CREATIVITY AND INNOVATION MANAGEMENT

The Climate for Creativity and Change
in Teams

Scott G. Isaksen and Kenneth J. Lauer

We sust all hang together, or assuredly we sholl all hang separately.
— Benjorrin Frankiin, At the 3 signing of the Declaration of Independence, July 4, 1776,

This article reports the results of a study conducted to examine the ability of the SHtuational
Outlook Questionnaire (SOQ™) to effectively discern climates that either encourage or
dxscourage creatwrty and the ability fo initiate change in a team setting. The purpose of the
study is to examine the concurrent criterion-velated validity of the 50OQ. The article explores
the characieristics in an organisational climate that promote teamwork and some of the trip-
wires one needs to be aware of in the formation and management of teams. Nine dimensions
of the climate for creativity and change as measured by the Situational Outlook Question-
naire are put forward and defined in relation {o teams, The methodology and results of the
study are reported. The results show that when subjects (N =154) complete the SOQ based
on their recollection of a best- and worst-case team experience, the measure is able to consist-
ently and significantly discriminate between the two types of experiences. Conclusions,
implications, and areas for future research to further examine the validity of the SOQ are

explored.

Introduction

he need for organisational change stems
from two basic sources. Numerous ex-
fernal and internal forces drive the changes
that organisations have {0 anticipale and man-
age as a means 1o ensure their survival and
success. Changes in government policies and
regulations, actions taken by competitors,
and changing needs and desires of customers
are a few examples of external drivers of
change coming from the marketplace. A survey
of 506 CEOs from around the world con-
ducted in 2000 and published in 2001 by The
Conference Board and Accenture shows what
some of the major market challenges are
today (see Table 1),
All organisations must also face the de-
mands of increased efficiency, flexibility and
growth. These infernal issues are core chal-
lenges for leaders and managers within
organisations. Table 2 shows the resulis
obtained on The Conference Board and
Accenture survey when CEOQ's were asked
to rate management issties.
The potential role of teams in handling both
the marketplace and mapagement challenges
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identified in this survey were apparent o us
in a variety of ways, We saw that bevond the
formal organisational structure, often de-
picted in organisational charts, the way most
leaders and managers deal with these chal-
lenges is through the use of amwork. Qur
experience has shown that:

* Senjor management must work together
as a team to build a shared vision and
strategy for the organisation

. Middle management must team cross-
functionalty to meet most of these chal-
lenges

* Supervision must demonstrate team com-
petence in organising to get people to
accomplish tasks, and

* Projects and Initiatives within all parts of
the organisation require teamwork to meet
the novelty and complexity of obtaining
the objectives they are focused on

The Conference Board and Accenture survey
went on to examine what drivers of change
are being focused upon by CEO's tfoday.
These interviews revealed that CEQ's felt
the key drivers for the challenges of Increased
Flexibility and Speed, and Competing for
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Table 1. Ten Leading Marketplace Challenges

Challenge

Percent identifying
as a challenge

Changes in type/level of competition
Impact of the Inlernet

Induslry consolidation

Downward pressue on prices

Shortages of key skills

Changing technology

Changes in supply/distribution systerms
Access to/cost of capital

Regulatory issues {labor, market access, ek}

Currency issues

40.7%
38.3%
37.4%
33.4%
31.6%
219%
19.2%
16.6%
15.0%

7.7 %

Source The CEOQ Challenge: Top Marketplace and Management

Issues 2001 by The Lenfereme Board

Table 2. Ten Lmqu Mmmqemem C.‘m!ferzqas

Challenge

Percent identifying
as a challenge

Customer loyalty/retention

Increasing flexibility and speed
Competing for talent

Reducing costs

Managing mergers/acquisitions/alliances
Increasing innovation

Engaging employees in the company’s vision/values

Developing and retaining potenial leaders
Launching new technology initiatives
Improving the stock price multiple

37.2%
33.6%
28,9,
23.9%
21.9%
20.8%
20.0%
19.8%
18.0%

Source The CEO Challenge: Top Marketplace and Management

Issues 2001 by The Lonfereme Board

Talent include:

s Keeping pace with new technology and
product innovations

e Creating Organisational structures that
promote flexibility and speed

& Making faster decisions enabled by in-
creasingly rapid information flow

e Obtaining the right kind of people for the
new market conditions

e Creating a higher purpose that instils a
passion that people now want from work

= Overcoming the lack of yvounger workers
o replace r(,tlrmg baby boomers (which
consists of individuals born between the
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years 1946--1962. This accounts for §1 million
people in the USAL)

Conceptual Frame

In our practice over the last ten vears we have
worked with a number of organisations in
a number of situations and at a variety of
levels. Part of that work often focused on
team building and team development as a
means o0 promote and increase problem
solving skills in organisational settings. It
became apparent to us that the work we were
doing with team creativity had a direct
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impact on all the drivers mentioned by CEQ's
in the Conference Board and Accenture
survey. We felt that an empirical study of
team creative climate might be able to shed
some light on the nature and nurture of teams
as a means lo improve organisational climate,
flexibility, productivity and profitability. In
this paper we will explore the questions of
what type of climate facilitates team creativity
and inversely, what type of climate hinders
team creativity. The literature has been
summarised regarding the characteristics that
promote teamwork and the dimensions of the
creative ciimate. An exploratory investiga-
tion, from the world of professional services,
provided initial evidence that the climate for
most and least creative teams is clearly
distinguishable. Thus, since the climate for
successful team creativity and performance
is Identifiable, it is measurable and more
importantly it is manageable. We will explore
these manageable aspects found in this study
and suggest further avenues of research in
this topic.

