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Abstract- Much research focused on the impact of the abilities of team members on team viability. The purpose of this study 
was to examine the relationship between employee creativity and team viability. It was also hypothesized that 
transformational leadership and team social capital would respectively moderate the relationship between employee 
creativity and team viability. Data collected from 285 individuals, including managers and employees in China, who 
provided their team experience in workplace for the proposed research model. The reliability and validity of measurement 
scales were demonstrated. The results supported the hypotheses that employee creativity positively impacted on team 
viability, and transformational leadership and team social capital played a positive moderating role. These findings will help 
managers to design a management system for accumulating employee creativity to enhance team viability.  
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I. INTRODUCTION 
 
The essence of creativity is to produce new and better 
ways of doing things (Zhou and George, 2001). Does 
employee creativity positively relate to team 
outcome? Gilson, Mathieu, Shalley and Ruddy (2005) 
showed that teams with more creative environments 
(i.e., one in which members encourage each other to 
engage in creative activities and to employ creative 
work processes) have significantly higher levels of 
performance. According to Gilson and Shalley 
(2004), members of the more creative teams spent 
more time socializing with each other and had 
moderate amounts of organizational tenure. Mathieu, 
Maynard, Rapp and Gilson (2008) suggested that 
creativity could be considered as an antecedent 
driving performance outcome.  
After reviewing the research stream of creativity and 
team effectiveness, there is very little research 
considered employee creativity as a team composition 
input variable (Bell, 2007) to examine the 
relationship between employee creativity and team 
viability. To fill this literature gap, this study focused 
on this issue.  
Team viability was considered as a more social and 
person-related dimension of team outcome (Balkundi 
and Harrison, 2006), which was captured both the 
satisfaction of teammates with their membership and 
their behavioral intent to remain in their team 
(Balkundi and Harrison, 2006; Barrick, Stewart, 
Neubert and Mount, 1998; Hackman, 1987). 
 
In this study, we hypothesized that employee 
creativity positively affected team viability. 
Furthermore, in order to explore the focused issue in 
different perspective, this study examined the 
moderating roles of transformational leadership and 
team social capital respectively. We expected that 
transformational leadership behaviors, such as 

individualized consideration and intellectual 
stimulation (Bass, Avolio, Jung and Berson, 2003), 
could strengthen the positive relationship between 
employee creativity and team viability. We also 
anticipated that team social capital could facilitate 
team members to build network configuration, trust 
and identification, and shared language (Nahapiet and 
Ghoshal, 1998), which could strengthen the positive 
relationship between employee creativity and team 
viability. 
 
II. LITERATURE REVIEW AND RESEARCH 
HYPOTHESES  
 
2.1. Employee Creativity and Team Viability 
This study focused on exploring the relationship 
between employee creativity and team viability. 
Creativity is a critical factor for business 
sustainability in a more competitive environment. 
Zhou and George (2001) mentioned that employee 
creativity was defined as “the generation of new and 
potentially valuable ideas concerning new products, 
services, manufacturing methods and administrative 
processes, which contributes to organizations' 
renewal, survival, and growth in today's turbulent and 
competitive business environment” (Amabile, 1988; 
Woodman, Sawyer, & Griffin, 1993). 
 
In team outcomes literature, team viability had been 
included in team effectiveness models more than 20 
years, but there had been limited progress in 
understanding team viability (Bell and Marentette, 
2011). Much research followed the work of Hackman 
(1987) and focused not only on team performance, 
but also on team viability. Balkundi and Harrison 
(2006) considered team viability as a primary type of 
team outcome, which was the more social and 
person-related dimension, and defined as “a group’s 
potential to retain its members—a condition 
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necessary for proper group functioning over time”. 
Lately, in the research of Bell and Marentette (2011), 
team viability was defined as “a team’s capacity for 
the sustainability and growth required for success in 
future performance episodes”. 
 
After reviewing the research stream of team viability 
and team effectiveness, some literature focused on 
taking team composition inputs as the predictors of 
team effectiveness, such as personality variables and 
abilities (Bell, 2007; Mathieu, Maynard, Rapp and 
Gilson, 2008). The work of Barrick, Stewart, Neubert 
and Mount (1998) showed that teams higher in 
mental ability (GMA) and emotional stability 
received higher supervisor ratings for team viability. 
Costa, Passos & Barata (2015) mentioned that high 
levels of individual positive emotions and team work 
engagement were associated with a positive effect on 
the perceptions of team viability. Therefore, we 
expected that personal abilities of team members 
would be positively related to team viability. 
Furthermore, Mathieu, Maynard, Rapp and Gilson 
(2008) suggested that creativity could be considered 
as an antecedent driving performance outcome 
(Gilson, Mathieu, Shalley and Ruddy, 2005). 
Considering the above-mentioned research, the 
following hypothesis is proposed: 
 
H1. Employee creativity positively affects team 
viability. 
 
