Because the ICC(1) values indicated a certain 

level of nesting by team, the demographic control variables (age, gender, education, 

organizational tenure) were group mean centered to separate the impact of any team-level 

effects from the individual-level variables. That is, the team mean of each control 

variable was subtracted from each individual score. In the context of the multilevel 

modeling conducted in this study, partitioning the individual-level effects from the team-

level effects in the demographic control variables is important so that the individual 

effect of each control variable can be isolated and can account for its own portion of the 

variance, without the team-level effects distorting the results. Similarly, in modeling the 

team-level effects, the same demographic controls were group mean centered to account 

for the team-level effects separated out of the individual level variables. This is the 

standard frog pond model discussed by Bliese and Jex (2002). For example, by centering 

the control variable of organizational tenure, the individual-level effects of one’s own 

tenure on creative performance can be estimated, without the impact of the rest of the 
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team’s organizational tenure diluting or distorting the results of this individual-level 

analysis. If the team-level effects were not partitioned, it may be that one group has a 

higher mean tenure than another group, and it may be the average team tenure that 

accounts for differences in creative performance, rather than one’s own individual tenure. 

Separating the individual-level variance from that of the team provides a clearer and 

more accurate account of the control variables’ impact on the focal constructs of this 

study. 

Several of the control variables were found to significantly predict the focal 

variables in the study. However, providing further evidence to the assertion above that 

ECP and SCP have different antecedents, the way in which the control variables 

predicted ECP and SCP differed. Of particular note were the results regarding gender. In 

the multilevel SCP model, it was found in both the within- and between-level analysis 

that gender was a negative and significant predictor of supervisor-rated creative 

performance. With males coded as “0” and women coded as “1”, this finding in the 

within-analysis indicates that controlling for the gender composition of the team, 

supervisors in this sample tended to rate men higher in creative performance than women. 

In the between model, this finding indicates that controlling for an individual’s gender, 

supervisors in this sample tended to provide higher ratings of creative performance for 

teams with a higher composition of men than women. That is, the more men on one’s 

team, regardless of one’s own gender, the more likely supervisor ratings of creative 

performance would be higher than an individual’s ratings on a team composed mostly of 

women. In the ECP model, gender was not a significant control variable. 
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Three control variables positively and significantly predicted ECP: proactive 

personality, education, and organizational tenure. Only organizational tenure positively 

predicted SCP, but similar to the ECP model, the beta weight was less than .01. In 

addition, education approached significance (p = .06) in positively predicting SCP. 

Exploratory Analyses 

Exploratory mediation analyses. The results of the main effects hypotheses 

provided evidence that there may be a significant indirect effect of transformational 

leadership on creative performance through organizational identity, and or organizational 

justice on creative performance through organizational identity. The exploratory 

mediation analyses were conducted in both the ECP and SCP models. The findings 

indicated that in the multilevel SCP model, there was a significant indirect effect of 

organizational justice on creative performance through organizational identity. Similarly, 

in the multilevel ECP model, the results approached significance. The fact that the model 

using the supervisor-rated measure of creative performance was significant, while the 

self-rated measure only approached significance, demonstrates the strength of this effect, 

since SCP was the outcome. As noted above, meta-analytic research has shown that 

effects tend to be stronger when using self-reported measures of creativity (Ng & 

Feldman, 2012). 

These results indicated that while organizational justice was not a significant 

predictor of SCP, it does have an impact on creativity through organizational identity. 

That is, if an employee perceived a high level of fairness at work (i.e., organizational 

justice), it was more likely that he or she identified with one’s co-workers (i.e., had a high 
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level of organizational identity). This in turn tended to result in higher supervisor ratings 

of creative performance. Thus, this study provides evidence that organizational identity is 

a mechanism through which the organizational justice-creative performance relationship 

occurs in the particular Chinese work contexts of this study. 

Chinese culture has been described as having comparatively high national 

averages on in-group collectivism (House et al., 2004; Hofstede, 2001; Taras et al., 

2010). Due to the likelihood of a tendency to promote group harmony above an 

individual sense of fairness or justice, it follows that organizational identity would be a 

driving force for creative performance. Instead of being primarily motivated by perceived 

fairness in the workplace to improve performance, which has been found in North 

American and European contexts (Clark & James, 1999; James, in press), this study 

suggests that the perception of inclusion in one’s work team partially explains why 

perceptions of fairness would lead to creativity at work. 

Exploratory model analysis: ECP predicting SCP. The results of this model were 

similar to the hypothesized multilevel SCP model discussed above, with a few major 

differences: first, self-rated creative performance was a positive and significant predictor 

of supervisor-rated creative performance. This indicates that an employee’s self-

evaluation of creative performance tends to positively impact the way in which a 

supervisor rates the employee on creativity. This adds support to recent findings that an 

employee’s own evaluation of his/her ability to be creative (similar to the concept of 

creative self-efficacy) results in higher supervisor ratings of creative performance 

(Tierney & Farmer, 2002). A potential explanation for this finding is that as an employee 
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becomes more aware of his or her own creative actions at work, he or she will determine 

ways to let others know about the new and useful ideas or processes developed. 

Especially if the organization values employees being creative at work, this effect seems 

likely. However, further investigation of the relationship between self-rated and 

supervisor-rated creativity should occur to substantiate this claim and to determine the 

mechanisms of the relationship. 

Potential explanations for unexpected findings 

While the general pattern of results supported the argument that transformational 

leadership and the dimensions of workplace diversity influence individual creative 

performance, four interesting exceptions to this pattern of results emerged. 

Low reliability of the organizational identity construct. The Taxonomy of 

Workplace Diversity construct of organizational identity had low reliability (α = .60), 

which demonstrates that further research on the taxonomy should include a focus on 

examining and developing this construct. It also indicates that this construct may be 

operationalized differently in Chinese settings. However, given the low level of 

reliability, it is surprising that the results showed that it significantly predicted SCP, and 

approached significance in predicting ECP. In addition, the positive and significant 

prediction of this construct by organizational justice was one of the most robust findings 

of this study. These results provide evidence for the strength of these effects (i.e., that 

significance was found, even with the low level of reliability of the organizational 

identity construct).  
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Significant mediation found at single-level only. While the multilevel ECP 

model generally produced more significant results than single-level ECP model, the only 

significant hypothesized mediation was found in the single-level ECP model. 

Specifically, support was found for Hypothesis 1, which predicted there would be a 

significant indirect effect of transformational leadership on creative performance through 

diversity climate. Since the multilevel model is a more conservative estimate of the beta 

weights and significance scores, this finding indicates that team differences explain some 

of the variability that is contributing to the significant single-level indirect effects. 

Nonsignificance of transformational leadership predicting supervisor-rated 

creative performance. One possible explanation for the lack of finding a significant 

relationship between transformational leadership and SCP is that the level at which the 

former is measured may be stifling the predicted effect. It may be that the behaviors of 

higher level leaders, rather than the employee’s direct supervisor, tends to impact 

employees’ creative performance. In this study, transformational leadership was 

measured at the direct supervisor level only, while previous studies including multi-level 

models used measures of executive-level transformational leadership as well. These 

studies have found that measures of higher-level organizational leaders’ transformational 

leadership produced stronger effects of creative performance or the mechanisms that led 

to increased creativity. Specifically, James and Lahti (2011) found that supervisory 

charismatic leadership had a statistically positive, but weaker, effect than executive 

charismatic leadership on employee vision inspiration, which was found to be a mediator 

of individual creativity. Thus, it may be that executive- level, or higher-level, 
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organizational leaders provide the vision, charisma, and inspiration that motivate 

employees to be creative. To be consistent with previous research regarding the impact of 

transformational leadership at higher levels on creative performance, future studies 

should include measures of this construct at higher levels of management than an 

employee’s direct supervisor.  

Transformational leadership negatively predicting self-rated creative 

performance. In this study, higher levels of transformational leadership negatively and 

significantly predicted self-rated creativity (ECP). One explanation is the inclusion of the 

interactional term in the model, which pulls variance from the main effect due to the very 

high correlation between the interaction term and its components. Another potential 

explanation can be found in the critiques of the way in which transformational leadership 

is operationalized in different cultures. While there are numerous empirical findings that 

point to the utility of transformational leadership across cultures (Singer & Singer, 1990; 

Bass, 1997; Den Hartog et al., 1999; Javidan et al., 2006) and to the effectiveness of 

transformational leadership in Chinese contexts in particular (Aryee, Walumbwa, Zhou, 

& Hartnell, 2012; Si & Wei, 2012; Zhu, Newman, Miao, & Hooke, 2013), there may be 

some credence to the argument that behaviors expressing certain dimensions of 

transformational leadership may vary across cultures (Barling et al., 2011). Gertsner and 

Day (1994) found evidence that different cultures value different leader traits. Ah Chong 

and Thomas (1997) demonstrated that, even within the same national culture (i.e., New 

Zealand), preferences for leadership varied as a function of leader and follower ethnicity. 
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More research on the way in which transformational leadership is operationalized should 

be conducted in China.  

Diversity climate negatively predicting self-rated creative performance. 

Regarding the unexpected negative direction of the relationship between diversity climate 

and ECP, one explanation can be found in the discussion of the interaction term in the 

previous section. However, this construct required extra attention in the preliminary 

analyses to find evidence of unidimensionality. A potential explanation for this may be 

drawn from the current political situation in China. Although there are 56 ethnic groups 

in China, the Han ethnic group comprises the vast majority of China’s population at 91% 

of 1.3 billion people (Ohio State, 2013). While each of the rest of the 55 minority ethnic 

groups may be small in number, they exert a powerful force on the political climate in 

China. Examples of the influence of these minority groups include the global Free Tibet 

initiative, which has protesters at nearly every high-profile global event in which China is 

involved, and the Uighur rebellion. Due to this political climate, it may be that Chinese 

citizens, and especially Chinese employees, are sensitized to issues of diversity. This 

awareness of social group differences may affect the way in which Chinese employees 

respond to questions about diversity climate. It is also reasonable to suggest that the more 

an organization focuses on diversity, the more sensitive the employees may be to social 

and group differences. This sensitivity may increase caution in the work place, so as not 

to offend anyone at work or get in trouble with management, which may in turn impact 

how employees answer survey items regarding diversity. 
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Another potential explanation for the initial issues with construct validity is that 

diversity climate may be conceptually unclear in a Chinese context. While the terms used 

in the diversity climate items of the WDI (e.g., diversity initiatives) are salient, relevant, 

and relatively easily understood in most U.S. settings, this may not be the case in China. 

A literature search revealed no articles on diversity climate in a Chinese context, so it is 

difficult to ascertain whether or not this is the case. However, even in U.S. contexts, the 

lack of a clear consensus on the definition of workplace diversity (as discussed in chapter 

3) makes the construct difficult to operationalize. The WDI is an attempt to 

operationalize workplace diversity by delineating the multiple dimensions of this 

complex construct. Taylor, James, and colleagues (2012) have found initial evidence of 

construct validity. Diversity climate is one of the dimensions of the WDI, so it follows 

that the construct may be defined and measured differently in Chinese contexts. 