Teams are one of the basic building blocks
of every organisation. After individuals, they
may be considered the most important re-
source in any organisation. That so much real
day-to-day work within organisations is con-
ducted more and more by teams explains the
interest in high-performance work systems,
electronic groupware, smail-group facilitation
skills, and a host of other strategies for
improving the way groups work. However
before we continue we think it would be
helpful o explore what we mean by a team.
According to the Merriam-Webster dictionary
the word ‘team’ is derived from the Middle
English feme, from the Old English tEam that
was used to describe a group of draft animals.
Merriam-Webster defines the current use of the
word to mean ‘a number of persons associated
fog,eth(—: rin work or aa,tn*stv as a: a group on
one side {as in football or a debate) b: a crew,
gang’. For us a team means a combination of
individuals who come together or who have
been brought together for a common purpose
or goal in their (}rgamsatmn Since leamwork
is so Important for organisational effective-
ness, and climate 1s emerging as a construct to
be assessed, understood and improved, the
purpose of this article is to explore the climate
for creativity within teams,

Identifying Characteristics That
Promote Teamwork

Aulhors, researchers and practitioners have
offered many suggestions for productive
tearmwork, Given how important it is to be
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able to contribute productively as a member
of a working group, it is interesting to note
the increased interest in developing team-
work skills {Belbin, 1981 a & b; Carnevale,
Gainer & Meltzer, 1990; Guzzo & Salas, 1995;
Katzenbach & Smith, 1993, Katzenbach, 1998).
This section of the article will provide some
general characteristics which promote team-
work and some tripwires to watch out for
when working with groups.

There are a variety of ways to differentiate
working groups from teams. One senior
executive with whom we have worked
described groups as individuals with nothing
in common except a zip/postal code. Teams,
however, were characterised by a common
vision. Smith (1996) described a team as “...a
small number of people with complementary
skills who are mutually committed io a
comMmon purpose, a commoen set of p{_rf(}rm~
ance goals, and a COmmoniy agreed upon
working approach.” The following dozen
characteristics of pr{)ductwe teams have been
formulated from reviewing the work of
McGregor {(1967), Bales (1988} and Larson &
LaFasto (1989).

A clear elevating goal. Having a clear and
elevating goal means having understand-
ing, mutual agreement and identification
with respect o the primary task a group
faces. For instance, one of our client’s
R&D teams had the task of revamping
how the department developed thelr
products. This team concluded that their
currertt practices did not take into ac-
count any customer input and # became
their goal to introduce consumer input
into the process. Active teamwork toward
comumon goals happens when members
of a group share a common vision of the
desired future state.

Results-driven structure, Individuals with-
in groups feel productive when their
efforts take place with a minimum of grief.
Open commumnication, clear co-ordination
of tasks, clear roles and accountabili-
Lle‘: m{)mt(}rmé, PLI’fDI’maHCB prm id-
ing feedback, fact-based judgement,
efficiency, and strong impartial manage-
ment combine to create a resulis-driven
structure,

Competent team members. Competent
teams are comprised of capable and
conscientious members. Members must
possess essential skills and abilities, a
strong desire to contribute, be capable of
collaborating effectively, and have a
sense of f@Sp[}Rb}ble idealism. They must
have knowledge in the domain sur-
rounding the task {or some other domain
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which may be relevant) as well as with
the process of working together.

Unified commitment. Having a shared
commitment refates to the way the indi-
vidual members of the group respond.
Effective teams have an organisational
unity; members display mutual support,
dedication and faithfulness o the shared
purpose and vision, and a productive
degree of self-sacrifice to reach organis-
ational goals.

Collaborative climate. Productive team-
work does not just happen. It requires a
climate which supports co-operation and
collaboration. This kind of situation is
characterised by mutual trust. .. trust in
the goodness of others, Org ganisations
desiving to promote teamwork must
provide a climate within the larger
context which supports co-operation.

Standards of excellence. Effective teams
establish clear standards of excellence.
They embrace individual commibment,
mottvation, self-esteemn, individual per-
formance, and constant improvement.
Members of teams develop a clear and
explicit understanding of the norms
upon which they will rety,

External support and recognition. Team
members need resources, rewards, recog-
nition, popularity and social success.
Being liked and admired as individuals
and respected for beicmgmg and contri-
buting to a team is often helpful in
maintaining the high level of personal
energy rulmrul for sustained perform-
ance, With the increasing use of cross-
functional and inter-departmental teams
within larger complex organisations,
teams must be able to obtain approval
and encouragement.

