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Shared Leadership and Creativity in Teams: Moderating Role of Team Engagement

Ariba Ramzan?, Nayyra Zeb?, Sana Mukhtar3, Sajid Mushtag?, Irfan Igbal®
Abstract
Complementarity between the traits of the team's leader and members aids in encouraging shared leadership in teams
and improving creativity. By employing social learning theory, this research explores the role of shared leadership in
promoting creativity in teams. To test our model, we collected data from 300 members of 30 teams. Results revealed that
shared leadership is positively associated with team creativity and team autonomy mediates the relationship between
shared leadership and team creativity. Moreover, team engagement moderates these relationships. This paper also
discusses the theoretical contributions, practical implications and potential future directions of our findings.
Keywords: Shared leadership, Team engagement, Team Autonomy, Team creativity

1. Introduction

Whenever we talk about a team, the word “leadership” definitely discusses as an important agenda point. A team should
have a leader to lead toward a specific goal where quality leadership is a needy thing to make the teams effective.
Leadership was viewed as an important topic of study in 20™ century, and as a result, leadership theory predominated.
The philosophy of leadership, which was founded on the notion that the leader is born with certain leadership skills that
enable him or her to lead, was the reason behind concentrating on a single individual (Stojanovic-Aleksic 2016). Such
comprehension promoted the idea that a person cannot acquire leadership abilities; rather, a leader must be born with
them. Later hypotheses supported the idea that certain people lead teams naturally were proposed on the basis of this
understanding. The difficulty of addressing complicated circumstances in a time of fast technological development have
also increased with the tendency towards employing teams to accomplish corporate goals. It came to the realization that
a single person's abilities are insufficient to meet these tasks. Since it was exceedingly impossible for a single person, a
formal leader, to carry out all the leadership duties in the current complex working environment of businesses, even if
he or she had significant knowledge and competence in a particular field. As a result, the researchers' focus changed to
alternative leadership strategies in an effort to help businesses overcome their problems. SL is an emerging technique
that scholars have specifically identified as part of a rising trend in study on alternative leadership styles. This strategy
made it possible for team-based businesses to function efficiently by utilizing the variety of abilities that each team
member had (Sweeney, Clarke, and Higgs 2019). The notion of SL has recently been popular in leadership literature,
and several studies, meta-analyses, and reviews have been done. The definitions of SL have been introduced to many
academics. For instance, with this method, all team members actively participate in decision-making and power sharing
rather to having a chosen official leader (Wu and Cormican n.d.). Similar to SL, which is an emergent team phenomenon,
all team members share leadership and influence responsibilities. In a similar spirit, it has also been defined as a situation
when a team rather than just one person exercises collective leadership power.

Although scholars have been interested in SL for the past 20 years (D’Innocenzo, Mathieu, and Kukenberger 2016) and
have contributed significantly up to this point, with the majority of them focusing on the antecedents and the performance
outcomes, there has yet to be a developed a unified theoretical framework to explain the effects of shared leadership (Zhu
et al. 2018). While most scholars concentrated on defining shared leadership, interpreting terminology, and tracing the
history of the SL method, some of them made contributions by assessing the degree to which each team member
contributed to the success of the whole group. As a result of the implementation of shared leadership, team effectiveness,
trust-building, performance improvement, and effective decision-making have also been investigated. But the issue is,
would these results not have been attainable under the guidance of a formal leader? Before the SL strategy, why weren't
organizations meeting their production targets or finishing their projects? What impact does SL have on the workplace
if all of these things are true? Based on these unanswered questions, this study was done to investigate the unusual,
unattended performance results that existed prior to SL style. In order to deal with difficult circumstances, businesses
used this strategy to promote team members' active engagement in information sharing, decision-making, valuable inputs,
and original solutions. This strategy was only made feasible by instilling a feeling of ownership in the team members.
The purpose of this study is to analyze the SL as a motivating factor to increase team creativity in order to exploit it as a
long-lasting competitive edge over competitors. Shared leadership is one of the most crucial factor related with creativity
(He et al. 2020). When all the team members will involve in planning, organizing, directing and decision-making process
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then they definitely shared the creative ideas to tackle the situations in a good way. As noted above about recent
technological developments and rapid changings in work environment, organization face complex situations where a
team work required to take up and resolved such situations by using the creative skills of team members. Consisting with
creativity, it only come when an employee feels the freedom on job. One basic assumption of creativity is, the employees
will not be punished on an unsuccessful attempt but will be rewarded for trying (Yang and Ok Choi 2009). Although, a
few researches have been taken out on such relation of SL and team creativity but still there is a need to bridge the gap
in this very important area of research. By considering said gap, this study will explore such relation by proposing the
SL as an antecedent of team creativity. While proposing the such relation, the question also arise that what factors can
motivate team members to use their creative skills? In connection with respond to the raised question, outlined
assumption can quite helpful. Because a member of team will only use his creative skills when he will not a fear of
punishment and he has the autonomy to use such skills in a specific situation. If he is not autonomous to take a decision
then creativity in a team member cannot grow. Therefore, autonomy is the basic psychological need to do some unique
or extraordinary.

The Autonomy of work refers to the level of freedom and independence an individual has in completing their work tasks.
This includes the ability to make decisions about how work is done, when it is done, and what approach is taken to
complete it. Autonomy can have a significant impact on job satisfaction, as individuals who have greater autonomy often
feel more engaged and motivated in their work (Suéarez-Albanchez et al. 2022).However, autonomy is not a one-size-
fits-all concept, and what works for one person may not work for another. Some individuals thrive in an environment
with a high degree of autonomy, while others may feel overwhelmed or uncertain without more direction. This is why
the team autonomy considered as the key characteristic of team work.