Future research should include qualitative and quantitative examinations of 

diversity climate in Chinese settings. Such research could include focus groups asking 

participants what comes to mind when the term “diversity” is used in a work context. In 

the U.S., many organizations have instituted diversity initiatives at one level or another, 

so U.S. participants are likely to have some indication of what the term “diversity” refers 

to in a work context. Thus, they would be able to understand and consistently respond to 

the items in the diversity climate scale (e.g., “my organization puts a lot of resources into 

diversity initiatives”), as initial evidence of the WDI suggests (Taylor, Murry, & James, 

2012). This may or may not be the case among Chinese participants. Future research 

should also investigate whether or not Chinese workers have similar or different 
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associations with the term “workplace diversity” and respond similarly (in structure 

rather than content) to the items in the WDI diversity climate scale. Such investigations 

may help researchers develop a more culturally appropriate measure of diversity climate 

that will demonstrate higher structural validity and a potentially different pattern of 

relationships. Scholars have called for more empirical attention to the climates or cultures 

that facilitate the positive effects of diversity on work outcomes (Guillaume, Dawson, 

Woods, Sacramento, & West, 2013), especially outside Western contexts. 

Potential explanations for nonsignificant results 

It is prudent to discuss the organizational justice construct included in the study, 

since only one of the hypotheses that included organizational justice was supported in 

both models. Meta-analytic research has demonstrated there are three empirically distinct 

dimensions of organizational justice (Colquitt et al., 2001; Cohen-Charash & Spector, 

Paul, 2002). The organizational justice subscale of the WDI is unidimensional, and the 

findings of this study suggest that perhaps the measure should be expanded to include all 

three factors.  

While the measure may need further development, China’s cultural profile may 

also help explain the lack of significant findings for this variable. As noted above, China 

ranks highly on in-group collectivism. In a culture that highly values in-group harmony, 

fairness at work may not motivate employees in China as it has been found to do so in 

U.S. contexts and other national contexts with lower average scores on collectivism. In 

addition, China has a stronger orientation towards hierarchy (Javidan et al., 2006) and a 

relatively higher score on the cultural dimension of power distance than North American 
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and Western European countries (House et al., 2004), so the perceived fairness of leader 

actions may not be as much of a concern to employees in China. It may be that the 

concern lies more in maintaining group harmony and relationships among co-workers 

and the leader or supervisor. However, future research in Chinese work settings using 

well-designed qualitative and quantitative research methods, with a focus on 

understanding the cultural context, should examine these assertions more fully. 

Taxonomy of Workplace Diversity 

Regarding the relationships among the nomological network of workplace 

diversity, three of the seven dimensions of the taxonomy were included in the model, and 

as expected, the bivariate correlations indicated that these dimensions were significantly 

and positively related at the predicted levels. Diversity climate was significantly and 

positively related to organizational justice (r = .63, p < .01) and organizational identity    

(r = .54, p < .01), and organizational justice was significantly and positively related to 

organizational identity (r = .52, p < .01). While these variables were positively and 

significantly related, they were not related at such high levels that they would be 

considered to be the same construct. This provides further evidence of convergent 

validity for these dimensions of the workplace diversity taxonomy, adding to that 

developed by Taylor and colleagues (2011). Additionally, the only other variables in the 

study to correlate as highly with each other were the two control variables of age and 

organizational tenure, r = .60, p < .001), which was in line with theoretical expectations 

due to the conceptual associations of these constructs. This high level of association also 

provided part of the rationale for excluding age from the pathway analysis.  
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The findings in this study provide support for separately examining the different 

dimensions of workplace diversity in research and practice, rather than including 

diversity as one unidimensional variable. Because the development of the nomological 

network of workplace diversity and the instrument developed to measure it (i.e., the 

Workplace Diversity Inventory) is in its nascent stages, examining the relationships 

among the dimensions within it extends our knowledge of this conceptual model of 

workplace diversity.  

Strengths 

 Embedded within the design of this study are several methodological strengths. 

First, the design is longitudinal; data for the focal variables were collected at three 

different time points. This multi-wave data helps to counteract the limitations of common 

method variance, which may be a concern due to the fact that all data were collected via 

employee surveys (Podsakoff et al., 2003). Unlike cross-sectional designs, this study can 

inform assertions regarding direction of causality. It also responds to the need for more 

rigorous research designs in the field of creativity (Zhou & Shalley, 2011) and diversity 

(Jackson & Joshi, 2011). 

 Second, as a field study conducted with employee and supervisor participants, the 

study has the potential to be more generalizable (i.e., higher external validity) than 

experimental studies conducted in the lab (Zhou & Shalley, 2011) or field studies 

conducted among university students. This likelihood is increased because the design is 

not cross-sectional, as most field studies on creativity have been (Ng & Feldman, 2012; 

Zhou & Shalley, 2011).  
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 A third strength of the study is that it was conducted using a non-Western sample, 

increasing the representativeness and generalizability of the research on the topics of 

transformational leadership, diversity, and creativity.  

Implications for Research 

The findings of the single- and multilevel models have several implications for 

the study of the three broad focal constructs (leadership, diversity, creativity). First, they 

provide further evidence for the validity of the nomological network of workplace 

diversity, which provides an operational definition of this complex construct by 

examining and determining its antecedents, correlates, and outcomes. By including three 

dimensions of workplace diversity in the study, the differential impacts of each 

dimension have been parceled out and examined individually. Transformational 

leadership was included in the study as an antecedent to three dimensions of workplace 

diversity: diversity climate, organizational justice, and organizational identity. Including 

creative performance as an outcome variable in this study has provided further insight 

into the nomological networks of both creativity and workplace diversity regarding the 

following relationships: 1) creativity as an outcome of the interaction of transformational 

leadership and diversity climate, 2) creativity as an outcome of organizational identity, 3) 

transformational leadership as a predictor of diversity climate, 4) organizational justice as 

an antecedent of organizational identity, 5) diversity climate as an antecedent of 

organizational identity, and 6) the interaction of transformational leadership and diversity 

climate predicting organizational justice. Adding to the body of literature regarding the 
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above relationships in a Chinese context is a valuable contribution to three bodies of 

literature. 

Second, the findings provide insight into the distal and proximal variables that 

predict creative performance, which is important to scholars to explain and predict the 

contextual and individual-level factors that enhance creativity. This will help researchers 

develop evidence-based recommendations for organizational leaders to anticipate and 

respond to changes in today’s fast-paced work environments.  

Of the main effects hypotheses with less empirical support listed in the 

introduction, two were supported and two hypothesized relationships approached 

significance in this study, including the following: 

Full Support:  

1a. Transformational leadership will be significantly and positively related to 
perceived organizational diversity climate. 

2. Transformational leadership and diversity climate will interact to significantly 
affect individual creative performance (supervisor-rated). 

 
Approached Significance in ECP and SCP Models: 

4a. Transformational leadership will be significantly and positively related to 
perceived organizational identity.  

4b. Diversity climate will be significantly and positively related to perceived 
organizational identity. 

 

Finally, this study begins to answer the call from Osland, Taylor, and Mendenhall 

(2009) to integrate global leadership and traditional leadership theories and research. 

Since the findings were somewhat similar to those theorized and found in Western 

contexts, especially regarding the direction of the significant relationship between 
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transformational leadership and diversity climate, as well as that of organizational justice 

and organizational identity, the results provide evidence that behaviors characteristic of 

transformational leadership may help Chinese leaders effectively handle the increased 

complexities and ambiguities of the globalized economy. This assertion is discussed more 

below.  

Practical Implications 

There are several practical implications that are relevant for all types of 

organizations. First, the findings inform practitioners of the important leader behaviors 

and diversity dynamics that may help enhance employee creative performance. After 

decades of research on workplace diversity and numerous meta-analytic investigations, 

scholars still know very little about the necessary conditions and the mechanisms by 

which diversity affects individual, team, and organizational outcomes (Avery & McKay, 

2010). There is also a disappointing lack of insight into which leader behaviors are most 

effective to leverage the benefits of a diverse workforce (Guillaume et al., 2013). The 

findings of this study contribute to filling this gap in the literature by providing additional 

insight into the behaviors and dynamics that can help organizational leaders manifest the 

positive outcomes of diversity—the most relevant and important of these outcomes being 

increased employee creativity.  

In the midst of increasingly diverse workforces, both domestically and around the 

world, the results of this study highlight the importance of developing a strong 

organizational identity among employees so they feel included, perceive they are part of 

the team, and identify with the organization. The findings of this study suggest that 
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organizations can help increase their employee’s organizational identity by training 

leaders to demonstrate transformational leadership behaviors (especially inspirational 

motivation and intellectual stimulation) and by doing everything possible so that 

employees perceive fairness in how procedures are implemented and how people are 

treated (i.e., increasing organizational justice). The current study provides evidence that 

increasing organizational justice tends to led to increased organizational identity. When 

this occurs, the findings of this current study suggest that employees will be more willing 

and able to share their different perspectives and experiences in order to develop 

innovative solutions and/or products that respond to the rapidly changing demands, 

problems, and opportunities of the globalized economy. This study suggests that fostering 

a strong sense of organizational identity is a principal motivator of employee creative 

performance in a Chinese work setting and that it mediates the organizational justice-

creativity relationship. 

This study also demonstrates the importance of specifying the dimensions of 

diversity which organizational leaders should consider in attempting to increase 

employee creativity. The findings reinforce the common advice of practitioners to specify 

which dynamics of diversity are of most concern in specific organizational or work group 

contexts. 

In addition, the results of this study provide evidence that leader behaviors are 

important determinants of whether or not an organization will reap the benefits—or fall 

prey to the potential pitfalls—of workplace diversity. Organizations should intentionally 

and strategically train leaders to exhibit behaviors characteristic of transformational 
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leadership and build a positive diversity climate. Specifically, leaders should be trained to 

develop and communicate the organization’s vision and values and to set over-arching 

strategic goals from which employees can develop cascading team and individual goals 

that align with the organizational vision. In addition, to build a positive diversity climate, 

organizational leaders should demonstrate they value diversity by connecting the mission 

and strategic direction of the organization to diversity. Such actions are especially 

important for new employees during the on-boarding process (Bauer, Bodner, Erdogan, 

Truxillo, & Tucker, 2007). To support this assertion, research has demonstrated that good 

socialization processes enhance newcomers’ adjustment, which in turn leads to improved 

organizational performance, employee job satisfaction, and organizational commitment, 

as well as a decrease in turnover intentions and actual turnover (Bauer et al., 2007). 

Limitations and Future Research 

There are several limitations to the study that suggest the need for future research. 