Principled leadership. Leadership is im-
portant for teamwork. Whether it is a
formally appointed leader or leadership
of the emergent kind, the people who
exert influence and encourage the accom-
plishment of important thmc“a usually
follow some basic principles. ?rmﬂpled
leadership includes the management of
human differences, protecting less able

members, and providing a level playing
field to encourage contributions from
everyone. This is the kind of leadership
which promotes legitimate compliance to
competent authority.

Appropriate use of the team. Teamwork is
encouraged when the tasks and siu-
ations really call for that kind of activity.
Sometimes the team itself must set clear
boundaries on when and why it should
be deployed. One of the easiest ways 1o
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destroy a productive team is to overuse
it or use it when it is not appropriate to
do so.

Participation in decision making. One of
the best ways to encourage teamwork
is to engage the members of the team in
the process of identifying the challenges
and opportunities for improvement, gen-
erating ideas, and transforming ideas
into action. Participation in the process
of problem solving and decision making
actually builds teamwork and improves
the likelihood of acceptance and imple-
mentation,

Team spirit. Effective teams know how to
have a good Hme, release tension, and
relax their need for control. The focus at
times is on developing friendship, engag-
ing in tasks for mutual pleasure and
recreation. This internal team climate
extends beyond the need for a collabora-
tive climate.

Embracing appropriate change. Teams
often face the challenges of organising
and defining tasks. In order for teams
to remain productive, they must leamn
how o make necessary changes to pro-
cedures. When there is a fundamental
change in how the team must operate,
different values may need to be accom-
modated. Productive teams learn how to
use the full spectrum of their members’
creativity.

Challenges to Watch for with Teams

There are many challenges to the effective
management of groups. We h’we all seen
groups that have ‘gone wrong.” As a group
develops, there are certain aspects or guide-
lines that might be helpful to keep them on
track. Hackman {1990} has identified a num-
ber of themes relevant to those who design,
lead, and facilitate groups. In examining a
variety of organisational work groups, he
found some seemingly small factors that if
overlooked in the management of teams will
have large implications that tend to destroy
the Lapabjhh, of a team to function. These
small and often hidden ‘tripwires” to major
problems include:

Group versus team. One of the mistakes
that is often made when managing
groups is to call the group a team, but
to actually treat it as nothing more thana
collection of individuals. This is similar
to making it a team ‘because I said so.” It
is important t© be very clear about the
underlying goal structure. Organisations
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are often surprised that teams do not
furction too well in thelr environment.
Of course, they often fail to examine the
essential mgredlont of competition in
theijr rating or review process. Feople
are often asked to perform tasks as a

team, but then have all evaluation of

performance based on an individual
fevel. This siluabion sends conflicting
messages, and may negatively effect
team performance.

Ends versus means. Managing the source
of authority for groups is a delicate
balance, ?ust how much authority can
vou assign o the team to work out its
own issues and challenges? The end,
direction, or outer limit constraints ought
0 be specified, but the means to get there
ought to be within the authority and
responsibility of the group. Teamwork is
often under-utilised because the desired
ends are unclear and unqpeciﬁcd As a
resull, teams are often given too much
guidance on the means (the how) rather
than sufficient emphasis on the ends (the
what and why).

Structured freedom. His a major mistake to
assemble a group of people and merely
tell them in general terms what needs to
be accomplished and then let them work
out theit own details. At times, the belief
is that if groups are to be creative, they
oughl not be given any structure. If furns
out that most groups “would find a little
structure quite enabling, if it were the
vight kind, Groups g,cmrallv need a well-
defined task. They need to be composed
of an appropriately small number o be
manageable but large enough to be
diverse, They need clear Hmits as to the
group’s authority and responsibility, and
they need sufficient freedom to take
initiative and make good use of their
diversity.

Structures and systems. Often chailenging
team objectives are set, bul the organis-
ation fails to provide adequate support
in order to make the objectives a reality.
In general, high performing teams need
a reward system which recognises and
reinforces excellent team performance.
They also need access to good guality
and adequate information, as well as
training and educational support. Gooed
team performance is also dependent on
having an adequate level of material and
financial resoutces to get the job done.
Assumed competence. Many organisations
have a great deal of faith in their selection
systems. Facilitators, and others whe
manage groups, cannot assume that the
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group members have all the competence
they need to work effectively as a team,
simply because they have been selected
to join any particular organisation. Tech-
nical skills, domaibn-relevant expertise,
and abilities often explain why someone
has been included within a group. These
are often not the only competencies
individuals need for effective team per-
formance. Members will undoubtedly
need explicit L{)&Chll‘l%} on skills they need
to work well in a team. Coachmc and
other supportive interventions are best
done during the launch, at a natural
break in the task, or at the end of a
performance or review period. It appears
that the start-up phase is probably the
most iaportant time-frame to provide
the necessary coaching or training.