2.2. Moderating Effects of Transformational 
Leadership 
A lot of studies attempted to understand the role of 
transformational leadership for promoting employee 
creativity (Akbar, Sadegh, and Chehrazi, 2015; Jyoti 
and Dev, 2015; Mittal and Dhar, 2015). A 
transformational leader has some behavioral 
characteristics, such as having a clear vision, 
encouragement, autonomy, promotion of innovation 
and challenges and motivating employees to start 
thinking in a new way to achieve solutions (Bass and 
Avolio, 1995; Mittal and Dhar, 2015), to promote 
employee creativity. 
The relationship between transformational leadership 
and team performance was studied and supported by 
much empirical research (Bass, Avolio, Jung and 
Berson, 2003; Burke, Stagl, Klein, Goodwin, Salas, 
and Halpin, 2006; Choi, Kim, and Kang, 2017). 
Burke et al. (2006) referred the work of Hackman 
(2002) and mentioned that transformational behaviors 
such as individualized consideration and intellectual 
stimulation, when mixed with charisma, play a large 
role in creating a compelling direction and the 
provision of expert coaching. In turn, these are two of 
the conditions that enable the attainment of effective 
team performance outcomes. 
However, some researchers have studied the 
moderating role of transformational leadership 
(Jansen, George, Van den Bosch and Volberda, 2008; 

Shin and Zhou, 2007). But, little research focused on 
examining the moderating role of transformational 
leadership between employee creativity and team 
viability. Therefore, this study explored the 
moderating effect and proposed the following 
hypothesis:  
 
H2. Transformational leadership moderates the effect 
of employee creativity on team viability such that 
relationships are strengthened when transformational 
leadership is high rather than low. 
 
2.3. Moderating Effects of Team Social Capital 
Oh, Labianca and Chung (2006) introduce the 
concept of group social capital as the set of resources 
made available to a group through members’ social 
relationships within the social structure of the group 
and in the broader formal and informal structure of 
the organization. In their work, they argued that 
greater group social capital resources lead to greater 
group effectiveness. 
 
In the work of Nahapiet and Ghoshal (1998), social 
capital was recognized as three dimensions: the 
structural (e.g., network configuration, appropriable 
organization), the relational (e.g., trust, norms, 
identification) and the cognitive (e.g., shared 
language and codes). And they argued that social 
capital facilitates the understanding of institutional 
dynamics, innovation and value creation. Therefore, 
in this study, we considered team social capital as a 
facilitator of employee creativity. 
 
Many studies attempted to understand the 
relationships among group social capital, creativity, 
and team effectiveness. Wu and Lee (2016) indicated 
that group’s social capital conduits (e.g., social 
interaction) were positively related to group’s social 
capital resources (e.g., group trust). Furthermore, 
group trust and a supportive climate for knowledge 
sharing had an influence on group’s effectiveness 
(e.g., knowledge sharing). Sargis-Roussel, Belmondo 
and Deltour (2016) proposed a model of how the 
structural, cognitive, and relational dimensions of a 
group’s internal social capital leading to an emerging 
routine. The above-mentioned research, employed the 
group social capital perspective, examined the 
influence of group social capital on team members’ 
creativity and team effectiveness. But, little research 
focused on examining the moderating role of group 
social capital between employee creativity and team 
viability. Therefore, this study proposed that team 
social capital has a moderating role between 
employee creativity and team viability and we 
suggest the next hypothesis:  
 
H3. Team social capital moderates the effect of 
employee creativity on team viability such that 
relationships are strengthened when team social 
capital is high rather than low. 



International Journal of Management and Applied Science, ISSN: 2394-7926                                                    Volume-3, Issue-7, Jul.-2017 
http://iraj.in 

Employee Creativity and Team Viability- The Moderating Effects of Transformational Leadership and Team Social Capital 
 

92 

III. RESEARCH METHODOLOGY 
 
3.1 Research Model 
This study examined the relationship between 
employee creativity and team viability, and the 
moderating effects of transformational leadership and 
team social capital. The research model is as Figure 
1. 
 