The first limitation involves the use of self‐report measures for all variables except the 

outcome variable. This is in spite of the fact that the design is longitudinal and that the 

dependent variable was measured using supervisor ratings (as well as employee self-

report ratings). Second, all of the data was collected via one method (i.e., employee 

surveys), so common method bias may be a limiting factor of the study. These two 

limitations potentially threaten the validity of the results regarding the relationships 

among the constructs (Podsakoff et al., 2003) because the regression coefficients may be 

inflated due to using the same method to collect the data and the same source (as in the 
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case of the ECP model). However, the longitudinal design of the study counteracts the 

majority of this concern. 

A third limitation is the restricted applicability of the model to predict only 

individual creative performance, rather than overall task performance or another 

dimension of performance (e.g., organizational citizenship behaviors, proactive 

performance). Some scholars have chosen to focus on task performance (Kearney & 

Gebert, 2009), stating that creative performance is too narrow a focus when looking at the 

broad constructs of transformational leadership and workplace diversity. However, this 

limitation does not substantially decrease the usefulness of the current findings, since 

increased creativity is one of the most commonly touted benefits of diversity (Jackson & 

Joshi, 2011). In addition, future research on team-level creative performance would be 

important in future refining and testing of the proposed model.  

A fourth limitation is that not all dimensions of transformational leadership were 

measured. While this was an intentional part of the research design, examining the way in 

which all dimensions of transformational leadership impact the relationships in the tested 

models would deepen our knowledge of these constructs and the way in which they are 

related. Future research should focus especially on the dimension of individualized 

consideration in Chinese workplaces, due to the proposed conceptual link between 

transformational leadership and global leadership (explained further below, i.e., that 

individualized consideration would likely be an effective tool for global leaders to use to 

influence the work behaviors of many different types of people). 
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A final limitation is that the current model does not cover all types and 

dimensions of diversity. However, the ability of one study to do so is highly unlikely. In 

addition, Jackson and Joshi (2011) illustrated the importance of explicitly stating which 

types of diversity are being examined within each study, and Taylor and colleagues 

(2012) emphasized the criticality of examining specific dimensions of diversity, rather 

than conceptualizing and/or operationalizing diversity as a one-dimensional construct. 

The proposed study answers both of these calls within the literature. It would be 

extremely difficult to include and address all types and dimensions of workplace diversity 

in a single study. Thus, examining the different relationships among the types and 

dimensions of diversity, as well as their associations to critical organizational outcomes, 

is fertile ground for future research.  

While evidence was found for the significant effect of the interaction of 

transformational leadership and diversity climate on employee self-rated creative 

performance, the discrepancy between the results of the self-rated and supervisor-rated 

creativity measures leave many questions to be answered. Future research should 

examine these relationships further and in different contexts. In addition, other possible 

moderators and mediators of the relationships among leadership, diversity, and creativity 

should be examined. The mediational pathways of organizational identity should be 

studied further, since the exploratory analyses in the study revealed a significant indirect 

effect of organizational justice on creative performance through organizational identity. 

Regarding workplace diversity, meta-analytic evidence regarding main effect 

approaches have proven to be of little use to explain the effects of diversity on work 



www.manaraa.com

120 
 

outcomes (Bell, 2007; Bowers, Pharmer, & Salas, 2000; Guillaume et al., 2012; Horwitz 

& Horwitz, 2007; Joshi & Roh, 2009; Stewart, 2006, van Dijk, van Engen, & van 

Knippenberg, 2012; Webber & Donahue, 2001; Wood, 1987). Thus, scholars have called 

for the examination of the underlying psychological processes influencing work 

behaviors in diverse work settings (Avery & McKay, 2010). The lack of examining these 

processes has been a major limitation of diversity research (McKay, Avery, & Morris, 

2008). A recent study found that one such psychological process, i.e., psychological 

safety, mediated the relationship between diversity climate and employee performance 

(Singh, Winkel, & Selvarajan, 2013). The variables in the nomological network of 

workplace diversity should also be further examined as potential moderators and 

mediators of the relationships between leadership and creative performance. 

Transformational Leadership and Global Leadership 

In the context of this study, the conceptual link between transformational 

leadership and global leadership is essential to consider and discuss. In Chinese 

organizations generally, and in Chinese high-tech companies (the focal organizations of 

this study) particularly, there is a need to be competitive on a global level in terms of 

creativity and innovation in technical product development. For Chinese workers to 

generate ideas for products and technology that appeal to and have traction with 

consumers around the world, they need to understand something of the mentality of the 

people in other cultures and demonstrate an active interest in continually learning more. 

Thus, for Chinese companies to be competitive in today’s fast-paced global economy, 

they need to promote a global outlook in their organizational visions. To do so, it is 
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necessary for leaders of Chinese organizations to articulate to their employees the 

importance of understanding market demands around the world. Providing the purpose 

underlying the focus on external markets would help employees espouse the vision and 

be inspired by it, resulting in the increased likelihood that the products they develop are 

competitive in the global marketplace. By promoting an outward focus and encouraging 

creativity to meet the demands of global markets, organizational leaders can help their 

companies grow and prosper. 

Providing a clear vision and strategic direction for employees to work toward is 

conceptually related to the inspirational motivation dimension of transformational 

leadership, i.e., providing a vision and rationale for employees to be creative and 

establishing goals toward creative performance. In addition to the need for Chinese 

companies to articulate a vision, promote a global outlook, and set overarching goals for 

creativity, developing and cultivating a positive organizational diversity climate is likely 

to nurture, to some extent, a globalized mentality.  

However, scholars have noted the tendency for Chinese managers to have a 

negative view of leaders who have a global outlook (Javidan et al., 2006; House et al., 

2004). This may be explained in part by China’s relatively high score on in-group 

collectivism, which indicates Chinese employees may view the world outside China as an 

out-group, and as a result, tend to be less interested in anything outside their in-group 

(Javidan et al., 2006). Thus, in Chinese contexts, successful transformational leadership 

includes valuing diversity and counteracting the potential inclination of Chinese 

employees to view non-Chinese foci as less important. As a result, effective leaders in 
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this context would need to make intentional efforts to endorse a global outlook in the 

organization and to enumerate the advantages of doing so to employees, especially in 

terms of innovative product development and global competition. This global outlook, 

often called global mindset, is a defining element of global leadership (Osland et al., 

2009; Levy et al., 2007). It is defined as being composed of two constructs: cognitive 

complexity and cosmopolitanism. Cognitive complexity is being able to differentiate and 

integrate diverse ideas and perspectives, and cosmopolitanism is having an enthusiastic 

interest and appreciation of other cultures (Osland et al., 2009; Levy et al., 2007). Being 

proficient in these two elements would help Chinese leaders provide the necessary vision 

and strategic direction discussed above. 

Given the imperative discussed above for Chinese managers to have a global 

mindset and to promote a global outlook among employees, it is argued here that global 

leadership is an important construct to examine in the context of this study due to its 

conceptual connection to transformational leadership. This leads to a discussion of global 

leadership to explain its association to the research and application of transformational 

leadership. The conceptual link asserted here is that the competencies characteristic of 

transformational leadership will support the global leadership that is required of Chinese 

leaders today. If a Chinese manager is skilled in transformational leadership behaviors, he 

or she is more likely to be successful in promoting the global outlook that is essential for 

high-tech firms—such as those participating in this study—striving to be successful in 

today’s increasingly competitive and complex globalized economy. 
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Global leadership. Due to the rapid pace of globalization, many companies need 

to develop and carefully implement global strategies that provide access to new markets 

and supply chains. Accordingly, there is a great need for competent global leaders to 

execute these strategies. However, Osland, Bird, Mendenhall, and Osland (2006) cite a 

distinct lack of skilled global leaders, which is due in part to the fact that being a global 

leader is very challenging. Global leaders must navigate the ambiguities and complexities 

of the global business environment, implement new and constantly changing strategies, 

and leverage the opportunities globalization creates for companies (Beechler & Javidan, 

2007), such as encouraging and utilizing employee creativity and innovation.  

Global leadership was introduced relatively recently as a construct for academic 

study. The term “global leader” first appeared in the 1960’s to describe an organization’s 

place in the market, and it was only in the 1980’s that it was applied to individuals 

(McCall & Hollenbeck, 2002, pp. 20-21). However, much of this work has focused on 

expatriates, rather than on global leaders specifically. Most of the current published work 

on the topic offers practical, normative advice to global executives and human resource 

professionals, rather than addressing the theoretical or empirical questions surrounding 

the concept (Osland et al., 2006). The empirical research on global leadership developed 

and first took root in the organizational behavior and management literature, and it has 

received attention in Industrial/ Organizational Psychology (see Holt & Seki, 2012). 

The construct of global leadership is defined as the process of influencing the 

thinking, attitudes and behaviors of a global organization to work together 

synergistically toward a common vision and common goals (Osland, Taylor & 
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Mendenhall, 2009). Global leadership can be exercised by an individual or a group. 

Global leaders must rely on non-traditional and varying levels of hierarchical means of 

influence to be effective with a variety of people from different backgrounds and 

cultures. 

One of the primary ways in which global leadership has been theoretically 

distinguished from within-nation (i.e., domestic) leadership is that global leaders must 

adapt to the demands of significantly greater complexity. Bird and Osland (2004) 

outlined the following demands with which a global leader must contend:  

1) a heightened need for cultural understanding within a setting 
characterized by wide-ranging diversity; 2) greater need for broad 
knowledge that spans functions and nations; 3) wider and more frequent 
boundary spanning both within and across organizational and national 
boundaries; 4) more stakeholders to understand and consider when making 
decisions; 5) a more challenging and expanded list of competing tensions 
both on and off the job; 6) heightened ambiguity surrounding decisions 
and related outcomes/effects; 7) more challenging ethical dilemmas 
relating to globalization. Simply put, the transition from purely domestic 
to global is a quantum leap (p. 61).  
 
While the field of global leadership is relatively new and there is not yet a solid 

consensus on the parameters of the global leadership construct and how to measure it 

(Osland et al., 2006), a broad theoretical foundation has been developed and new research 

is expanding and deepening it. Further empirical testing is needed using global 

participants and settings, and scholars have also called for the integration of global 

leadership and Western, domestic leadership theories (Osland, Taylor & Mendenhall, 

2009).  



www.manaraa.com

125 
 

In an attempt to respond to this call, a discussion is provided here of the way in 

which global leadership research and transformational leadership research may be 

integrated. In recent years, research on transformational leadership has expanded into the 

area of global and cross-cultural leadership. While the research has been somewhat 

mixed, there is convincing evidence that transformational leadership is effective across 

cultural and national borders (Aryee, Walumbwa, Zhou, & Hartnell, 2012; Bass, 1997; 

Chhokar, Brodbeck, & House, 2007; Den Hartog et al., 1999; House et al., 2004; Javidan 

et al., 2006; Si & Wei, 2012; Singer & Singer, 1990; Zhu, Newman, Miao, & Hooke, 

2013). The numerous translations of the Multi-factor Leadership Questionnaire (MLQ; 

Felfe, 2006; Shao & Webber, 2006) are another indicator of the cross-national popularity 

and utility of transformational leadership. Specifically, Den Hartog and colleagues (1999) 

hypothesized and found evidence to support the assertion that “several attributes 

associated with transformational leadership are universally seen as contributing to 

outstanding leadership” (p. 242) in the GLOBE research program. Thus, due to its 

demonstrated effectiveness across cultures and contexts, it appears that the behaviors of 

transformational leadership would help a leader inspire and motivate his or her direct 

reports to follow the organization’s vision and strategic direction. 