Teamwork and Goal Structures

There is very clear evidence that if teamwork
is desired, then goals that are competitive or
mdividualistic should be avoided (Johnson,
Maruyama, Johnson, Nelson & Skon, 1981}
Groups can be structured so that they will
co-operate, compete, or act individualistically
{Deutsch, 1949; johnsan & fohnson, 2000}

individualistic goal structures are those
where there is no relationship among group
members’ goal attainments. Group members
perceive that obtaining their goals is un-
related to the goal achievement of other
members of the same group. An individual’s
success in swimming fifty yards, for example,
is unrefated to whether anvone else swims
fifty vards or not. When working within
individualistic goal structures the interaction
among group members is Hkely to be charac-
terised as non-related to work, unnecessary,
or even as a distraction to accomplishing the
tasks at hand. There is really no perceived
need for interaction.

Competitive goal structures exist when
there 15 a negative relatmn*;hlp among group
members’ goal attainments. Group membem
perceive that they can obtain their goals only
if the other members, with whom they are
competitively linked, fail to obtain their goal.
When one runner wins a race, for example, all
other runners in that vace fail to win. When
the goal structure is competitive; interaction,
communicalion, and information exchange
among group members can often be mislead-
ing or threatening. Group members do not
utihse each others’ resources. Competitive goal
slructure also brings increased fear of failure,
low trust, evidence of win-lose conflict and high
emotional involverment in and commitment to
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productivity by the few members who have a
chance “to win,” There is a tendency © avoid
risk-taking and divergent thinking.

Co-operative goal structures exist when
there is a positive relationship among group
members’ goal attainments. This happens
when group members perceive that they can
achieve their goal it and only if the other
members with whom they are co-operatively
linked obtain their goal. When a team of
climbers, for example, reaches the summit of
a mountain, the success is experienced by all
members of the team. [n groups with co-
operative goal structures, interaction among
members is characterised by effective com-
munication and exchange “of information,
facilitation of each others” productivity, help-
ing, and sharing. (ﬂ.’oup members use each
other’s resources. The climate is characterised
by high acceptance and support among
members, high trust, decreased fear of failure,
and a problem-solving orientation to conflict.

People working within teams perform
better when they are structured for co-
operative and collaborative work, In short,
productivity increases. Promoting teamwork
within groups is not metely a mabter of
warm-ups, fun and games, or team-building
exercises. Seeking co-operative goal struc-
fures and organising for effective teamwork
is best done upon the foundation of a key
philosophy. One of the best writers and
thinkers about this area is Greenleal (1977)
on the servant as leader. His basic premise is
that a leader seeks first to serve. It is just this
atfitude that establishes a cotlaborative envir-
onment with which co-operative goal struc-
tures are likely to flourish. This philesophy
has been recently linked to creative leader-
ship {Treeman, Isaksen & Dorval, 2002).

The Climate that Promotes Creativity

Scholars have contributed a great deal to our
undu&tandmg of climate (Litwin & Springer,
1968; Pavne & Pugh, 1976; Schneider, Brief, &
Guzzo, 1996; Tagiurt & Litwin, 1968}, Some
scholars have lmkcd their study of climate to
creativity {Amabile, Conti, Coon, Lazenby &
Herron, 1996; Talbot, Cooper, & Barrow, 1992;
Turnipseed, 1994),

Ekvall has also researched the organis-
ational cimate conducive to innovation and
growth (Ekvall, 1983; Ekvall, Arvonen &
Waldenstrom-Lindblad, 1983; Elkwall, 1987;
Exkwall, 1991; Eksall, 1996; Fkwvall, 1997), and
his work has been translated and validated
for use in North America (Cabra, 1996; Isaksen,
Lauer & Ekvall, 1999; Lauer, 1994; Sobieck,
1996; Speranzini, 1997).
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Similar to other organisational psychol-
ogists (Pettigrew, 1990; Schneider & Gunnar-
son, 1991}, Fkvall has differentiated the
concepts of climate and culture. Ekvall
(1991} defined chimate as the observed and
recurting patterns of behaviour, attitudes,
and feeli mga that characterise life in the
organisation. Culture reflects the deeper
foundations of the organisation. Culluyre
includes values, bcligfs history and tradi-
tions. According to this distinction, cultuze
provides the foundation for patterns of
behaviour that are more readily observed,
deseribed, and changed. These patterns of
observed behaviour, along with many other
variables {e.g., management, leadership, organ-
isational size and structure, etc), help to
establish the climate within the organisation.