Drawing upon the self-determination theory we considered team autonomy as potential mediator in outlined proposed
relation of SL and team creativity where team autonomy will act as a psychological need of activating the creativity in
team (Bandura and Kavussanu 2018). We argued that when the members will feel autonomy in their work and decisions
then they will take decisions independently and not hesitate to apply the creative solutions and share the useful
information with colleagues. Hence more autonomy in decisions will leads more creativity in teams. We further added
that the sense of autonomy will give the confidence to team members and they will feel an ownership and independence
to apply the changes. Consequently, creativity will make the difference and desired outcomes of SL adoption can be
acquired. More specifically we proposed this mediated relation by considering a unique contribution in existing literature.
Because as per out best knowledge team autonomy as mediator not studied yet to investigate its mediating effect in such
proposed relation.

Nexus to above, whenever we proposed a relation in situational variables some boundary conditions are a must in which
such relations work. We raised a question with aim to further investigate that if organizations are pursuing the shared
leadership style by avoiding the unity of command and giving an autonomy to team members in their work but they are
not fully engaged with their work then team creativity will remain present and useful to tackle the complex situations?
Because the team engagement in such relation will mandatory to gain the desire outcomes of powers delegation.
Engagement is actually a motivational construct that comes with intrinsic motivation to do something. It is actually a
work-related state of mind that allow you to concentrate on your work with full zeal and zest. On contrary, the absence
of this motivational construct can create problem in achieving desired outcomes. In same vein, team engagement is
referring to the collaborative involvement of team members in order to accomplish the given task. It is a state of
motivation level upon that members emotionally connected with teammates and are cognitively vigilant (Guchait 2016).
Keeping in consideration the role of team engagement we proposed it as boundary condition of team autonomy and team
creativity.

2. Theoretical Framework and Hypothesis Development
2.1. Shared Leadership

Ample researches on conventional leadership have mostly considered the role of formal leader and his influence on
followers. These researches conceptualized leadership as a downward hierarchical influence process in which a team
influenced by a single individual i.e., leader. This paradigm was a prominent and common agenda point of leadership
literature for many decades. Since 1990s, scholars turned the stone and challenged this mind set by arguing that the
leadership is not the property of any individual nor it comes with a person by birth but it can be distributed among team
members on the basis of their skills and expertise in that specific area. Pursuant to this notion of leadership approach the
members can exert the leadership influence and enhance the knowledge sharing practices at work place by supporting
and providing guidance to one and each other (Zhu et al. 2018). For example, a member may expert in one skill and can
be play the leadership role in such domain more effectively as compared with a formal leader. The theme behind SL
approach was handling the complex tasks by using skills and expertise of all the members of a team and it will only
possible when the members feel ownership and importance. This was actually the point that later on proved the shared
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leadership as a very important leadership approach. Shared leadership is a concept that has gained significant attention
in the field of organizational behavior and management (D’Innocenzo et al. 2016). The idea of shared leadership refers
to a process where leadership responsibility and influence are distributed across a team or group, rather than being
centralized in a single individual. This approach allows for a more collaborative and participatory leadership style, with
the aim of improving team performance and outcomes.
Research on shared leadership (He et al. 2020; Stojanovic-Aleksic 2016; Sweeney et al. 2019; Wu and Cormican n.d.)
has explored a range of topics, including its impact on team creativity and innovation, employee engagement, and job
satisfaction. One study by (Pearce 2004) found that shared leadership was positively associated with team creativity, as
it allowed for a greater diversity of ideas and perspectives to be incorporated into decision-making processes. Similarly,
other studies have found that shared leadership can lead to greater job satisfaction and a sense of empowerment among
employees, as they are given more agency in their work.
At this point, we have argued, based on a study of the relevant literature, that shared leadership provides team members
with the liberty to make their own judgements on their responsibilities, timetables, and other aspects of project
completion. According to (Gagné and Bhave 2011) and (van Mierlo et al. 2006), we came to the conclusion that
individuals require autonomy in order to effectively contribute to the work of a team. Autonomy grants you freedom
while you are on the job. Because according to the self-determination theory, individuals require some form of incentive
in order to engage in constructive activities and collaborate well in groups (Deci, Olafsen, and Ryan 2017)
Hi: Shared Leadership is positively associated with Team creativity