Thus, the assertion is made here that transformational leadership may help 

individuals effectively manage the increased complexity and uncertainty brought on by 

rapidly increasing globalization—the factor spurring the need for global leadership. In 

other words, developing the competencies of transformational leadership is likely to help 

global leaders deal with the increased demands of the global marketplace. In this way, the 
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present study describes how the two bodies of research on transformational leadership 

and global leadership may be integrated. To further explain the relationship between the 

concepts, a review of the GLOBE study and a brief discussion of how the results relate to 

transformational leadership will illuminate how this assertion is supported by current 

research. 

GLOBE. The GLOBE research program was a ten-year study conducted in 62 

societies designed to conceptualize, operationalize, test, and validate a cross-level theory 

of the relationships between culture and societal, organizational, and leadership 

effectiveness. Starting in 1994, a team of 170 researchers collected quantitative data from 

more than 17,000 middle managers in 951 organizations from three industries (i.e., 

financial services, food processing, and telecommunications) and gathered archival 

measures of a country’s economic prosperity, as well as measures of the physical and 

psychological well-being of the cultures studied (Chhokar, Brodbeck, & House, 2007; 

House, Hanges, Javidan, Dorfman, & Gupta, 2004).  

The theoretical foundation of the study is implicit leadership theory (ILT), which 

posits that an individual holds a set of beliefs (also referred to as prototypes, cognitive 

categories, mental models, schemas, and stereotypes) about the kinds of personality 

characteristics, skills, and behaviors that contribute to or impede effective leadership 

(Eden & Leviatan, 1975). ILT predicts that this set of beliefs affects the extent to which 

an individual accepts and responds to others as leaders. The GLOBE researchers 

extended ILT to the cultural level of analysis by arguing that these belief systems (i.e., its 

structure and content) are shared among individuals from the same culture. The extension 



www.manaraa.com

127 
 

of ILT to include the culturally shared mental models was termed culturally endorsed 

implicit leadership theory (CLT; Den Hartog et al., 1999). GLOBE found evidence that 

people within cultural groups generally agree in their beliefs about leadership and that 

these beliefs are represented by a set of CLT profiles developed for each national culture 

and cluster of cultures (House at al., 2004). 

In the quantitative portion of the study, the researchers conducted surveys with 

112 behavioral and attribute descriptors (e.g., “honest”, “informed”) hypothesized to 

facilitate or impede effective leadership. Each descriptor included a short phrase to help 

participants interpret the item. Participants rated the items on a 7-point scale (1 = this 

behavior or characteristic greatly inhibits a person from being an outstanding leader; 7 = 

this behavior or characteristic contributes greatly to a person being an outstanding 

leader).  

In one part of the mammoth study, the research team empirically categorized the 

112 leadership descriptors into six dimensions (i.e., the CLT profiles) and determined 

which leadership attributes were universally effective, and which were culturally 

contingent. The criteria for being categorized as a universally effective leadership 

attribute were the following: “(1) 95% of country scores had to exceed a mean of 5 on a 

7-point scale for that item/attribute; and (2) the grand mean score for all countries had to 

exceed 6 for the item/attribute” (Den Hartog et al., 1999, p. 237). One of the six CLT 

profiles—charismatic/value-based leadership—is conceptually similar to 

transformational leadership, and the following three sub-dimensions of this CLT were 

found to be endorsed as effective leadership attributes across all cultures: 1) integrity, 
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including items describing leaders as trustworthy, just, and honest; 2) visionary, including 

items regarding foresight and planning ahead; and 3) inspirational, including items such 

as being positive, encouraging, dynamic, motivational, and confidence building. As 

stated above, Den Hartog and colleagues (1999) concluded that these universally 

endorsed characteristics reflected the dimensions of transformational leadership. To 

extend these findings to the context of the current study, it is asserted here that these sub-

dimensions are conceptually similar and roughly map onto three of the four dimensions 

of transformational leadership, namely, charisma/idealized influence (integrity and 

inspirational), inspirational motivation (visionary), and individualized consideration 

(inspirational). Thus, results of the massive GLOBE research program suggest that 

transformational leadership is conceptually similar to leadership attributes that have been 

endorsed as effective across cultures and nations (House et al., 2004), providing support 

for the assertion that proficiency in transformational leadership competencies may 

increase global leaders’ effectiveness.  

Given that transformational leadership can be desirable and effective across 

cultures generally, making its development attractive to leaders across the globe, it is 

further argued here that transformational leadership competencies will support the global 

leadership required of Chinese leaders today. How transformational leadership may help 

increase global leader effectiveness requires close examination.  

First, the transformational leadership dimension of inspirational motivation and 

its linkage to global leadership is examined for two reasons: 1) it is conceptually similar 

to the global leadership competency of vision (Bird & Osland, 2004), and 2) it may help 
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leaders balance global consistency and local responsiveness. As stated above, 

inspirational motivation is defined as the development and articulation of a compelling 

vision and the establishment of difficult but realistic goals to move toward that vision 

(Bass, 1985). In their 2006 review of the global leadership literature, Osland, Bird, 

Mendenhall, and Osland categorized 53 competencies for global leaders into six 

dimensions, one of which is visioning. The competencies listed under this dimension 

were the following: “articulates a tangible vision and strategy, articulates values, (acts as 

a catalyst for culture change, (acts as a) catalyst for strategic change” (p. 209). The first 

two competencies listed by Osland and colleagues (i.e., articulates a tangible vision and 

strategy, articulates values) align almost exactly with the definition of inspirational 

motivation, showing that these two aspects of transformational leadership and global 

leadership are conceptually related. The second reason to consider inspirational 

motivation is the likelihood that demonstrating these behaviors (i.e., communicating a 

compelling vision and setting difficult and specific goals) can help a leader act in a 

“glocal” manner (i.e., acting in a way that takes both global and local concerns into 

account; Begley & Boyd, 2003). That is, it may help global leaders provide the overall 

vision and values necessary to create a globally consistent culture (i.e., global), while at 

the same time ensuring the practices of subsidiaries are responsive to the national culture 

in which they are embedded (i.e., local; Begley & Boyd, 2003). When conflicting 

pressures arise from the global and local environments, providing a clear, high-level 

vision can help employees operating in subsidiaries around the world develop goals that 

respond to the needs of their local culture, while at the same time remain in alignment 
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with the greater vision of the global organization. Demonstrating inspirational motivation 

can thus help global leaders create the necessary and delicate balance between providing 

a globally consistent organizational culture and being responsive to the different needs of 

local offices operating in different cultures throughout the world. 

Second, it is asserted that the intellectual stimulation dimension of 

transformational leadership may support development of global leadership competencies. 

It is argued here that intellectual stimulation provides a way to operationalize one of the 

“threshold traits” of global leadership, i.e., inquisitiveness (Bird & Osland, 2004). 

Intellectual stimulation is defined as challenging and encouraging employees to think 

critically, be creative, and think outside the box (Bass, 1985). Bird and Osland (2004) 

identify inquisitiveness as one of four threshold traits in their framework for global 

leadership. While the delineation of this trait was mostly in regards to the concern for 

global leaders to stay abreast of their global context, leaders that demonstrate intellectual 

stimulation are likely to do so. That is, leaders who demonstrate behaviors that motivate 

their employees to think critically and anticipate changes in their industry’s landscape are 

likely to do the same themselves. In this way, they are demonstrating the type of 

inquisitiveness that is important for global leaders.  

Demonstrating behaviors characteristic of intellectual stimulation provides a 

concrete way for global leaders to exhibit the personality trait of inquisitiveness. Even if 

a global leader is low on this theoretically stable trait, he or she can exhibit the behaviors 

of intellectual stimulation to help counteract the lack of a natural tendency for it. 

Behavior modeling training research suggests that leading by example and providing an 
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opportunity to demonstrate the desired behavior is helpful in bringing about the desired 

outcome (Taylor et al., 2005), in this case, inquisitiveness leading to creative 

performance. In addition, creativity research has demonstrated that employees are more 

likely to be creative when they perceive that the organization values creative work 

(Farmer, Tierney & Kung-McIntyre, 2003) and their supervisor encourages creative 

performance (Ford, 1996). Thus, by exhibiting inquisitive behaviors and encouraging 

employees to do the same (i.e., intellectual stimulation), global leaders are more likely to 

succeed in influencing employees to be creative, which can be helpful for Chinese 

managers in many global high tech companies. 

Furthermore, intellectual stimulation is conceptually linked to one of the two 

major components of global mindset, i.e., cognitive complexity. Scholars have reached a 

consensus that having a global mindset is a defining element of global leadership (Lane, 

Maznevski, Mendenhall, & McNett, 2004; Levy, Beechler, Taylor, & Boyacigiller, 

2007). As noted above, global mindset is composed of cosmopolitanism and cognitive 

complexity (Levy et al., 2007; Osland et al., 2006; Beechler & Javidan, 2007). Cognitive 

complexity is defined as the ability to see and understand multiple perspectives and to 

consider ideas, people and situations from a variety of angles (differentiation) and find 

the connections among them (integration; Levy et al., 2007). It is argued here that in 

order for a leader to effectively challenge and encourage employees to think critically and 

be creative (i.e., demonstrate intellectual stimulation), he or she must employ a certain 

level of cognitive complexity. For example, it requires cognitive resources to accurately 

determine which situations are better suited to encourage creativity among employees 
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and which situations are better for encouraging strong performance on well-defined work 

tasks. Thus, when a leader displays intellectual stimulation behaviors, he or she seems to 

be using cognitive complexity to determine when, how, to whom to inspire creativity and 

out-of-the-box thinking and action.  

To tap the rich sources of information in today’s diverse workforces, global 

leaders must help employees make connections between seemingly unrelated topics and 

knowledge. To do so, cognitive complexity enables the leader to understand the topic at 

hand from a variety of perspectives and to integrate these viewpoints according to the 

inter-connections among them. By role modeling cognitive complexity, which is asserted 

here to be similar to the behaviors characteristic of intellectual stimulation, global leaders 

may be able to help employees see numerous angles to any given situation and make the 

connections necessary to develop more novel and useful (i.e., creative) solutions to 

organizational issues and ideas for product development that resonate with global 

consumers and respond to a common but unrecognized need in the marketplace. In this 

way, the intellectual stimulation dimension of transformational leadership is linked to the 

concept of global leadership. In turn, this study provides evidence that the behaviors of 

transformational leadership (and, by association, global leadership) may increase Chinese 

managers’ ability to inspire employees to be more creative at work.  