The concept of climate may be separated
mto fwo distinct, but cnmpiem@n{ary, con-
structs commonly referred to as psychological
and orgpam&»atl{mal climate depending on the
unit of analysis ( James, ]ameﬂ. & Ashe, 1990),
Psychological climate is the cognitive ap-
praisal bv an individual of environmental
attributes in terms of their acquired meaning
and personal values to the individual, When
individual appraisals are aggregated, based
on the belief that individuals in an organisa-
tion have a sense of shared meaning, the
result is referred t0 as organisational climate.
As an attribute of an organisation, organ-
isational climate has been identified as a
productive construct to utilise in preliminary
and sustained organisational diagnosis for
development or improvement efforts,

Climate is an intervening variable that
nfluences organisational and psychological
processes which, in turn, influence the overall
productivity and well-being of an organisa-
tion. Climate influences, and is subsequently
influenced by, the ouicome of organisational
operations. Climate affects organisational
productivity and well-being by influencing
organisational processes such as problem
solving, decision making, communicating
and conrdmatmg}, the individual processes of
learning and creating, and levels of motivation
and commitment. A number of factors affect
chimate {(e.g., the larger external envirornment

within which the organisation operates, the

resources available within the organisation,
s strategic positioning and architecture as
well as its culture and leadership practices).
As such, climate is an important variable in
understanding organisational performance
and change (Burke & Litwin, 1992; Schneider,
Brief & Guzzon, 1996).

Ekvall has accumulated a great deal of sup-
port for his approach to measuring climate
through his own Held research with colleagues
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and doctoral students, as well as his con-
sultancy experiences in organisational psy-
chology. As a result of this sustained program
of research and practice, Ekvall has demon-
strated that his method of assessing climate
cie_ariy discriminated ‘stagnated’ from “inno-
vative” organisations {H«:\aﬂ 1996). Ekvall's
colleagues and students were able fo make
independent assessments of the degree to
which each of the 30 international organisa-
fions was innovative. The organisations in the
studies were assessed on thetr ability to bring
nevel products or services to the marketplace,
This assessment inchuded both technical and
market novelty. Those that were able to put
many new products and services through
their systems were labeled innovative. Those
who had extreme difficulty, or simply could
not produce new products or services, were
called stagnated. Clear and significant differ-
ences on the scores were ohqewabie between
the stagnated and innovative organisafions on
the dimensions designed to measure the
creative climate.

The following nine dimensions have been
found to effectively discriminate the degree to
which a climate supports creativity, The
dimensions have been derived on the basis
of Ekvall's extensive validation with organis-
ations, and our own work to translate, extend,
and validate the measure we utilise {Isaksen
& Kaufmann, 1990); Isaksen & Lauver, 1999;
Isaksen, Lauwer, Ekvall & Britz, 2001; Lauer
& Isaksen, 2001; Launer, Isaksen & Dorval,
1996).

Challenge and Involvement means the
extent to which teams are given oppor-
tunities to get involved in the daily
operations, long-term goals, and visions
of the organisation. When there is a high
degree of challenge and involvement
team: members feel motivated, energised,
and committed to making contributions,
The climate is dymmic, electric, and
inspiring. Team members find their work
to be personally fulfilling and mean-
ingful to their team and organisation. In
the opposite situation, team members are
not engaged and feelings of alienation
and apathy are present. The team lacks
direction, members lack interest in their
work and interpersonal interactions
within and without the team are dull
and histless.

Freedom refers to the degree that teams can
take initiatives or are at liberty to act
without constantly referring to higher
authorities or ‘rule books’ for decisions.
The tearn members exhibit independence
in behaviour and the team is given the
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autonomy and resources to define much
of their work, Team members are pro-
vided the opportunities and take initia-
tives to acquire and share information
about their work. In the opposite climate
tearns work within strict guidelines and
are not allowed to take initiative. Team
members carry out their work in pre-
scribed ways with little room to redefine
their tasks.

Trust and openness refers to the degree of
emotional safety in relationships. When
there is a high degree of fust, team
members trust one another and feel ‘safe’
enough o be open and honest with their
colieagues, in the spirit of constructive
relationships, Team members are genu-
inely open and frank with one another,
They count on each other for professional
and personal support. Team members
have a sincere respect for one another
and give credit where credif is due
Where trust is missing, team members
are suspicious of each other, and there-
fore, they closely guard themselves, their
plans, and their ideas. In these situations
team members find it extremely difficult
to openty communicate with each other
and function as a team.

Idea time is the time the team takes off to
generate new ideas or consider the merits
of existing ideas and opportunities. In
the high idea-time situation, possibilities
exist to discuss and test suggestions not
included in the task assignment. There
alse are opportunities fo fake the time to
explore and develop new ideas. Flexible
timelines permit team members to ex-
plore new avenues and alternatives. In
the reverse case, every minute is booked
and specified. The time pressure makes
thinking outside the instructions and
planned routines impossible.