2.2. Shared Leadership & Team Autonomy
Autonomy is the psychological need of human beings to feel a freedom and independency in their behaviors while taking
a decision or doing something else (Imam 2021). It has been reported by (Kaur, Hashim, and Noman 2015) as an essential
need of human’s life for proper functioning of different elements of their lives. It actually derived from the basic human
psychological needs they identified in self-determination theory (Black and Deci 2000). The theory explains the
motivational process start with autonomy that leads toward positive performance outcomes (Deci et al. 2017). Autonomy
has been defined in many ways, like (Stone, Deci, and Ryan 2009) reported it as the experience of acting with a sense of
choice and freedom. In same vein, studies (Fausing et al. 2013; ljaz and Tarar n.d.) have been reported the more
engagement of individuals in work on high level of intrinsic motivation that comes from autonomy at work. For instance,
task assigned to a worker by his supervisor to complete without specifying the fixed way will give an autonomy to worker
for adoption the most suitable way in completing the task. Similarly, a multiple tasks project distribution among team
members on the basis of their skills in a specific task will leads to autonomy to complete relevant assigned task. The
studies conducted on large banks of U.S. revealed the employees with greater needs satisfaction where they have greater
support by their managers in form of autonomy (Stone et al. 2009). We comment that when the psychological need of
an employee will fulfil with autonomy in work then he will deeply engage in work with full zeal and zest. This is actually
the role of autonomy in improving an individual performance. Now, it has been empirically proved that the autonomy is
a sense of motivation that comes in humans with fulfilment of their psychological needs but we again raised a question
at this stage regarding origin of this motivational sense i.e., autonomy. With an aim to investigate the source that can be
a reason of autonomy at work we found the shared leadership (Crevani, Lindgren, and Packendorff 2007) as an approach
that can intrinsically motivate individuals by giving them autonomy in their works.
Nowadays, organizations are dealing with complex projects where multiple skills required to accomplish the projects
(Yang and Ok Choi 2009) and these requisite skills cannot find in a single employee but in team and these days team
work is high on today’s organizations agenda (Leach et al. 2005). Therefore, when you deal with a team instead of an
individual then the things need, they can motivate overall team and consequently team autonomy (Bader 2016; van
Mierlo et al. 2006) has an empirically proved important psychological tool that can provide greater results to achieve
desired outcomes. In this way, a team member who has some specific skills will definitely expect the acknowledgment,
freedom of work, leading in work and deciding the way to proceed in work. When his expectations will meet in form of
motivation, ownership, leadership sharing and autonomy at work then obviously his work performance will increase
dramatically and his contribution in team being a member will mean a lot. Numerous researches (Fausing et al. 2013;
Robert and You 2018) have been explored the relation of shared leadership and autonomy but specifically investigation
of relation between shared leadership and team autonomy studied less in the context that existing study is pursuing. Team
autonomy is different from individual autonomy (van Mierlo et al. 2006). It has also the different outcomes and
consequences. But it found quite helpful in individual work performance (Suarez-Albanchez et al. 2022) and when the
individual work performance of an employee will increase then ultimately the performance of the team enhance. We
argue that the shared leadership enrich the team autonomy by giving the freedom to team members in accomplishing the
tasks. With reference to captioned above, shared leadership create a pattern of reciprocal influence in which when leader
share his powers with subordinates by giving them authority and freedom in their works then in reciprocate they
contribute with more effort to achieve the organizational goals (Imam 2021). Applying this leadership concept in this

74



Ramzanetal....

study we proposed the shared leadership as a driving force to give the expected autonomy to members of the team for
handling complex tasks with greater efficiency. Consequently, this leadership sharing builds an environment of
coordination, trust and mutual understanding among team members in pursuant of shared leadership approach that further
leads to positive performance outcomes. We added that in shared leadership style when tasks and responsibilities divide
among team members then their coordination with one and each other enhanced due to tasks interdependency (Langfred
2005) due to the close relation of the tasks. This interdependency further leads to a number of positive organizational
outcomes i.e., team work (Klasmeier and Rowold 2022), less conflicts, healthy competition, targets achievement and a
sustainable competitive advantage (Jones, Harrison, and Felps 2018). Consisting with our arguments and reviewing the
relevant literature we posit the hypothesis with aim to investigate further for addition of fruitful insights in shared
leadership literature as: -
H»: Shared Leadership is positively associated with Team Autonomy

2.3. Team Autonomy & Team Creativity
Creativity involves the generation of new ideas they can useful for organizations (Liu, Chen, and Yao 2011). It provides
help to find out the most economic solutions of the complex problems in industry. Organizations they commit to align
them with modern trends are very conscious in maximizing their employee’s potential and they design their strategies to
address said commitment. They work to increase the creativity and innovation in employees (Grawitch et al. 2003).
Creativity is an important skill specially in those organizations where problem-solving consider a primary check point.
Creativity in today’s complex work environment is an art that requires a freedom on job so it can be grow (Yang and Ok
Choi 2009) because it can not grow with fear of punishment or disregard on failure. Creativity requires the environment
where employees not punish on trying to do a thing from out of the box actually. While it takes motivation from the
appreciation on trying something better. Creativity is very important tool of organizational performance improvement
while on the other hand it also plays very important role in organizational growth. Therefore, where the organizations
looking an addition of new ideas in their work environment the creativity is growing there very rapidly. Team creativity
is essential to cope with challenges being faced by organizations (Han, Lee, and Beyerlein 2019). Scholars have begun
to explore the way in which team creativity can be useful to enhance the organizations performance (Adeel, Batool, and
Ali 2018; Ali, Wang, and Johnson 2020; de Vreede et al. 2012; Yang and Ok Choi 2009; Bibi & Ali, 2021). Because the
team creativity has both positive and negative antecedents as well as consequences. Ample researches on creativity
(Grawitch et al. 2003; Liu et al. 2011) and team creativity (Harvey 2014; Joo et al. 2012; Phipps, Prieto, and Verma
2012) are the witness of its importance in organizations. Its relation with various antecedents (He et al. 2020; Wu and
Cormican n.d.) and consequences (Gilson and Shalley 2004; Rodriguez-Sanchez et al. 2017) are also the part of literature
while it also been studied with autonomy (Liu et al. 2011; Pattnaik and Sahoo 2021; Yang and Ok Choi 2009) but as per
out best knowledge no study conducted till today by exploring the mediating role of autonomy in team creativity
enhancement. Therefore, to aim with bridge the gap and respond to the call of (Wu, Cormican, and Chen 2020) we
conducted this study by arguing that the team autonomy is a source of motivation for team creativity and it play key role
in the grow of a creative team environment in an organization. We added that when the team will work together with an
autonomy in their works then this freedom of wok will enhance the team creativity because as we noted above the
freedom in work and no fear on failure is actually the key element behind team creativity. In same vein, empirical
researches have been explored the motivation as fuel of creativity (Suwanti 2019; Wang, Kim, and Lee 2016) therefore
we proposed in our framework that the team autonomy is actually work as a sense of intrinsic motivation for team and
play a key role in team creativity. In addition, it also argued that in existence of team autonomy employees feel freedom
on work and they try to introduce more useful ideas they can suit the organization. By considering outlined arguments
and drawing upon the self-determination theory we hypothesize as:
Hs: Team autonomy positively relates with Team Creativity