 
Figure 1: Research Model 

 
3.2 Sampling and Data Collection 
This research focused on managers and employees in 
Shanghai, China. Data was collected by online 
surveys, from 285 individuals who studied in MBA 
school, with purposive sampling method. There are 
279 valid responses, after screened for outliers and 
missing data. The valid response rate is 97.89%. The 
respondents, including top managers (16.85%), 
middle-level managers (33.69%), first-line managers 
(21.15%) and employees (28.32%), and the tenure 
level (above 6 years) is 69.9%, could provide their 
team experience in workplace for the proposed 
research model.  
 
3.3 Measures 
In this research, scales of employee creativity, team 
viability, transformational leadership, team social 
capital were used to measure variables. In order to 
examine validity and reliability of variables, 
confirmatory factor analysis and Cronbach’s alpha 
coefficient were used. 
3.3.1 Employee creativity 
Employee creativity was measured using the 10 of the 
13 items scale developed by Zhou and George (2001) 
and Cronbach’s α value of the scale was 0.844. A 
sample item is “Suggests new ways to achieve goals 
or objectives”. They are measured with five-point 
scale. 
3.3.2 Team viability 
This study followed Balkundi and Harrison (2006) 
defined team viability “is a broad construct that 
captures both the satisfaction of teammates with their 
membership and their behavioral intent to remain in 
their team” (Balkundi and Harrison, 2006; Hackman, 
1987). The construct of team viability comprised 
three subscales, including collaboration satisfaction 
(3 items) adapted from Tjosvold (1988); group 
cohesion (3 items) adapted from group identification 
scale developed by Henry, Arrow, and Carini (1999); 
and team commitment (3 items) followed by Bishop, 
Scott and Burroughs (2000) and adapted from the 

short form of the Organizational Commitment 
Questionnaire (Mowday, Steers and Porter, 1979) to 
refer to the team commitment. Internal consistency of 
this scale was obtained as 0.919 using Cronbach’s 
alpha. Also, indexes obtained from confirmatory 
factor analysis including χ2/df=2.416, GFI=0.955, 
RMSEA=0.071, SRMR=0.0286 suggest good fit of 
model with data. 
3.3.3 Transformational leadership 
Transformational leadership was measured using the 
four-dimension (articulate vision, moral modeling, 
charisma and individualized consideration) 26 items 
scale developed by Li and Shi (2008), which is based 
on the Multifactor Leadership Questionnaire (MLQ) 
model (Bass and Avolio, 1995). Cronbach’s α 
reliability value of the scale was 0.95. Also, indexes 
obtained from confirmatory factor analysis including 
χ2/df=4.32, GFI=0.83, RMSEA=0.109, 
SRMR=0.0683 suggest acceptable fit of model with 
data. 
3.3.4 Team social capital 
The construct of team social capital comprised four 
dimensions, including team internal interaction (4 
items) and team external interaction (4 items) adapted 
from Nahapiet and Ghoshal (1998) and Tsai and 
Ghosha (1998), they proposed the structural 
dimension of social capital; team centralization (4 
items) adapted from Cardinal (2001); shared language 
(4 items) adapted from Chiu, Hsu and Wang (2006). 
Cronbach’s alpha value of this scale was obtained as 
0.848. Also, indexes obtained from confirmatory 
factor analysis including χ2/df=2.736, GFI=0.896, 
RMSEA=0.079, SRMR=0.0604 suggest good fit of 
model with data. 
 
IV. DATA ANALYSIS AND RESULTS 
 
In order to test the hypotheses, we conducted the 
hierarchical regression analysis by putting the control 
variables, the independent variable, the moderating 
variable and the interaction term, step by step.  
For testing H1, which we proposed that employee 
creativity positively affects team viability, we used 
the hierarchical regression analysis.  As Table 1 
(β=0.402, p<0.001, in Model 2), Table 2 (β=0.380, 
p<0.01, in Model 2) and Table 3 (β=0.421, p<0.01, in 
Model 2) all showed the result that employee 
creativity is positively associated with team viability, 
supporting H1.  
Further, H2 stated that transformational leadership 
moderates the effect of employee creativity on team 
viability. 
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Table 1: Result of Regression Analysis for Team Viability 

Notes: *p-value<0.05; **p-value<0.01; ***p-
value<0.001 
 
As shown in Table 2, an interaction term was 
introduced in the regression model.  The results of 
Model 3 showed that transformational leadership had 
a positively significant moderating effect on the 
relationship between employee creativity and team 
(β=0.184, p<0.05), such that relationships are 
strengthened when transformational leadership is 
high rather than low, supporting for H2. 
 