Playfulness and humour refers to the
amount of spontaneity and levity dis-
played within the team. A professional,
vet relaxed atmosphere where good-
natured jokes and laughter occur often
is indicative of this dimension. Team
members can be seen having fun within
the feam and at work. The climate is seen
as easy-going and light-hearted. The
opposite climate is characterised by

gravity and seriousness within the team,
The atmosphere is stiff, gloomy and
cumbrous. fokes and laughter are ve-
garded as improper and mtolerabk‘

Conflict means the presence of personal
and emotional tensions within the team
and between team members. When the
level of conflict is high, team members
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dislike and may even hate cach other.
The climate can be characterised by “inter-
personal warfare” Plots, traps, power
and territory struggles are usual elements
of team functioning. Personal differences
yield gossip and slander. In the opposite
case, team members bhehave in a more
mature manner; they have psychological
insight and control of impulses. The team
welcomes, accepts and deals effectively
with diversity. Conflict is the only nega-
tive dimension, for which a lower score is
genetally better,

Idea Support refers to the ways new ideas
are considered, taken up or advocated
by the team. In the supportive climate,
ideas and su zoestions are received in an
attentive and professional wav by team-
mates. They listen to each other and
encourage initiatives. Possibilities for
trying out new ideas are created within
the team. The team’s atmosphere is
constructive and pomlne when consider-
ing new ideas. When idea support is low,
the automatic ‘o’ is prevailing within
the team. Fault-finding and obstacle-
raising are the usual styles of responding
10 ideas.

Prebate is the occurrence of encounters and
disagreements between viewpoints,
ideas, and differing experiences and
knowledge within the team. Conflict
relates to personal tension while debate
is related to idea-tension. In the debating
team all the voices of team members are
heard and they are keen on puflting
forward their ideas for consideration,
and thelr merits are openly debated and
resolutions reached., Where debate is
missing, team members follow awothori-
tarian pattetns and procedures without
questioning them or exploring alterna-
fives.

Risk-Taking refers {o the degree to which
the team can tolerate ambiguity and
make decisions with some uncertainty.
Team members are prepared o live with
the potential negative consequences. In
the high risk-taking case, teams take bold
inifatives even whent the outcomes are
unlnown, Teams and team members feel
as though thev can “take a gamble’ on
ideas. They will often ‘go out on a limb’
to put an idea forward. In a risk-avoiding
climate there is a cautious, hesttant men-
tality within the team. Team members
will lack decisiveness, try to be on the
‘safe side” and often ‘sleep on the matter.”
They may set up commitiees, defer
decisions to other teams, and cover
themselves in many ways.
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Previous research with the SO used the
organisation (Lauer & Isaksen, 2001} as the
unit of analysis, Al of our previous studies
regarding these dimensions have been con-
ducted with individual psychological climate
as the unit of analysis {Isaksen & Kaufmann,
1990: Isaksen & Lauer, 1999; Isaksen, Lauer.
Ekvall & Britz, 2001}, This study represents an
initial attempt to use teams as the unit for
C{)mparlson.

Method

The data were collected as a part of a distance
learning workshop within a large global
professional services firm that was led by
the lead author from a site in Baltimore,
Maryland USA. This sample was chosen
because those providing a variety of profes-
sional consulting services to a diverse kind of
organisation would provide a broad lens for
this initial study. The workshop was called
“Teamwork for Innovation” and was one of a
series of workshops offered within the pro-
gram, The participants in the study were ali
enrolled in this series of workshops as a part
of their own interest in developing their
leadership and management skills. The 170
participants were all managers in the firm,
They had at least three to five years experi-
ence and all elecled o pa.rtzmpate in this
module. They came from 23 locations in
North America including Boston, New York,
Miami, Toronto, Tampa, and Atlanta.

A set of nine queshions {see Appendix A)
was designed to summarise the key behavi-
ours described in the dimensions above,
Participants used the same set of nine ques-
Hons for two different tasks. One asked them
to recotlect their most creative team experi-
ence, and the other asked them to recall their
least creative team experience. A tenth open-
ended item was included to ask what factor
the respondent thought was most important
or detrimental 1o the success of the team.

Before they were given a description of
chmate, or any of ihe dimensions outlined
above, the parficipants were invited o re-
spond nominally to the nine closed-ended
questions after identifying the most creative
team they have experienced. The definition
provided to them regarding the most creative
team was one that produced something that
was: new, unique, or original; valuable,
relevant and useful; and accepted, produced
results, and made a positive impact. In
addition, they were asked to write a narrative
response to the question: What do you think
was the most important tactor accounting for
the team's success? The distance learning
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technology allowed the presenter to know the
number and percentage of respondents for
every question,

After 90% of the participants completed
their responses to the above questions, they
were requested 0 respond nominally to nine
additional closed-ended questions about their
least creative team experience. The least
creative team was described for them as one
that produced something that was: well within
previous practice or standard, where they
‘teinvented the wheel’; useless or valueless;
and was rejected or produced very little or
no impact. They were also asked to respond
0 an openvended question that asked them to
identify the most significant barrier hindering
the team’s success,

Participants could choose a number for
each of the sets of nine questions that ranged
from zera to three. Assigning the number
zero meant that they did not observe the
dimension at all. (szmu a feam the number
one signified that they (}bser\ ed a dimension
to some extent. Two meant that the dimension
was fairly applicable. Three signified that
they observed the dimension very often. Each
parhc;pant was able to read each of the two
sets of nine questions on their own personal
monttor and select a number indicating their
assessment of the frequency of the behaviour
described in the dimension. All quantitative
responses were electronically conveyed to the
distance learning provider and the results
were aggregated and recorded. All narrative
responses were also efectronically communi-
cated and swmmarised by the provider.