While charisma/idealized influence dimension of transformational leadership was 

not included in this study, it is logical to consider it here in the context of making the 

connection to global leadership. Charisma/idealized influence refer to leader behaviors 

that provide a role model for ethical behavior and inspire employees to act in the best 



www.manaraa.com

133 
 

interest of the organization (Judge & Piccolo, 2004). Behaviors characteristic of this 

dimension include communicating in a powerful, confident, and dynamic way, taking a 

public stand to do what is right in a difficult situation, and appealing to employees on an 

emotional level to take action that may be more difficult but is better for the team and/or 

company. Considering the list of six core global leadership competencies developed by 

Osland and colleagues (2006), the “Traits and Values” and “Visioning” dimensions 

contain a number of competencies that would enable a leader to exhibit charisma/ 

idealized influence. For example, the Visioning dimension includes the competency of 

articulating values and the Traits and Values dimension includes acting with integrity, 

both of which would help a leader to take a public stand that is aligned with his/her 

articulated values, which is one common behavior of exhibit charisma/ idealized 

influence. Adding to the discussion above about organizations needing to think “glocally” 

(i.e., thinking both globally and locally; Begley & Boyd, 2003) when conflicting global 

and local pressures arise, a leader should be able to rely on the organizational values he 

or she has previously articulated and publicized. By articulating one’s values, a leader 

provides guidance on how employees shall live out the vision and goals of the 

organization, especially when decisions need to be made in conflict. In this way, instead 

of the bottom line be the ultimate driver, the leader clearly communicates that it also 

matters how the goal is achieved – not just that it was achieved. This is demonstrating 

charisma/ idealized influence. In addition, the Traits and Values dimension includes the 

competencies of being optimistic, energetic, and having emotional intelligence. These 

competencies would be useful for a leader to inspire others and communicate in a 
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motivating and dynamic manner, as well as other common behaviors of this 

transformational leadership dimension. Charisma/idealized influence seems to be highly 

relevant to at least two of the six core competencies of global leadership, as listed by 

Osland and colleagues (2006). 

The other dimension of transformational leadership not included in this study is 

individual consideration, and this construct is also similar to certain aspects of global 

leadership. Individual consideration is defined as the extent to which a leader attends to 

their employee’s unique development needs and aspirational goals (Bass, 1985). By this 

definition, it is conceptually similar to two interpersonal global leadership competencies 

identified by Bird and Osland (2004), mindful communication and creating and building 

trust with individuals and groups. It seems likely that these essential global leadership 

competencies would help a leader demonstrate behaviors characteristic of individual 

consideration.  

The theorized associations between the dimensions of transformational leadership 

and those of global leadership add to the argument presented here delineating the 

connections between the overall constructs of transformational leadership and global 

leadership. Future research is necessary to empirically examine these assertions, as well 

as to clarify the associations and distinctions between transformational leadership and 

global leadership.  

In summary, transformational leadership behaviors may help global leaders more 

effectively navigate the increased complexities and ambiguities they face due to the 

global nature of their position by supporting the development of competencies deemed 
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important by the global leadership literature. That is, transformational leadership seems 

to provide practical ways (i.e., behaviors) for global leaders to exhibit some essential 

global leadership competencies. If future research continues to support the conceptual 

connections between transformational leadership and global leadership outlined here, 

there are two major practical implications. First, global organizations should select 

leaders who have demonstrated transformational leadership behaviors in past positions. 

Second, leaders of global organizations should be trained in the dimensions of 

transformational leadership in order to enhance the global leadership competencies noted 

above. Transformational leadership, with its effectiveness having been demonstrated in 

many studies throughout the world, as well as in a recent qualitative review and meta-

analysis (DeRue et al. (2011), seems to be a stepping stone toward helping to build the 

essential competencies of global leaders.  

Given the connections between transformational leadership and global leadership 

argued for here this study suggests there are a few behaviors upon which the managers in 

this Chinese sample can focus to become more effective global leaders.  

First, focusing on developing a sense of inclusion and identity with the team and 

organization (i.e., organizational identity) can help increase employee creativity, which as 

discussed above, is important for managers in Chinese high-tech firms. In addition, since 

the prediction of diversity climate by transformational leadership was so strongly positive 

and significant, it seems likely that working to increase transformational leadership 

behaviors would help lead to a more positive diversity climate, which has been linked to 

many positive organizational outcomes, not the least of which is increased creativity. 
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Conclusion 

This study examines the complex relationships among transformational 

leadership, workplace diversity and creative performance. By examining these 

relationships in Chinese work settings, our understanding of these constructs is deepened. 

The findings of this study contribute to the literature on creative performance, especially 

by examining the interaction of transformational leadership and diversity climate on both 

employee self-rated creative performance and supervisor-rated creative performance. The 

significant interaction of these contextual constructs on supervisor-rated creativity is a 

substantial contribution to the literature, since this relationship had only previously been 

theorized. 

This study also contributes to the workplace diversity literature by lending 

credence to the importance of using the nomological network of diversity at work to 

parcel out each dimension of this multi-dimensional concept in designing workplace 

diversity research. It also contributes to the transformational leadership literature by 

adding to the growing body of literature that addresses the boundary conditions of the 

effects of transformational leadership. 

This study specifically extends our knowledge of the associations between 

transformational leadership and diversity climate, organizational justice and 

organizational identity, and each of these variables (including the interaction of 

transformational leadership and diversity climate) on creative performance. The findings 

of this study provide insight into the mechanisms through which transformational 

leadership and organizational justice promote creative performance in Chinese work 
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settings, i.e., through diversity climate and organizational identity, respectively. This 

study makes important theoretical contributions given the popularity of these constructs 

in the current organizational psychology and management literature. This is also true 

regarding the assertion that the behaviors of transformational leadership may serve as 

helpful tools for global leaders to navigate the increased complexity and ambiguity of 

leading a global organization. 

Moreover, the study provides further evidence of the validity and utility of the 

workplace diversity taxonomy as a way to specify and isolate the vital dimensions of 

diversity that manifest in specific employment contexts. Its parsimonious yet thorough 

coverage of the domain of workplace diversity may enable scholars to account for the 

effects of specific dimensions of workplace diversity on important organizational 

outcomes, such as creative performance, individual-, team-, and organization-level 

performance, retention, and job satisfaction and engagement. 

Future research should take into account both individual differences and 

contextual factors in understanding and predicting creative behaviors. Further 

investigation of the distal and proximal variables and processes that shape human 

behaviors for creativity will enhance our knowledge of this important work outcome. 

Increasing our understanding in this area will help scholars develop practical, data-driven 

advice and interventions for organizational leaders to promote and manage an essential 

element of performance at work – human ingenuity. 
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Table 1. Typology of Work Team Diversity 
 
 Diversity on relationship-

oriented attributes 
Diversity on task-
oriented attributes 

Diversity on readily 
detected attributes 

Gender 
Age  
Ethnicity 
Nationality 
Religion 

Department/unit 
membership 

Organizational tenure 
Formal credentials and 

titles 
Education level 
Memberships in 

professional 
organizations 

Diversity on underlying 
attributes 

Personality 
Attitudes 
Values 
Racial/ethnic identity 
Sexual identity 
Other social identities 

Task knowledge 
Organizational 

knowledge 
Experience 
Cognitive abilities 
Communication skills 
Mental models 
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Table 2. Overview of Measures by Source and Data Collection Timing 
 
Measure # Items Data Collection 

Timing 
Demographics  Time 1 
Proactive Personality 10 Time 1 
Openness to Experience 81 Time 1 
Transformational Leadership 10 Time 1 
Diversity Climate 5 Time 2 
Organizational Justice 42 Time 2 
Organizational Identity 42 Time 2 
Employee Self-rated Creative Performance 13 Time 3 
Supervisor-rated Creative Performance 13 Time 3 
Note. 1 In the employee survey, eight items were used to measure openness to experience, 
but four items were deleted when creating the composite score used in the path analyses 
due to poor item performance. 2 In the employee survey, four items were used to measure 
these constructs, but one item was deleted when creating the composite score for each 
construct used in the path analyses due to poor item performance. For both constructs, the 
deleted item was negatively worded (i.e., higher score on the item indicated lower levels 
of the construct), indicating a method effect. 
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Table 3. Results of Single-level Confirmatory Factor Analyses for Main and Control 
Variables 
 
Variable # 

Items 
χ2 df χ2 /df RMSEA SRMR CFI TLI 

Transformational 
Leadership1 

10 187.64 33 5.69 .11 .04 .94 .92 

Diversity 
Climate 

5 122.70 5 24.54 .24 .04 .93 .86 

Organizational 
Justice 

4 .022 2 .01 .00 .001 1.00 1.01 

Organizational 
Identity 

4 11.06  2 5.53 .10 .03 .94 .83 

Employee Self-
Rated CP 

13 280.96 65 4.32 .10 .05 .92 .90 

Supervisor-rated 
CP 

13 242.28 65 3.72 .09 .04 .94 .93 

Proactive 
Personality 

10 299.65 35 8.56 .14 .08 .78 .71 

Openness to 
Experience  

8 121.63 9 13.51 .18 .10 .91 .85 

Openness to 
Experience 

4 8.00 2 4.00 .09 .01 1.00 .98 

Note. 1 Second-order factor model, with inspirational motivation and intellectual 
stimulation as first-order factors of transformational leadership; 2 p = .99. df = degrees of 
freedom. χ2/df = chi square ratio. CP = creative performance. All χ2 values were 
significant at the p < .01 level unless otherwise noted. 
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Table 4. Results of Multilevel Confirmatory Factor Analyses for Main and Control 
Variables 
 
Variable # 

Items 
χ2 df χ2/df RMSEA SRMR 

(Within) 
CFI TLI 

Diversity 
Climate 

5 126.12 15 8.41 .13 .05 .94 .91

Diversity 
Climate1 

5 9.772 3 3.26 .07 .01 1.00 .97

Organizational 
Justice 

4 .403 8 .05 .00 .00 1.00 
1.0
2 

Organizational 
Justice 

3 .00 3 0 .00 .00 1.00 
1.0
1 

Organizational 
Identity 

4 8.724 8 1.09 .02 .04 1.00 .99

Organizational 
Identity 

3 .23 3 .08 .00 .00 1.00 
1.0
4 

Employee Self-
Rated CP 

13 296.90 143 2.08 .06 .05 .94 .94

Supervisor-
rated CP 

13 463.59 143 3.24 .08 .06 .88 .87

Proactive 
Personality 

10 178.68 80 2.23 .06 .06 .92 .91

Openness to 
Experience 

8 283.46 48 5.91 .11 .15 .74 .69

Openness to 
Experience 

4 20.20 8 2.53 .06 .07 .97 .96

Note. 1 maximal model results. 2 p = .02. 3 p = .99. 4 p = .37. df = degrees of freedom. 
χ2/df = chi square ratio. CP = creative performance. All χ2 values were significant at the p 
< .01 level unless otherwise noted. 