 

 
Table 2: Result of Hierarchical Regression Analysis 

(transformational leadership as a moderator) 
Notes: *p-value<0.05; **p-value<0.01; ***p-
value<0.001 
 
H3 anticipated that team social capital moderates the 
effect of employee creativity on team viability. As 
Table 3, an interaction term was putting into the 
regression model.  The results of Model 3 showed 
that team social capital had a positively significant 
moderating effect on the relationship between 
employee creativity and team (β=0.214, p<0.05), 
such that relationships are strengthened when team 
social capital is high rather than low, supporting for 
H3. 
 

 
Table 3: Result of Hierarchical Regression Analysis (team 

social capital as a moderator) 
Notes: *p-value<0.05; **p-value<0.01; ***p-
value<0.001 
 
CONCLUSIONS 
 
This study examined the hypotheses that employee 
creativity positively affected team viability, and the 
effect was strengthened by facilitating 
transformational leadership and team social capital.  
First, the findings of this study supported the 
hypothesis that employee creativity positively 
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impacted on team viability. In the team viability 
research stream, the creativity (ability) of team 
members, which was considered as a team 
composition input variable (Bell, 2007), could 
enhance team viability. These findings suggested that 
managers should accumulate more creative human 
resources to enhance team viability.    
Second, our findings also revealed that 
transformational leadership could strengthen the 
positive effect of employee creativity on team 
viability. In this study, transformational leadership 
was measured using the four-dimensioned scale 
(articulate vision, moral modeling, charisma and 
individualized consideration), which was developed 
by Li and Shi (2008) in the Chinese context and 
based on the work of Bass and Avolio (1995). 
Besides the transformational leadership behaviors, 
such as individualized consideration, articulate 
vision, and charisma, which had positively 
moderating effect.  Transformational behavior-moral 
modeling was a unique dimension in Chinese context, 
to facilitate creative employees to enhance team 
viability. These findings provided leaders in the 
Chinese context to reflect their leadership behaviors 
for strengthening the positive effect of creativity on 
viability. 
Finally, team social capital positively moderated the 
relationship between employee creativity and team 
viability. Higher team internal and external 
interaction, more shared language, and lower team 
centralization, which we suggested managers to 
design a management system for accumulating team 
social capital, could strengthen the positive effect of 
creativity on viability. 
 
REFERENCES 
 

[1] Akbar, A. A., Sadegh, R., & Chehrazi, R. (2015). Impact 
of transformational and transactional leadership style on 
employees’ creativity and innovation. International 
Journal of Environmental Research, 12(4), 1109-1123. 

[2] Amabile, T. M. (1988). A model of creativity and 
innovation in organizations. Research in Organizational 
Behavior, 10(1), 123-167. 

[3] Balkundi, P., & Harrison, D. A. (2006). Ties, leaders, and 
time in teams: Strong inference about network structure’s 
effects on team viability and performance. Academy of 
Management Journal, 49(1), 49-68. 

[4] Barrick, M. R., Stewart, G. L., Neubert, M. J., & Mount, 
M. K. (1998). Relating member ability and personality to 
work-team processes and team effectiveness. Journal of 
Applied Psychology, 83(3), 377-391. 

[5] Bass, B. M., & Avolio, B. J. (1995). Multifactor leadership 
questionnaire. Mind Garden, Redwood City, CA. 

[6] Bass, B. M., Avolio, B. J., Jung, D. I., & Berson, Y. 
(2003). Predicting unit performance by assessing 
transformational and transactional leadership. Journal of 
Applied Psychology, 88(2), 207-218. 

[7] Bell, S. T. (2007). Deep-level composition variables as 
predictors of team performance: a meta-analysis. Journal 
of Applied Psychology, 92(3), 595-615. 

[8] Bell, S. T., & Marentette, B. J. (2011). Team viability for 
long-term and ongoing organizational teams. 
Organizational Psychology Review, 1(4), 275-292. 

[9] Bishop J. W., Scott K. D., & Burroughs S. M. (2000). 
Support, commitment, and employee outcomes in a team 
environment.  Journal of Management, 26, 1113-1132. 

[10] Burke, C. S., Stagl, K. C., Klein, C., Goodwin, G. F., 
Salas, E., & Halpin, S. M. (2006). What type of leadership 
behaviors are functional in teams? A meta-analysis. The 
Leadership Quarterly, 17(3), 288-307. 

[11] Cardinal, L. B. (2001). Technological innovation in the 
pharmaceutical industry: the use of organizational control 
in managing research and development. Organization 
Science, 12, 19-36. 

[12] Chiu, C. M., Hsu, M. H., & Wang, E. T. G. (2006). 
Understanding knowledge sharing in virtual communities: 
An integration of social capital and social cognitive 
theories. Decision Support Systems, 42(3), 1872−1888. 