2.4. Mediating role of Team Autonomy
The current work is discussing about the working relation of shared leadership with team creativity via team autonomy
by proposing that the shared leadership is a trendy approach to leadership that is most of industries are pursuing to take
the advantage of hidden variety of skills in employees by giving them opportunity to portray their skills. Organizations
are using the shared leadership approach to achieve their desired outcomes by understanding the importance of SL in
team creativity. As we highlighted above, shared leadership shifted the scholar’s attention in late 90s toward sharing the
powers among all the employees instead of giving authority to only a single person i.e., formal leader. This shifting trend
entirely changed the work environment of organizations where SL provided opportunities to employees for work with
freedom and without any fear of punishment. In this flexible work environment, employees feel comfort and ownership
to work independently. In result, they engage more actively to participate in decision making and sharing the useful
ideas. Ultimately these ideas and active contribution of employees not only increase the organizational performance but
also very effective for employee’s well-being. Earlier, we discussed the team autonomy as one of psychological need of
employees to work with more satisfaction at work place. Later on, we argued about the benefits of team autonomy in
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form of useful ideas generation by employees upon considering the freedom in work. Now, at this stage we are going to
investigate any potential mediating role of team autonomy in shared leadership and team creativity. Although, autonomy
has been studied in couple of previous studies with different context and variables. For instance, (von Bonsdorff et al.
2015) studied autonomy as an antecedent of company performance. Autonomy connection with shared leadership studied
by (Klasmeier and Rowold 2022). Likewise, (Cordery et al. 2010) explored the impact of autonomy on team performance.
In same vein, mediating effects of autonomy also been explored previously, like (Bandura and Kavussanu 2018)
discussed the mediating role of autonomy and trust in a sports related study. Similarly, (Imam 2021) investigate autonomy
and its relation with shared leadership where knowledge sharing was used as moderator. Consisting with the notion, team
autonomy also been studied in various researches. For example, (Cordery et al. 2010) discussed it with organizational
commitment and company performance. (Bader 2016) explored the relation of team autonomy and team effectiveness in
organizational context. In same way, (Chen et al. 2015) has described the role of team autonomy in new product
development. Team autonomy also studied with shared leadership as moderator in study conducted by (Fausing et al.
2013).
Despite of mentioned considerable efforts to explore the role of autonomy in different areas, the specific relation of team
autonomy as mediator with shared leadership and team autonomy not studied yet and this is actually one of the
contributions that existing study will do by proposing team autonomy as mediator. Pursuant to the self-determination
theory we argue that if autonomy is one of the human psychological needs and it work as an important motivational
element for humans then ultimately it requires some sources to actuate and further perform to provide some benefits. We
argue that the shared leadership can work as a motivational element in fulfilling this psychological need of employees.
Because when a leadership power and authority will share among employees, they will feel equality and inclusion being
an important part of organization. These feelings of ownership will ultimately stimulate them toward perform beyond
the expectations of organization. We discussed above about the need of freedom and a fearless environment to increase
the creativity among employees. We also discussed team autonomy as a sense of freedom for employees that can motivate
them in sharing useful and creative ideas in wider interest of organization. Keeping in view above all arguments, there
was a dire need to investigate the role of team autonomy in shared leadership and team creativity with aim to respond
the call of (Wu et al. 2020) in which they said that the relation of shared leadership and performance outcomes can be
strengthened with team autonomy. Pursuant to above call and drawing upon self-determination theory (Deci et al. 2017)
we posits the following hypothesis for assessing the mediating effect of team autonomy.
H4: Team autonomy mediates the relation of Shared Leadership and Team Creativity