www.manaraa.com

142 
 

 

Table 5. CFA Results of Comparative Models for Transformational Leadership  
 
CFA Models df χ2 χ2/df RMSEA SRMR CFI TLI 
Model 1 77 1,053.98 13.69 .17 .10 .72 .67 
Model 2  76 440.05 5.79 .11 .06 .90 .87 
Model 3 74 252.41 3.41 .08 .05 .95 .94 
Model 4 72 252.41 3.51 .08 .05 .95 .93 
Note. n = 418. df = degrees of freedom. χ2/df = chi square ratio. In Model 1, the items of 
transformational leadership and organizational justice loaded on one factor. In Model 2, 
the transformational leadership items are loaded on one factor and the organizational 
justice items are loaded on another factor. In Model 3, the items for inspirational 
motivation, intellectual stimulation, and organizational justice are loaded onto once factor 
each. In Model 4, the items for intellectual stimulation and inspirational motivation are 
modeled as second-order factors of transformational leadership and the organizational 
justice items are loaded onto its own factor. Model 3 and Model 4 best fit the data among 
the four measurement models tested.  
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Table 6. CFA Results of Comparative Models for the Workplace Diversity Inventory  
 
CFA Models df χ2 χ2/df RMSEA SRMR CFI TLI 
1-Factor Model: 
 Single-level 

44 637.04 14.48 .18 .08 .80 .75 

1-Factor Model:  
Multi-level 

99 651.96 6.59 .12 .09 
(within) 

.81 .79 

3-Factor Model:  
Single-level 

41 218.12 5.32 .10 .04 .94 .92 

3-Factor Model:  
Multi-level 

137 295.11 2.15 .05 .05 
(within) 

.95 .94 

Note. n = 418. df = degrees of freedom. χ2/df = chi square ratio. In the 1-factor model, all 
items of the Workplace Diversity Inventory scale were loaded on one factor. In 3-factor 
model, the diversity climate items were loaded on one factor, the organizational justice 
items were loaded a second factor, and the organizational identity items were loaded onto 
a third factor. The multi-level CFA for the 3-factor model best fit the data between the 
two measurement models tested. The models were tested using the items included in the 
employee survey (i.e., 5 items for diversity climate, and 4 items each for organizational 
justice and organizational identity). 
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Table 7. Means and Standard Deviations of Demographic Variables 

Demographic Variable Mean (years) Standard Deviation Range (years) 
Age 29.37 5.04 22 – 59  
Education1 4.59 1.77 0 – 17 
Organizational Tenure 3.72 3.91 .08 – 36 
Gender2 0.24 .43 n/a 
Note. 1 Education was measured by asking how many years of education participants had 
after college. 2 Gender was measured on a 2-point scale (0 = male; 1 = female). 
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Table 8. Means, Standard Deviations, Reliability Estimates and Correlations for Main and Control Variables 
 

 
 
 
 
 
 
 
 
 
 
 

Note. TL = transformational leadership. DC = diversity climate. OJ = organizational justice. ID = organizational 
identity. ECP = employee self-rated creative performance. SCP = supervisor-rated creative performance. PP = 
proactive personality. OE = openness to experience. AG = age. GR = gender. OT = organizational tenure. ED = 
education. 1 n = 418, measured in wave 1. 2 n = 415, measured in wave 2; one measured item was deleted from the 
composite used in the path analysis to increase reliability and validity of constructs – organizational justice and 
organizational identity were measured with three items each. 3 n = 356, measured in wave 3. 4 n = 318, measured in 
wave 3. 5 n = 371, measured in wave 1. 6 n = 371, measured in wave 1; four measured items were deleted from the 
composite used in the path analysis to increase reliability and validity of the construct – openness to experience was 
measured using four items. 7 n = 418, measured in wave 1. 8 n = 418, measured in wave 1; organizational tenure 
was measured in months, converted to years in the table. 9 n = 418; education was measured using years after 
college. Coefficient alpha estimates are listed in bold on the diagonal. Pooled, within correlations are listed above 
the diagonal. All demographic control variables (age, gender, organizational tenure and education) were group 
mean centered. ** = correlation is significant at the .01 level (2-tailed); * = correlation is significant at the .05 level 
(2-tailed). 

 

Variable Mean sd 1 2 3 4 5 6 7 8 9 10 11 12 
1. TL1 5.34 .82 .92 .51** .72** .80** .60** .06 -.24** -.33** .20** .25** .36** .20** 
2. DC2 4.95 .95 .40** .93 .50** .52** .45** .22** .04 .25** .11* .19** .03 .17** 
3. OJ2 4.95 1.17 .35** .63** .88 .61** .50** .23** -.60** -.52** .33** -.13** .34** .43** 
4. ID2 5.37 .74 .40** .54** .52** .60 .29** -.29** -.28** -.14** .42** .29** .55** .18** 
5. ECP3 5.34 .69 .25** .22** .17** .24** .93 .67** -.10 -.29** .38** .23** .26** .14** 
6. SCP4 4.91 .77 -.02 .03 .05 .09 .37** .94 .07 -.10 .07 -.17** .01 .31** 
7. PP5 5.27 .77 .11* .17** .13* .19** .37** .11* .82 .88** -.30** -.20** -.61** -.66** 
8. OE6 4.18 1.40 -.14** .05 -.07 -.10 -.01 -.03 .36** .96 -.26** -.25** -.56** -.60** 
9. AG7 .00 4.21. -.09 .00 .03 .05 .15** .06 -.01 .01 n/a .71** .87** .43** 
10. GR7 .00 .36 -.07 -.09 -.04 -.04 -.04 -.09 -.05 .04 -.11* n/a .54** .33** 
11. OT8 .00 3.18 -.16** -.10* -.07 -.02 .10 .05 -.03 -.00 .60** .07 n/a .69**  
12. ED9 .00 1.40 .01 -.06 .00 .02 .11* .06 .07 .04 .05 -.05 -.09 n/a 
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Table 9. Level of Nesting in Focal Variables by Team  
 
Variable ICC(1) 
Transformational Leadership .13 
Diversity Climate .05 
Organizational Justice .03 
Organizational Identity .03 
Employee Self-rated Creative Performance (ECP) .03 
Supervisor-rated Creative Performance (SCP) .32 
Note. n = 418. Cluster variable = team. 
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Table 10. Level of Nesting in Focal Variables by Organization 

Variable ICC(1) 
Transformational Leadership .02 
Diversity Climate .01 
Organizational Justice .00 
Organizational Identity .01 
Employee Self-rated Creative Performance (ECP) .01 
Supervisor-rated Creative Performance (SCP) .01 
Note. n = 418. Cluster variable = organization. 
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Table 11. Hypothesis Tests Results 

 Hypothesis ECP Model SCP 
Model 

1. There will be a significant indirect effect of TL on CP 
through DC. 

a. TL will be significantly and positively related to DC. 
b. TL will be significantly and positively related to CP. 
c. DC will be significantly and positively related to CP. 

Support 
 
Support 
Support1 
Support1 
 

No Support
 
Support 
No Support
No Support

2. TL and DC will interact to significantly affect CP. Support 
 

No Support
 

3. There will be a significant indirect effect of TLxDC on 
CP through OJ. 

a. TL will be significantly and positively related to OJ. 
b. DC will be significantly and positively related to OJ. 
c. TLxDC will to significantly predict OJ. 
d. OJ will be significantly and positively related to CP. 
e. There will be a significant indirect effect of DC on CP 

through OJ. 

No Support 
 
No Support 
No Support 
Support2 
No Support 
No Support 

No Support
 
No Support
No Support
Support2 
No Support
No Support

 
4. There will be a significant indirect effect of TLxDC on 

CP through OI. 
a. TL will be significantly and positively related to OI. 
b. DC will be significantly and positively related to OI. 
c. TLxDC to significantly predict OI. 
d. OI will be significantly and positively CP. 
e. OJ will be significantly and positively related to OI. 
f. There will be a significant indirect effect of DC on CP 

through OI. 

 
No Support 
 
Support2 
Support2 
No Support 
Support2 
Support 
No Support 
 

 
No Support
 
Support2 
Support2 
No Support
Support 
Support 
No Support
 

Note. 1 = partial support, direction was opposite of hypothesized relationship. 2 = 
approached significance. TL = transformational leadership. DC = diversity climate. 
TLxDC = interaction term of transformational leadership and diversity climate. OJ = 
organizational justice. ID = organizational identity. CP = individual creative 
performance. 
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Table 12. Model Fit Indices for ECP Model and SCP Models 
 
Fit Index 

ECP Model1 
SCP Model2 Exploratory 

Model3 
 Single-level Multilevel Multilevel Multilevel 
     
Chi-square 
Test of 
Model Fit  

χ2 (5) = 4.09, 
p = .54 

χ2 (10) = .6.66, 
p = .76 

χ2 (10) = 6.38, 
p = .78 

χ2 (10) = 6.66, 
p = .76 

CFI  1.00 1.00 1.00 1.00 
TLI  1.00 1.01 1.01 1.01 
RMSEA  0.00 0.00 0.00 0.00 
SRMR 0.00 

 
Within: .00 
Between: .02 

Within: .00 
Between: .02 

Within: .00 
Between: 02 

Note. 1 The ECP model used employee self-ratings of creative performance as the 
outcome variable; n = 418. 2 The SCP model used supervisor ratings of creative 
performance as the outcome variable; n = 371. 3 The exploratory model included 
employee self-ratings of creative performance predicting supervisor ratings of creative 
performance (SCP) and SCP was the outcome variable; n = 371. 
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Table 13. ECP Model: Single-level Path Analysis Results for Taxonomy of Workplace 
Diversity Variables 

Variable and Predictor Beta Weight p Value 
Diversity Climate   
Control Variables   
   Gender -.06 .15 
   Education -.08 .08 
   Organizational Tenure -.04 .35 
   Proactive Personality .09 .08 
   Openness to Experience .07 .17 
Main Variables   
   Transformational Leadership .39 .00 
   
Organizational Justice   
Control Variables   
   Gender .03 .49 
   Education .03 .38 
   Organizational Tenure .02 .70 
   Proactive Personality .06 .15 
   Openness to Experience -.11 .01 
Main Variables   
   Transformational Leadership -.20 .25 
   Diversity Climate .22 .32 
   Transformational Leadership x Diversity Climate .56 .08 
   