The comments were transcribed onto one
master hst and numbeved for future refer-
ence. The first Hst included all the factors of
success and the second, all the barriers

identified by the participants. Each list was
analysed separately to identify key themes.
The themes were identified on a separate list
and all comments were placed into a theme,
The work on themeing the tesponses contin-
ued until all comments were inciuded. Each
list was then given to a second reviewer and
were checked by having another reviewer in-
dependently place each conument into a theme.
There was 97% agreement of fit and the few
comments that did not agree provided addi-
tional clarity of definition for the theme.

Since there were no controls to ensure that
all participants completed all questions before
proceeding, a different number of responses
were collected for each of the two sets of nine
guestions, As a result, averages were used
for comparison purposes, In addition, some
participants provided more than one re-
sponse to the narrative questions, and others
chose not fo respond at alll All parrative
responses were recorded separately as factors
for success and barriers. These responses
were then themed using content analysis and
were validated by two md&pendent raters with
a Y7% agreement with the themes.

Results

The quantitative comparisons between the
most and least creative teams are presented in
Table 3.

Significant differences were observed on all
nine mean scores {see Table 4). These results
were consistentt with results of the Isaksen,
Lauver, Ekvall & Britz 2001) 500 study of
individual percephions of their best and worst
case experience in a job. They are also con-
ststent with a SOQ) study by Isaksen & Lauer

Fable 3. Averages of the Most and Least Creative Team Responses
Dimension Most Creative Team Least Creative Team
Experience Experience
Challenge & Involvement 26l 1668
Freedom 202 114
Trust & Openness 253 88
Idea Time 227 65
Playfulness/ Humor 235 77
Conflict 27 123
Idea Support 218 70
Debate 231 83
Risk-Taking 20 65
N=154
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Table 4. Tests of Significance on the Most and Leasi Creative Team Responses

Dimension

Statistical Significance

Challenge & Involvement
Freedom

Trust & Openness

Idea Time
Playfulness/Humor
Conflict

idea Support

Pebate

Risk-Taking

p<.01
p=<.05
p<.001
p<.01
p<.01
p<.001
p<.01
p<.01
p<.01

W=154

{2001} that explored the individuals percep-
tion of perceived support for creativity. These
previous studies used the individ ual level of
arnly%l‘-} as the unit for comparison, while this
is the first study using teams.

These quantitative results are consistent
with the previous research with the S0Q
using both an individuaal and organisational
unit of analvsis. The main themes derived
from a qualitative analysis of the 330 narra-
tive comments received by the 160 subjecis
are summarised as:

Interpersonal Dhynamics. The more creative
teams had the ability to work together
without major conflicts in personalities.
There was a high degree of respect for
the contributions of others. Communica-
tion was characterised by "The willing-
ness of team members to Hsten o one
another and honowr the opinions of all
team members.” Members of these feams
reported that they knew their roles and
responsibilities and that this provided
freedom to develop new ideas. In the
least creative teams there was an ‘un-
willingness fo communicate with one
another because people did not make the
effort to understand each other.,” There
were Instances of antmosity, jealousy, and
political posturing,

Energy and Motivation. The more creative
teams ‘played hard and worked even
harder.’ Team members enjoyed contribut-
ing and celebrated their accomplishments.
‘Al team members were motivated o do
the best job possible in reaching the end
goal, 50 evervone was willing to pitch in
to get the ;ob done.” There was a high
degree of enthusiasm and commitment to
get the job done. On the least creative
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teams there was a lack of motivation.
There was a lack of initative, ideas, and
foliow through on %ugge%tlon-, The least
creative teams had a ‘lack of motivation
and the inability to recognise the value
provided by the end result.’

Openness. The most creabive teams had an

environment that encouraged new ideas
and allowed the development of new
ways of working. ‘No matter what the
disagreements, we all knew that we had
to brmg our ideas tagether to get the job
done.” Everyone felt comfortable discuss-
ing ideas, offering supgestions because
"...ideas weze received in a professional
and attentive manner...people felt free
10 brainstorm t© improve others' ideas
without the authors’ feelings getting
hurt. [n the least crealive teams new
ideas were not attended o or encouraged
because ' .. individuals placed their own
priorities before the teams'. They were
characterised by not being able to discuss
multiple solutions to a pmbiem because
team members couldn’t Iisten to any
opinion other than their own. In these
teams, members were ‘... expected to
follow what had always been done and
finish as quickly as possible.