2.5. Moderating role of Team Engagement
Engagement is a term that can be used as an antonym of burnout in employees (Suarez-Albanchez et al. 2022) and if it
will use as opposite of burnout then obviously it also act as anti of the burnout. Engaged employees feel full of energy
and participate more efficiently in assigned tasks being a team member. Several studies proved the significant positive
relation of employees engagement with their work and well-being (Pattnaik and Sahoo 2021). It has been characterized
as a state of satisfaction, dedication and motivation at that level an employee work with full attention and interest.
Although this factor of a person state studied previous in some different areas such like policing, teaching, social work
and health related jobs and less studies in leadership related variables but it has great interference in employees state of
satisfaction when they work in teams (Suérez-Albanchez et al. 2022). Ample studies on different topics in leadership
behaviors are now considering the work engagement as an important phenomenon (Breevaart et al. 2015; Swaroop and
Dixit 2018). Work engagement has been defined in leadership literature as a sense of understanding importance of skills
being perceived by the employee and on the basis of such understanding, they decide to invest their time and energy in
a work. In different studies on leadership, work engagement has been studied differently. Somewhere studies considered
it as mediating variable and investigate its effects as an influencer on outcomes (Zheng et al. 2020) while others studied
it as an outcome variable by influencing from someone (Suarez-Albanchez et al. 2022). Whatsoever, but work
engagement is studying in leadership literature from couple of years ago and numerous studies (Gagné and Bhave 2011,
ljaz and Tarar n.d.) have been explored its contribution accordingly. Team engagement is the form of engagement that
applicable in a team environment. It can be defined as work related motivational and positive state that can be categorized
by team dedication, team absorption and team vigor (Rodriguez-Sénchez et al. 2017). Team engagement has a key role
in team cohesion and performance of the team due to its motivational nature. By taking support from outlined arguments
and referred studies we proposed team engagement as moderator in relation of team autonomy and team creativity. As
discussed earlier, in existence of team engagement all members of the team feel a high level of energy in body and
contribute in team performance by doing their maximum efforts. Similarly, when team autonomy will strengthen the
employees and increase their motivation to grow the creative ideas the team engagement will play a moderating role at
this stage. For instance, team has the autonomy to work with freedom and without any fear but the members are not fully
engaged with their work even with team members then the creativity will still grow or not? In our understanding the
presence of engagement is a must despite of autonomy in work for growing of creativity among team members. In similar
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way, we can say that the useful ideas can not be presented if the employees’ engagement with their work is in trouble.
Previous studies (Albrecht 2010; Freeman et al. 2017; Gilson and Shalley 2004; Guchait 2016) largely been discussed
the importance of employees’ engagement with their work and team members but the context that is under discussion
not considered previously to assess the potential effects of engagement on teams. So that, considering the organizational
need to investigate the moderating effect of team engagement is our agenda point. We contributing in existing literature
by arguing that the team engagement has an influence on the relation of team autonomy and team creativity. In result,
we hypothesize as: -
Hs: Team Engagement will moderate the relationship between team autonomy and team creativity such as relation will
stronger (weaker) on high (low) level of team engagement
2.6. Self-Determination Theory

Self-determination theory (SDT) is a theory relevant with human motivation that comes from the study of intrinsic and
extrinsic motivation (Davis, Bagozzi, and Warshaw 1992). For decades, SDT is addressing the links of motivation,
employees performance and wellbeing in organizations (Deci et al. 2017). This theory specifically suggested that
employee’s performance and wellbeing definitely affected by the motivation that they have to perform their
organizational tasks. This theory was developed after 1980s by Edward Deci and Richard Ryan. SDT gone from several
refinements and resultantly it is using in researches from last three decades (Vallerand, Pelletier, and Koestner 2008).
This theory has contained on three constructs i.e., autonomy, competence and relatedness. This study considered the first
construct of SD theory to investigate its role in relation of shared leadership and team creativity by proposing as an
important motivational factor to mediate such relation.

2.7. Proposed Research Framework

Team
Engagement

Shared
Leadership

| Team Autonomy ————| Team Creativity

Figure 1: Conceptualized Framework

3. Methodology
The purpose of our research was to explain how shared leadership is related with team autonomy, team engagement and
team creativity. Data were taken from team leaders and team members of banking sectors in South Punjab, Pakistan. We
used a sample of 300 employees on 30 teams from different banking sectors. Each sample team engage in different
functions like HR department, finance department and credit departments etc. Convenience sampling technique was used
in current research.
Through emails and phone conversations, researchers asked for the managers of various bank branches to collaborate.
After personally visiting several branches of bank, 30 banks gave their approval. They were informed of the goal of our
study and urged to ensure secrecy and anonymity for the teams of their various branches in order to allow data collecting.

3.1. Measures

3.1.1. Shared leadership
In the shared leadership seven items questionnaire are measured on five point likert scale developed by (Muethel and
Hoegl 2010).“The sample item is “Initiated actions to make the team more effective”.

3.1.2. Team Creativity
Team creativity four items questionnaire are measured on five-point likert scale (1 strongly disagree to 5 strongly agree)
developed by (He et al. 2020). The sample item is “How well does your team produce new ideas”?

3.1.3. Team Autonomy
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Many scholars have tried to develop the scale of team autonomy including (Langfred 2005). The most useful scale, in
my opinion, for the purposes of this research is Breaugh’s (1985). In the team autonomy we used nine items scale
developed by Breaugh’s (1985). The sample item is “The team is able to choose the way to go about its work”.

3.1.4. Team Engagement
In team engagement, items are measured on five-point likert scale. We adopted (Costa, Margarida Passos, and Bakker
2014) nine items scale in this research. Sample item is “at our work, we feel bursting with energy”.

4. Results
Table 1 shows the results of confirmatory factor analysis which indicates the goodness and fitness of model
(x2=1255.667, RMSEA = 0.062, GFI = 0.862, AGFI=0.805,TLI = 0.921, CFI = 0.941).

4.1. Test of Hypothesis
We used a technique drawn by Hayes (2018) and Preacher et al. (2007) to evaluate the whole mediation moderation
model. We tested the complete hypothesized model using the SPSS macro (PROCESS) developed by Hayes (2018). The
PROCESS results for the whole model are presented in table 2.