Organizational Identity   
Control Variables   
   Gender .01 .72 
   Education .03 .41 
   Organizational Tenure .07 .09 
   Proactive Personality .12 .01 
   Openness to Experience -.11 .01 
Main Variables   
   Transformational Leadership .11 .54 
   Diversity Climate .23 .30 
   Transformational Leadership x Diversity Climate .12 .71 
   Organizational Justice .25 .00 
Note. n = 418.
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Table 14. ECP Model: Single-level Path Analysis Results for Self-rated Creative 
Performance  
 
Variable and Predictor Beta Weight p-Value 
 
Employee Self-rated Creative Performance 

 
 

 
 

Control Variables   
   Gender -.01 .92 
   Education .10 .05 
   Organizational Tenure .15 .00 
   Proactive Personality .38 .00 
   Openness to Experience -.14 .01 
Main Variables   
   Transformational Leadership -.08 .71 
   Diversity Climate -.21 .44 
   Transformational Leadership x Diversity Climate .47 .24 
   Organizational Justice -.04 .49 
   Organizational Identity .06 .31 
Note. n = 418. 
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Table 15. Pseudo R-Square Values for Multi-level Models 
 
Significant Pathway Deleted R-Square 

Estimate 
 
ECP Model 
TL predicting DC 

 
 

.14 
OJ predicting OI .04 
TLxDC predicting ECP  .02 
TL predicting ECP .01 
DC predicting ECP .01 
TLxDC predicting OJ .01 
DC predicting OI .01 
TL predicting OI .01 
  
SCP Model  
TL predicting DC .14 
OJ predicting OI .04 
OI predicting SCP .02 
TLxDC predicting OJ .01 
  
Exploratory Model  
TL predicting DC .14 
ECP predicting SCP .13 
OJ predicting OI .04 
OI predicting SCP .02 
OI predicting ECP .01 
TLxDC predicting OJ .01 
DC predicting OI .01 
DC predicting ECP .00 
TL predicting ECP .00 
TLxDC predicting ECP .00 
Note. n = 418. TL = transformational leadership. DC = diversity climate. TLxDC = 
interaction of transformational leadership and diversity climate. OJ = organizational 
justice. ID = organizational identity. ECP = employee self-rated creative performance. 
SCP = supervisor-rated creative performance. 
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Table 16. ECP Model: Multi-level Path Analysis Results for Taxonomy of Workplace 
Diversity Variables 
 
Variable and Predictor Beta Weight p Value 
WITHIN MODEL 
Diversity Climate 

 
 

 
 

Control Variables   
   Gender -.05 .67 
   Education -.06 .08 
   Organizational Tenure -.00 .34 
   Proactive Personality .13 .05 
   Openness to Experience .04 .17 
Main Variables   
   Transformational Leadership .48 .00 
WITHIN MODEL 
Organizational Justice 

 
 

 
 

Control Variables   
   Gender .11 .43 
   Education .05 .19 
   Organizational Tenure .00 .72 
   Proactive Personality .10 .14 
   Openness to Experience -.07 .01 
Main Variables   
   Transformational Leadership -.32 .25 
   Diversity Climate .19 .52 
   Transformational Leadership x Diversity Climate .10 .08 
WITHIN MODEL 
Organizational Identity 

 
 

 
 

Control Variables   
   Gender .01 .92 
   Education .01 .64 
   Organizational Tenure .00 .06 
   Proactive Personality .13 .00 
   Openness to Experience -.05 .01 
Main Variables   
   Transformational Leadership .28 .11 
   Diversity Climate .32 .08 
   Transformational Leadership x Diversity Climate -.02 .62 
   Organizational Justice .15 .00 
Note. n = 371. 
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Table 17. ECP Model: Multi-level Path Analysis Results for Employee Self-rated 
Creative Performance  
 
Variable and Predictor Beta Weight p Value 
 
WITHIN MODEL 
Employee Self-rated Creative Performance 

 
 

 
 

Control Variables   
   Gender -.02 .78 
   Education .05 .04 
   Organizational Tenure .00 .00 
   Proactive Personality .36 .00 
   Openness to Experience .02 .66 
Main Variables   
   Transformational Leadership -.43 .04 
   Diversity Climate -.52 .02 
   Transformational Leadership x Diversity Climate .11 .01 
   Organizational Justice -.04 .30 
   Organizational Identity .11 .06 
   
BETWEEN MODEL   
Employee Self-rated Creative Performance   
Control Variables   
   Gender .01 .95 
   Education .01 .81 
   Organizational Tenure .00 .43 
   Proactive Personality -.08 .50 
   Openness to Experience -.07 .27 
Main Variables   
   Team-level Transformational Leadership .75 .08 
   Team-level Diversity Climate .95 .04 
   Team-level Interaction (TL x DC) -.17 .05 
   Team-level Organizational Justice .10 .48 
   Team-level Organizational Identity -.09 .63 
Note. Within model, n = 371; between model, n = 419. For the between model, predictor 
variables were grand-mean centered and control variables were group-mean centered to 
eliminate team effects, so control variables reflect individual differences. Gender was 
coded as 0 = male, 1= female. 
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Table 18. SCP Model: Multi-level Path Analysis Results for Taxonomy of Workplace 
Diversity Variables 

Variable and Predictor Beta Weight p Value 
WITHIN MODEL   
Diversity Climate   
Control Variables   
   Gender -.05 .67 
   Education -.06 .08 
   Organizational Tenure -.00 .34 
   Proactive Personality .13 .05 
   Openness to Experience .04 .17 
Main Variables   
   Transformational Leadership .48 .00 
WITHIN MODEL   
Organizational Justice   
Control Variables   
   Gender .11 .43 
   Education .05 .19 
   Organizational Tenure .00 .72 
   Proactive Personality .10 .14 
   Openness to Experience -.07 .01 
Main Variables   
   Transformational Leadership -.32 .25 
   Diversity Climate .19 .52 
   Transformational Leadership x Diversity Climate .10 .08 
WITHIN MODEL   
Organizational Identity   
Control Variables   
   Gender .01 .92 
   Education .01 .64 
   Organizational Tenure .00 .06 
   Proactive Personality .13 .00 
   Openness to Experience -.05 .01 
Main Variables   
   Transformational Leadership .28 .11 
   Diversity Climate .32 .08 
   Transformational Leadership x Diversity Climate -.02 .62 
   Organizational Justice .15 .00 
Note. n = 371. 
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Table 19. SCP Model: Multi-level Path Analysis Results for Supervisor-rated Creativity 
 
Variable and Predictor Beta Weight p Value 
 
WITHIN MODEL 
Supervisor-rated Creative Performance 

 
 

 
 

Control Variables   
   Gender -.22 .03 
   Education .05 .06 
   Organizational Tenure .00 .05 
   Proactive Personality .04 .45 
   Openness to Experience .02 .75 
Main Variables   
   Transformational Leadership .16 .50 
   Diversity Climate .23 .36 
   Transformational Leadership x Diversity Climate -.05 .32 
   Organizational Justice -.01 .74 
   Organizational Identity .16 .01 
   
BETWEEN MODEL   
Supervisor-rated Creative Performance   
Control Variables   
   Gender -.49 .07 
   Education .17 .01 
   Organizational Tenure .00 .73 
   Proactive Personality .57 .00 
   Openness to Experience -.09 .24 
Main Variables   
   Team-level Transformational Leadership .68 .34 
   Team-level Diversity Climate 1.02 .16 
   Team-level Interaction (TL x DC) -.15 .30 
   Team-level Organizational Justice -.01 .98 
   Team-level Organizational Identity -.37 .19 
Note. Within model, n = 371; between model, n = 419. For the between model, predictor 
variables were grand-mean centered and control variables were group-mean centered to 
eliminate team effects, so control variables reflect individual differences. Gender was 
coded as 0 = male, 1= female. 
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Table 20. Results of Indirect Effects Testing 

Indirect Effects Path  Beta 
Weight

p-
Value

 
HYPOTHESIZED INDIRECT EFFECTS  
Single-level ECP Model  

  

H1: Indirect effect of TL on CP through DC .04 .04 
H3: Indirect effect of TLxDC on CP through OJ -.02 .58 
H3e: Indirect effect of DC on CP through OJ -.02 .56 
H4: Indirect effect of TLxDC on CP through ID .02 .55 
H4f: Indirect effect of DC on CP though ID 
 

.03 .34 

Multi-level ECP Model    
H1: Indirect effect of TL on CP through DC -.14 .16 
H3: Indirect effect of TLxDC on CP through OJ -.00 .47 
H3e: Indirect effect of DC on CP through OJ -.01 .59 
H4: Indirect effect of TLxDC on CP through ID -.00 .55 
H4f: Indirect effect of DC on CP though ID .04 .20 
   
Multi-level SCP Model  
H1: Indirect effect of TL on CP through DC 

 
.12 

 
.30 

H3: Indirect effect of TLxDC on CP through OJ -.00 .86 
H3e: Indirect effect of DC on CP through OJ -.03 .22 
H4: Indirect effect of TLxDC on CP through ID -.00 .54 
H4f: Indirect effect of DC on CP though ID .05 .16 
   
EXPLORATORY INDIRECT EFFECTS   
Single-level ECP    
Indirect effect of TL on CP through ID .02 .34 
Indirect effect of OJ on CP through ID .01 .35 
Multi-level ECP   
Indirect effect of TL on CP through ID .03 .19 
Indirect effect of OJ on CP through ID .02 .09 
   
Single-level SCP   
Indirect effect of TL on CP through ID .03 .21 
Indirect effect of OJ on CP through ID .02 .22 
Multi-level SCP   
Indirect effect of TL on CP through ID .04 .17 
Indirect effect of OJ on CP through ID .02 .05 
Note. ECP = employee self-rate creative performance. SCP = supervisor-rated creative performance. CP = 
creative performance. H = hypothesis. TL = transformational leadership. DC = diversity climate. TLxDC = 
the interaction of transformational leadership and diversity climate. OJ = organizational justice. ID = 
organizational identity. 
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Table 21. Exploratory SCP Model: Multi-level Path Analysis Results for Taxonomy of 
Workplace Diversity Variables 
 
Variable and Predictor Beta Weight p Value 
WITHIN MODEL   
Diversity Climate   
Control Variables   
   Gender -.05 .60 
   Education -.06 .04 
   Organizational Tenure -.00 .24 
   Proactive Personality .13 .13 
   Openness to Experience .04 .25 
Main Variables   
   Transformational Leadership .48 .00 
WITHIN MODEL   
Organizational Justice   
Control Variables   
   Gender .11 .42 
   Education .05 .11 
   Organizational Tenure .00 .71 
   Proactive Personality .10 .16 
   Openness to Experience -.07 .01 
Main Variables   
   Transformational Leadership -.32 .21 
   Diversity Climate .19 .52 
   Transformational Leadership x Diversity Climate .10 .06 
WITHIN MODEL   
Organizational Identity   
Control Variables   
   Gender .01 .91 
   Education .01 .72 
   Organizational Tenure .00 .08 
   Proactive Personality .13 .01 
   Openness to Experience -.05 .02 
Main Variables   
   Transformational Leadership .28 .15 
   Diversity Climate .32 .12 
   Transformational Leadership x Diversity Climate -.02 .63 
   Organizational Justice .15 .00 
Note. n = 371. 