[13] Choi, S. B., Kim, K., & Kang, S. W. (2017). Effects of 
transformational and shared leadership styles on 
employees' perception of team effectiveness. Social 
Behavior and Personality: an international journal, 45(3), 
377-386. 

[14] Costa, P. L., Passos, A. M., & Barata, M. C. (2015). 
Multilevel influences of team viability perceptions. Team 
Performance Management, 21(1/2), 19-36. 

[15] Gilson, L. L., & Shalley, C. E. (2004). A little creativity 
goes a long way: An examination of teams’ engagement in 
creative processes. Journal of Management, 30(4), 453-
470. 

[16] Gilson, L. L., Mathieu, J. E., Shalley, C. E., & Ruddy, T. 
M. (2005). Creativity and standardization: complementary 
or conflicting drivers of team effectiveness?. Academy of 
Management Journal, 48(3), 521-531. 

[17] Hackman, J. R. (1987). The design of work teams. In: 
Lorsch J. Handbook of Organizational Behavior. 
Englewood Cliffs, NJ: Prentice-Hall. 

[18] Hackman, J. R. (2002). Leading Teams: Setting the Stage 
for Great Performances. Harvard Business Press. 

[19] Henry, K.B., Arrow, H., & Carini, B. (1999) A tripartite 
model of group identification: theory and measurement. 
Small Group Research, 30, 558-581. 

[20] Jansen, J. J., George, G., Van den Bosch, F. A., & 
Volberda, H. W. (2008). Senior team attributes and 
organizational ambidexterity: the moderating role of 
transformational leadership. Journal of Management 
Studies, 45(5), 982-1007. 

[21] Jyoti, J., & Dev, M. (2015). The impact of 
transformational leadership on employee creativity: the 
role of learning orientation. Journal of Asia Business 
Studies, 9(1), 78-98. 

[22] Li, C. & Shi, K. (2008). The structure and measurement of 
transformational leadership in China. Frontiers of Business 
Research in China, 2(4), 571-590. 

[23] Mathieu, J., Maynard, M. T., Rapp, T., & Gilson, L. 
(2008). Team effectiveness 1997-2007: A review of recent 
advancements and a glimpse into the future. Journal of 
Management, 34(3), 410-476. 

[24] Mittal, S. & Dhar, R. L. (2015). Transformational 
leadership and employee creativity. Management 
Decision, 53(5), 894-910. 

[25] Mowday R. T., Steers R. M., & Porter L. W. (1979). The 
measurement of organizational commitment. Journal of 
Vocational Behavior, 14, 224–247. 

[26] Nahapiet, J., & Ghoshal, S. (1998). Social capital, 
intellectual capital, and the organizational advantage. 
Academy of Management Review, 23(2), 242-266. 

[27] Oh, H., Labianca, G., & Chung, M. H. (2006). A 
multilevel model of group social capital. Academy of 
Management Review, 31(3), 569-582. 

[28] Sargis-Roussel, C., Belmondo, C., & Deltour, F. (2016). 
Bringing People Back in: How Group Internal Social 
Capital Influences Routines' Emergence. European 
Management Review, 14, 101-112. 

[29] Shin, S. J., & Zhou, J. (2007). When is educational 
specialization heterogeneity related to creativity in 
research and development teams? Transformational 



International Journal of Management and Applied Science, ISSN: 2394-7926                                                    Volume-3, Issue-7, Jul.-2017 
http://iraj.in 

Employee Creativity and Team Viability- The Moderating Effects of Transformational Leadership and Team Social Capital 
 

95 

leadership as a moderator. Journal of Applied Psychology, 
92(6), 1709-1721. 

[30] Tjosvold. D. (1988). Cooperative and competitive 
interdependence: Collaboration between departments to 
serve customers. Group & Organization Studies, 13, 276-
289. 

[31] Tsai, W., & Ghoshal, S. (1998). Social capital and value 
creation: The role of intrafirm networks. Academy of 
Management Journal, 41(4), 464-476. 

[32] Woodman, R. W., Sawyer, J. E., & Griffin, R. W. (1993). 
Toward a theory of organizational creativity. Academy of 
Management Review, 18(2), 293-321. 

[33] Wu, W. L., & Lee, Y. C. (2016). How to make a 
knowledge-sharing group: a group social capital 
perspective. Personnel Review, 45(3), 523-538. 

[34] Zhou, J., & George, J. M. (2001). When job dissatisfaction 
leads to creativity: encouraging the expression of voice. 
Academy of Management Journal, 44(4), 682-696. 

 
 
 
 
 
 

 
 
 