Table 1: Results of Confirmatory Factor Analysis

Goodness of fit Desirable Range Measurement Model

indices
x2 Nill 1255.667
NC <5 1.45
GFI >0.80 0.862
AGFI >0.80 0.805
RMSEA <0.08 0.062
TLI >0.90 0.921
CFlI >0.90 0.941

Table 2: Direct effects and mediation moderation effects on team autonomy and team creativity

Hypothesis B SE t P
H; 0.4276 0.0601 7.2625 0.0000*

H, 0.2725 0.0732 5.0765 0.0001**
Hs 0.4353 0.0722 4.0893 0.0003**
Hs 0.4654 0.0572 5.0676 0.0002**
Hs 0.2643 0.0743 7.2632 0.0001**

In this research, the first hypothesis suggested direct relationship of shared leadership on team creativity. Research
analysis illustrated that shared leadership was having positive relationship with team creativity (p = 0.4276, se = 0.0601.
t=7.2625, p < 0.01), all these values support the first hypothesis. We measured the effect of shared leadership on team
autonomy and the research analysis exposed that shared leadership was positively connected with team autonomy (p =
0.2725, se= 0.0732., t = 5.0765, p < 0.05). Hence, hypothesis 2 is also supported. The results also reveal that team
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autonomy was positively associated with team creativity (B = 0.4353, se= 0.0722., t = 4.0893, p < 0.05), supporting
hypothesis 3 whereas the result analysis of mediating variable exhibited that there was a mediating effect of team
autonomy on the connection of shared leadership and team creativity (B = 0.4654, se = 0.0572, t = 5.0676, p < 0.05).
Hence, hypothesis 4 is also supported.

The result of hypothesis 5 showed that team engagement moderates in the relationship between team autonomy and team
creativity (B =0.2643, se= 0.0743, t = 7.2632, p< 0.05). Thus, hypothesis 5 is also supported.

5. Discussion

5.1. Theoretical Contributions
This study provides various theoretical contributions. Firstly, it extends the existing discussions in the literature on
leadership and creativity by incorporating shared leadership rather than just focusing on traditional, singular forms of
leadership. This development is crucial because it suggests that leadership responsibilities can be distributed among team
members as a whole (Carson et al., 2007) rather than being concentrated in a single individual (Jiang & Gu, 2017).
Additionally, the increasing prevalence of self-managing teams and flatter organizational structures has highlighted the
potential value of shared leadership (D’Innocenzo et al., 2016).
Additionally, we discovered that highly autonomous teams were more creative and had fewer negative behaviors, which
indicate that the benefits of giving teams autonomy may be wider than previously thought. Our findings highlight the
multifaceted advantages of team autonomy and recommend that team outcomes must be considered in team autonomy
research.
Our study findings suggest that there is a positive relationship between shared leadership, team work engagement, and
creativity. This offers a new perspective on the existing leadership framework by examining leadership dynamics within
teams. Teams that exhibit more leading-following interactions are more likely to have better cohesion, greater collective
engagement, and show more progress in achieving the new ideas and creativity. Moreover, this discovery contributes to
the team work engagement literature by establishing a connection between team work engagement and shared leadership.

5.2. Practical Implications
The research findings have significant implications for human resource management (HRM) in organizations. Firstly,
organizations need to recognize the crucial impact of shared leadership in promoting creativity. A sole focus on
traditional top-down leadership approaches may not be effective for knowledge-based organizations. HR departments
can design training programs and development initiatives to enhance the shared leadership-related skills of knowledge
employees. This will enable team members to take on different leadership roles, which will help drive the team towards
achieving common objectives. Furthermore, organizations should encourage team leaders and managers to develop
leadership styles and organizational cultures that motivate employees to participate in the leadership sharing process.
The findings of our study suggest that team autonomy should be considered by managers as it can enhance team
functioning and ultimately lead to team creativity. Authorizing control to teams can improve not only task performance
but also relationships among team members, both of which are critical to team creativity. Additionally, team autonomy
has been shown to improve team attitudes and innovation while reducing negative behaviors, which are difficult to
achieve simultaneously (Campion et al., 1993; Mathieu et al., 2008). As a result, team autonomy can be a powerful tool
for organizations that measure team and organizational effectiveness using a multidimensional set of indicators.
Managers can create opportunities for team autonomy by delegating decision-making and project responsibility to teams
or by allowing specific days or times during which teams have the freedom to decide when to work, what to work on,
and how to accomplish their work.
Managers should be aware of the circumstances in which autonomy can be beneficial or detrimental to teams, despite its
many advantages. Teams whose work involves non-routine and unpredictable tasks are more likely to benefit from
autonomy than teams with highly standardized and routine tasks. The contemporary work environment is often
characterized by non-routine and constantly changing tasks, making increased autonomy particularly valuable in these
situations. In contrast, teams with highly standardized and routine tasks may not experience the same benefits from
autonomy (Gagne & Deci, 2005). Thus, managers need to assess the nature of the tasks their teams are working on it.

5.3. Limitations and future directions
No study is without limitations, this study has also some limitations. First, our study used a cross-sectional design which
prevented us from testing causation. Given that shared leadership is a dynamic impact process, longitudinal designs are
necessary to understand how it can evolve over time. Second, this study discussed the influence of shared leadership on
team creativity from the perspective of team autonomy but other mediators might also exist. As a result, researchers can
examine the effect from other perspectives in order to identify other possible mediators. Finally, we only obtained data
from the banking industry, where teams played a variety of responsibilities, raising generalizability concerns. Future
studies may use samples from different industries to broaden their applicability.

79



Ramzanetal....

References

Ali, A., Wang, H., & Johnson, R. E. (2020). Empirical analysis of shared leadership promotion and team creativity:
An adaptive leadership perspective. Journal of Organizational Behavior, 41(5), 405— 423.

Bader, J. (2016). Team autonomy and team effectiveness in an organizational context: 43.

Bandura, C. T., &Kavussanu, M. (2018). Authentic leadership in sport: Its relationship with athletes’ enjoyment and
commitment and the mediating role of autonomy and trust. International Journal of Sports Science &
Coaching, 13(6), 968-977.

Bergman, J. Z., Rentsch, J. R.,, Small, E. E., Davenport, S. W., & Bergman, S. M. (2012). The Shared
https://doi.org/10.1080/00224545.2010.538763

Bibi, C., & Ali, A. (2021). Do Remittances Impact Human Development in Developing Countries? A Panel Analysis
of Selected Countries. Journal of Policy Research, 7(2), 27-42.