www.manaraa.com

159 
 

Table 22. Exploratory SCP Model: Multi-level Path Analysis Results for Self-rated 
Creativity 
 
Variable and Predictor Beta Weight p Value 
 
WITHIN MODEL 
Self-rated Creative Performance 

 
 

 
 

Control Variables   
   Gender -.02 .77 
   Education .05 .01 
   Organizational Tenure .00 .00 
   Proactive Personality .36 .00 
   Openness to Experience .02 .74 
Main Variables   
   Transformational Leadership -.42 .07 
   Diversity Climate -.52 .05 
   Transformational Leadership x Diversity Climate .11 .01 
   Organizational Justice -.04 .16 
   Organizational Identity 
 

.11 .08 

Note. n = 371. 
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Table 23. Exploratory SCP Model: Multi-level Path Analysis Results for Supervisor-
rated Creativity 
 
Variable and Predictor Beta Weight p Value 
 
WITHIN MODEL 
Supervisor-rated Creative Performance 

 
 

 
 

Control Variables   
   Gender -.21 .00 
   Education .04 .23 
   Organizational Tenure .00 .13 
   Proactive Personality -.08 .03 
   Openness to Experience -.00 .94 
Main Variables   
   Transformational Leadership .28 .21 
   Diversity Climate .39 .12 
   Transformational Leadership x Diversity Climate -.08 .07 
   Organizational Justice .01 .82 
   Organizational Identity .12 .02 
   Self-rated Creative Performance .37 .00 
   
BETWEEN MODEL   
Supervisor-rated Creative Performance   
Control Variables   
   Gender -.78 .20 
   Education .11 .39 
   Organizational Tenure -.00 .51 
   Proactive Personality 1.06 .02 
   Openness to Experience .16 .54 
Main Variables   
   Team-level Transformational Leadership -3.27 .05 
   Team-level Diversity Climate -3.62 .04 
   Team-level Interaction (TL x DC) .72 .04 
   Team-level Organizational Justice -.74 .20 
   Team-level Organizational Identity .23 .73 
Note. Within model, n = 371. Between model, n = 419. For the between model, predictor 
variables were grand-mean centered and control variables were group-mean centered to 
eliminate team effects, so control variables reflect individual differences. Gender was 
coded as 0 = male, 1= female. 
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Figure 1. Hypothesized Relationships between Leadership, Diversity, and Creativity 

 

Note. All main effect hypotheses are labeled in the figure (mediation hypotheses are not 
labeled). The dashed and dotted lines indicated the interaction hypotheses.
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Figure 2. Expanded Componential Theory of Creativity 
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Figure 3. ECP Model: Single-level Path Analysis Results  

 

Note. ECP = employee self-rated creative performance Bolded lines indicate significant pathways. Dashed lines 
indicate pathways that approached significance. Dashed and dotted lines indicate the interaction pathways. ** 
indicates p < .001. 
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Figure 4. ECP Model: Multi-level Path Analysis Results 

 

Note. ECP = employee self-rated creative performance. Bolded lines indicate significant pathways. Dashed 
lines indicate pathways that approached significance. Dashed and dotted lines indicate the interaction pathways. 
** indicates p < .001. 
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Figure 5. SCP Model: Multi-level Path Analysis Results 

 

Note. SCP = supervisor-rated creative performance. Bolded lines indicate significant pathways. Dashed lines 
indicate pathways that approached significance. Dashed and dotted lines indicate the interaction pathways ** 
indicates p < .001. 
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Figure 6. Exploratory Multilevel Path Analysis Results with ECP Predicting SCP 

 

Note. ECP = employee self-rated creative performance. SCP = supervisor-rated creative performance. Bolded 
lines indicate significant pathways. Dashed lines indicate pathways that approached significance. Dashed and 
dotted lines indicate the interaction pathways. ** indicates p < .001. 
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Figure 7. ECP Model: Interaction of Transformational Leadership and Diversity Climate 
in Predicting Organizational Justice 

 

Note. ECP = employee self-rated creative performance. 
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Figure 8. Multilevel ECP Model: Interaction of Transformational Leadership and 
Diversity Climate in Predicting ECP 

 

Note. ECP = employee self-rated creative performance. 
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Appendix: Scale Items 

 
Transformational Leadership 

 

Participants were asked to respond based on the following 7-point scale:  

1 = Strongly Disagree 

2 = Moderately Disagree 

3 = Slightly Disagree 

4 = Neutral 

5 = Slightly Agree 

6 = Moderately Agree 

7 = Strongly Agree 

 

Please indicate your level of agreement or disagreement with each statement by 
circling one of the seven alternatives next to each statement.  

 

I believe my supervisor…  

Inspirational Motivation 

1. Seeks new opportunities for our organization. 

2. Paints an interesting picture of the future for our work group. 

3. Has a clear understanding of where we are going. 

4. Inspires others with his/her plans for the future. 

5. Is able to get others to commit to his/her dream(s) for the future. 

Intellectual Stimulation 

6. Provides individuals with new ways of looking at things that are puzzling to 
them. 

7. Has ideas that have forced individuals to rethink some of their own ideas. 

8. Stimulates individuals to think about old problems in new ways. 

9. Is good at getting individuals to think “outside the box”. 

10. Helps individuals be creative when difficult problems arise. 
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Workplace Diversity 

 

Participants were asked to respond based on the following 7-point scale:  

1 = Strongly Disagree 

2 = Moderately Disagree 

3 = Slightly Disagree 

4 = Neutral 

5 = Slightly Agree 

6 = Moderately Agree 

7 = Strongly Agree 

 

Please indicate your level of agreement or disagreement with each statement by 
circling one of the seven alternatives next to each statement.  

Diversity Climate 

1. Senior management is committed to diversity in my organization. 

2. My organization takes steps to increase diversity. 

3. Organization policies support my manager in increasing diversity. 

4. My organization puts a lot of resources into diversity initiatives. 

5. Leaders here connect diversity to the organization's mission and vision. 

Organizational Justice 

6. People at work are treated fairly regardless of who they are. 

7. Policies are implemented consistently for all employees. 

8. My manager creates a comfortable working environment for all types of 
people. 

9. Certain people are denied opportunities at work because of who they are. (R) 

Organizational Identity 

10. I consider myself part of my work team. 

11. I feel separate from my co-workers. (R) 

12. I identify with my co-workers. 

13. I feel a strong sense of belonging at my organization. 

 
Note. Items in italics were deleted from the composite variables used in path analyses. 
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Employee Self-rated Individual Creative Performance  

 

Participants were asked to respond based on the following 7-point scale:  

1 = Strongly Characteristic 

2 = Moderately Characteristic 

3 = Slightly Characteristic 

4 = Neutral 

5 = Slightly Uncharacteristic 

6 = Moderately Uncharacteristic 

7 = Strongly Uncharacteristic 

 

Please indicate how characteristic each behavior is of your actions at work by circling 
one of the seven alternatives next to each statement.  

 

1. I suggest new ways to achieve goals or objectives. 

2. I come up with new and practical ideas to improve performance. 

3. I seek out new technologies, processes, techniques, and/or product ideas. 

4. I suggest new ways to increase quality. 

5. I am a good source of creative ideas. 

6. I am not afraid to take risks. 

7. I promote and champion ideas to others. 

8. I exhibit creativity on the job when given the opportunity to. 

9. I develop adequate plans and schedules for the implementation of new ideas. 

10. I often have new and innovative ideas. 

11. I come up with creative solutions to problems. 

12. I often have a fresh approach to problems. 

13. I suggest new ways of performing work tasks. 
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Supervisor-rated Individual Creative Performance  

 

Participants were asked to respond based on the following 7-point scale:  

1 = Strongly Characteristic 

2 = Moderately Characteristic 

3 = Slightly Characteristic 

4 = Neutral 

5 = Slightly Uncharacteristic 

6 = Moderately Uncharacteristic 

7 = Strongly Uncharacteristic 

 

Please indicate how characteristic each behavior is of your actions at work by circling 
one of the seven alternatives next to each statement.  

 

The employee who I supervise…  

1. suggests new ways to achieve goals or objectives. 

2. comes up with new and practical ideas to improve performance. 

3. seeks out new technologies, processes, techniques, and/or product ideas. 

4. suggests new ways to increase quality. 

5. is a good source of creative ideas. 

6. is not afraid to take risks. 

7. promotes and champions ideas to others. 

8. exhibits creativity on the job when given the opportunity to. 

9. develops adequate plans and schedules for the implementation of new ideas. 

10. often has new and innovative ideas. 

11. comes up with creative solutions to problems. 

12. often has a fresh approach to problems. 

13. suggests new ways of performing work tasks. 

 
Note. Items in italics are did not perform statistically as well as the other items in the 
scale. However, all items were retained and included in the composite variable used in 
the path analyses.  
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Proactive Personality 

 

Participants were asked to respond based on the following 7-point scale:  

1 = Strongly Disagree 

2 = Moderately Disagree 

3 = Slightly Disagree 

4 = Neutral 

5 = Slightly Agree 

6 = Moderately Agree 

7 = Strongly Agree 

 

Please indicate your level of agreement or disagreement with each statement by circling 
one of the seven alternatives next to each statement.  

1. I am constantly on the lookout for new ways to improve my life. 

2. Wherever I have been, I have been a powerful force for constructive change. 

3. Nothing is more exciting than seeing my ideas turn into reality. 

4. If I see something I don't like, I fix it. 

5. No matter what the odds, if I believe in something, I will make it happen. 

6. I love being a champion of my ideas, even against others' opposition. 

7. I excel at identifying opportunities. 

8. I am always looking for better ways to do things. 

9. If I believe in an idea, no obstacle will prevent me from making it happen. 

10. I can spot a good opportunity long before others can. 
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Openness to Experience 

 

Participants were asked to respond based on the following 7-point scale:  

1 = Strongly Disagree 

2 = Moderately Disagree 

3 = Slightly Disagree 

4 = Neutral 

5 = Slightly Agree 

6 = Moderately Agree 

7 = Strongly Agree 

 

Please indicate your level of agreement or disagreement with each statement by 
circling one of the seven alternatives next to each statement.  

At work, I tend to be…  

1. Philosophical 

2. Complex 

3. Uncreative 

4. Imaginative 

5. Deep  

6. Unintellectual 

7. Creative 

8. Intellectual 

 
Note. The openness to experience composite variable analyzed in the path analyses 
was composed of the items in bold. 
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