Leadership. In the most creative teams the

“...leader led by example, encouraging
new jdeas and sharing best practices,’
Leaders provided clear guidance, support
and encouragement, and kept everyone
waorking to‘retiwr and moving forward.
Ieader« aiso worked o obtain support
and rescurces from within and outside
the group. In the least creative teams,
the leader ‘... created a situation where
everyone was confused and afraid to ask
questions.” Leaders tore down penpie's
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ideas,” ‘set a tone of distrust,” and “stifled
others who had tdeas and energy to
succeed.” They .. . kept all control, but
took no action,”

Focus, Direction, and Goals. The most
creative teams had clear and common
woals, “The most important factor ac-
counting for my team'’s creative success
was, undoubtedly, each member’s drive
to attain the end goal, knowing the
benefits thal would be derived from the
results,” The goals were clear and com-
pelling, but also open and challenging,
The least creative teams had conflicting
agendas, different missions, and no
agreement on the end result. ‘Everyone
did their own thing without keepmg.} in
mind the overall ob]ectwe that the group
was charged to achieve.” The tasks for
the least creative teams were tightly con-
strained, considered routine, and were
overly structured.

Trust. The most creative team members
trusted each other, promoted open and
honest communication and supported
each other’s views, "The most important
factor for the success of the team was the
overwhelming trust we had for each
other, both personal and work-related.”
In the least creative teams there was
... Absolutely no trust among team
members. Everyone was suspect of some-
one’s underlying motives.’

Diversity of skills and experience. The
most creative teams recognised the di-
verse strengths and talents and wused
them accordingly, ‘Each individual
brought a cornucopia of experience and
insight. All of this, together with the
desire to meet the end goal was the key to
success.” The least creative teams had
inadeguate skill sets and were unable to
effectively ufilise their diversity.

The themes derived through qualitative analy-
5i% are consistent with much of the literabure
regarding effective teamwork and contain
characteristics that respond to tripwires and
goal structures,

Summary and Conclusions

The significant results reported on the basis of
well over one hundred different team experi-
ences indicate that there are clear and mean-
ingfully distinct climates for creative ieam
performance. The results of this study were
alse consistent with previous l.eacarch on
creative climate and the literature on small
group effectiveness.
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There are many implications for those who
lead and manage organisations, One of the
most import&nt is that teams requiring cre-
ativity in order to pursue their tasks need to
attend to the dimensions of the creative
climate, as well as the factors derived from
the narrative comments. Attending to these
ingredients of creative team climate is a
function well suited for the leader or facili-
tator of the group. This facilitation and
leadership must be done in such a way that
it establishes, nourishes, and maintains a
climate that is appropuiate for the team to
succeed. There is more than sufficient litera-
ture to support this facilitative kind of leader-
ship within teams {Isaksen, 2000).

The study does have some limitations that
need to also be identified. The first is that
the resulis are based on the internal self-
perceptions of the respondent and these were
not observed or validated by an outside
source as being either a creative or non-
creative team. The use of a virtual platform
for the collection of the responses to the ques-
tions is also a concern because there were
time limiis for the completion of the questions
and not every participant completed the
guestionnaire,

Our observations from completing this
study suggest manv productive areas of
further inquiry in this area. First we suggest
that future researchers uvtilise the entire 500
to ensure that the questionnaire used is
refiable and has support for its validity. We
would also recommend that intact work
teams be used and that external measures of
creative productivity be used. A final recom-
mendation that we have focuses on the fadli-
tation and leadership abilities of individuals
in the team. Our observations from the field
have been that teams confaining individuals
wha have facilitation and leadership skills are
more gfficient, effective and creative than feams
which are lacking these skills (Bradford, 1976;
isaksen, 1986). A study of teams that controls
for these variables could lead to some empirical
support o our g‘enerai observations.
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Appendix A: Situational Outlook
Questionnaire Sample Questions

1. Most people on this team were highly
motivated and committed o making
contributions in accomplishing the pur-
poses and goals of the team.

. People on this team define much of their
own work and frequtnﬁv took indepen-
dent initiatives to acqulre information,
make decisions, and plan.

3. People on the team trusted each other,
were apen and honest, and count on each
other for personal support.

4. People on this team took the time to
consider and test new ideas and ways of
doing things.

5. People on this team had fun doing work.
There was a great deal of good-natured
joking and laughter.

6. People on this team often set traps for
each other and engaged in territory
struggles, gossip, and slander.

7. New ideas were received in an altentive
and professional way by bosses, peers,
and others, People tistened, encouraged,
and tried new ideas here.

8. People on this teamn discussed and con-
sidered opposing opinions and a diver-
sty of viewpoints.

9. People on this team feel as though they
can go out ont A Hmb and be first to put an
idea forward. They tolerated uncerlainty
and ambiguity.

16. What do vou think was the most im-

portant factor for the team’s success?
{Please write your answer)
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