Black,A.E.,&Deci,E.L.(2000).Theeffectsofinstructors’autonomysupportandstudents’autonomous ~ motivation on
learning organic chemistry: A self-determination theory perspective. Science Education, 84(6), 740—756.

Bolden, R., Jones, S., Davis, H., & Gentle, P. (2015). Developing and sustaining shared leadership in higher
education. Leadership Foundation for Higher Education.

Breevaart,K.,Bakker,A.B.,Demerouti,E.,&vandenHeuvel,M.(2015).Leader-memberexchange,work engagement, and
job performance. Journal of Managerial Psychology, 30(7), 754-770.

Chen, J., Neubaum, D. O., Reilly, R. R., & Lynn, G. S. (2015). The relationship between team autonomy and new
product development performance under different levels of technological turbulencex. Journal of Operations
Management, 33-34(1), 83-96.

Cordery, J. L., Morrison, D., Wright, B. M., & Wall, T. D. (2010). The impact of autonomy and task uncertainty on
team performance: A longitudinal field study: AUTONOMY AND TEAM PERFORMANCE. Journal of
Organizational Behavior, 31(2-3), 240-258.

Crevani, L., Lindgren, M., &Packendorff, J. (2007). Shared Leadership: A Postheroic Perspective on Leadership as
a Collective Construction. 3, 28.

D’Innocenzo, L., Mathieu, J. E., &Kukenberger, M. R. (2016). A Meta-Analysis of Different Forms of Shared
Leadership—Team Performance Relations. Journal of Management, 42(7), 1964-1991.

Davis,F.D.,Bagozzi,R.P.,&Warshaw,P.R.(1992).ExtrinsicandIntrinsicMotivationtoUseComputers in the Workplacel.
Journal of Applied Social Psychology, 22(14), 1111-1132.

Deci,E.L.,Olafsen,A.H.,&Ryan,R.M.(2017).Self-DeterminationTheoryinWorkOrganizations: The State of a Science.
Annual Review of Organizational Psychology and Organizational Behavior, 4(1), 19-43.

deVreede,T.,Boughzala,l.,deVreede,G.-J.,&Reiter-Palmon,R.(2012). AModelandExploratoryField Study on Team
Creativity. 2012 45th Hawaii International Conference on System Sciences, 227— 236.

Fausing, M. S., Jeppe Jeppesen, H., Jansson, T. S., Lewandowski, J., & Bligh, M. C. (2013). Moderators of shared
leadership: Work function and team autonomy. Team Performance Management: An International Journal,
19(5/6), 244-262.

Freeman, R. E., Kujala, J., Sachs, S., & Stutz, C. (2017). Stakeholder Engagement: Practicing the Ideas of Stakeholder
Theory. In R. E. Freeman, J. Kujala, & S. Sachs (Eds.), Stakeholder Engagement: Clinical Research Cases
(Vol. 46, pp. 1-12). Springer International Publishing.

Gagné, M., &Bhave, D. (2011). Autonomy in the Workplace: An Essential Ingredient to Employee Engagement and
Well-Being in Every Culture. In V. I. Chirkov, R. M. Ryan, & K. M. Sheldon (Eds.), Human Autonomy in
Cross-Cultural Context (Vol. 1, pp. 163-187). Springer Netherlands.

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.

Grawitch, M. J., Munz, D. C., Elliott, E. K., & Mathis, A. (2003). Promoting creativity in temporary problem-
solvinggroups: Theeffectsofpositivemoodandautonomyinproblemdefinitiononidea- generating performance.
Group Dynamics: Theory, Research, and Practice, 7(3), 200-213.

Guchait, P. (2016). The Mediating Effect of Team Engagement between Team Cognitions and Team
OutcomesinService-ManagementTeams.JournalofHospitality&TourismResearch,40(2),139— 161.

Han, S. J., Lee, Y., &Beyerlein, M. (2019). Developing Team Creativity: The Influence of Psychological Safety and
Relation-Oriented Shared Leadership: Developing team creativity. Performance Improvement Quarterly,
32(2), 159-182.

Harvey, S. (2014). Creative Synthesis: Exploring the Process of Extraordinary Group Creativity. Academy of
Management Review, 39(3), 324-343.

He, W., Hao, P., Huang, X., Long, L., Hiller, N. J., & Li, S. (2020). Different roles of shared and vertical leadership
in promoting team creativity: Cultivating and synthesizing team members’ individual creativity. Personnel

80



Ramzanetal....

Psychology, 73(1), 199-225.

ljaz, M. M., &Tarar, A. H. (n.d.). Work Autonomy, Organizational Climate and Employee Engagement.

Imam,H.(2021).RolesofSharedLeadership,Autonomy,andKnowledgeSharinginConstructionProject Success. Journal
of Construction Engineering and Management, 147(7), 04021067.

Jones, T. M., Harrison, J. S., &Felps, W. (2018). How Applying Instrumental Stakeholder Theory Can Provide
Sustainable Competitive Advantage. Academy of Management Review, 43(3), 371-391.

Joo, B.-K. B., Song, J. H., Lim, D. H., & Yoon, S. W. (2012). Team creativity: The effects of perceived learning
culture, developmental feedback and team cohesion: Team creativity. International Journal of Training and
Development, 16(2), 77-91.

Kaur, A., Hashim, R. A., & Noman, M. (2015). Teacher autonomy support intervention as a classroom practice in a
Thai school: A self-determination theory perspective. Journal for Multicultural Education, 9(1), 10-27.

Klasmeier, K. N., &Rowold, J. (2022). A diary study on shared leadership, team work engagement, and goal
attainment. Journal of Occupational and Organizational Psychology, 95(1), 36-59.

Langfred, C. W. (2005). Autonomy and Performance in Teams: The Multilevel Moderating Effect ofTask
Interdependence. Journal of Management, 31(4), 513-529.

Leach, D. J., Wall, T. D., Rogelberg, S. G., & Jackson, P. R. (2005). Team Autonomy, Performance, and Member Job
Strain: Uncovering the Teamwork KSA Link. Applied Psychology, 54(1), 1-24.

Liu, D., Chen, X.-P., & Yao, X. (2011). From autonomy to creativity: A multilevel investigation of the mediating role
of harmonious passion. Journal of Applied Psychology, 96(2), 294-309.

Mehmood, H., Ali, A., & Chani, M. I. (2013). Determination of aggregate imports function: time series evidence for
Tunisia. International Journal of Economics and Empirical Research (IJEER), 1(6), 74-82.

Pattnaik, S. C., & Sahoo, R. (2021). Employee engagement, creativity and task performance: Role of perceived
workplace autonomy. South Asian Journal of Business Studies, 10(2), 227-241.

Pearce, C. L. (2004). The future of leadership: Combining vertical and shared leadership to transform knowledge
work. Academy of Management Perspectives, 18(1), 47-57.

Phipps, S. T. A., Prieto, L. C., & Verma, S. (2012). Holding The Helm: Exploring The Influence Of Transformational
Leadership On Group Creativity, And The Moderating Role Of Organizational Learning Culture. 16(2), 14.
Psychology / Psychologie Canadienne, 49(3), 257-262.

Robert, L. P., & You, S. (2018). Are you satisfied yet? Shared leadership, individual trust, autonomy, and satisfaction
in virtual teams: Journal Of The Association For Information Science And Technology. Journal of the
Association for Information Science and Technology, 69(4), 503-513.

Rodriguez-Sanchez, A.M.,Devloo, T.,Rico,R.,Salanova,M.,&Anseel,F.(2017).WhatMakesCreative ~ Teams  Tick?
Cohesion, Engagement, and Performance Across Creativity Tasks: A Three-Wave Study. Group &

Organization Management, 42(4), 521-547.
Stojanovic-Aleksic, V. (2016). Followers in the organizational leadership process: From attribution to shared
leadership. Ekonomski Horizonti, 18(2), 139-151.

Stone, D. N., Deci, E. L., & Ryan, R. M. (2009). Beyond Talk: Creating Autonomous Motivation through Self-
Determination Theory. Journal of General Management, 34(3), 75-91.

Suéarez-Albanchez,J.,Jimenez-Estevez,P.,Blazquez-Resino,J.J.,&Gutierrez-Broncano,S.(2022). Team
AutonomyandOrganizationalSupport,Well-Being,andWorkEngagementintheSpainComputer ~ Consultancy
Industry: The Mediating Effect of Emotional Intelligence. Administrative Sciences, 12(3), 85.

Suwanti, S. (2019). Intrinsic Motivation, Knowledge Sharing, And Employee Creativity: A Self- Determination
Perspective. 8(07), 7.

Swaroop, P., & Dixit, V. (2018). Employee Engagement, Work Autonomy and Innovative Work Behaviour: An
empirical study. International Journal of Innovation, 4(2), 19.

Sweeney, A., Clarke, N., & Higgs, M. (2019). Shared Leadership in Commercial Organizations: A Systematic Review
of Definitions, Theoretical Frame works and Organizational Outcomes.
InternationalJournalofManagementReviews,21(1),115-136.

Vallerand,R.J.,Pelletier,L.G.,&Koestner,R.(2008).Reflectionsonself-determinationtheory.Canadian

van Mierlo, H., Rutte, C. G., Vermunt, J. K., Kompier, M. A. J., &Doorewaard, J. A. M. C. (2006). Individual
autonomy in work teams: The role of team autonomy, self-efficacy, and social support. European Journal of
Work and Organizational Psychology, 15(3), 281-299.

von Bonsdorff, M. E., Janhonen, M., Zhou, Z. E., &Vanhala, S. (2015). Team autonomy, organizational commitment
and company performance — a study in the retail trade. The International Journal of
HumanResourceManagement,26(8),1098-1109.

Wang, D., Waldman, D. A., & Zhang, Z. (2014). A meta-analysis of shared leadership and team effectiveness. Journal

81



Ramzanetal....

of Applied Psychology, 99(2), 181-198. https://doi.org/10.1037/a0034531

Wang, X.-H. (Frank), Kim, T.-Y., & Lee, D.-R. (2016). Cognitive diversity and team creativity: Effects of team
intrinsic motivation and transformational leadership. Journal of Business Research, 69(9), 3231-3239.

Wu, Q., &Cormican, K. (n.d.). Shared Leadership and Team Creativity: A Social Network Analysis in Engineering
Design Teams. . . Volume, 11(2), 11.

Wu, Q., Cormican, K., & Chen, G. (2020). A Meta-Analysis of Shared Leadership: Antecedents, Consequences, and
Moderators. Journal of Leadership & Organizational Studies, 27(1), 49-64.

Yang,S.,&0kChoi,S.(2009).Employeeempowermentandteamperformance: Autonomy,responsibility, information,
and creativity. Team Performance Management: An International Journal, 15(5/6), 289-301.

Zheng, Y., Graham, L., Epitropaki, O., & Snape, E. (2020). Service Leadership, Work Engagement, and Service
Performance: The Moderating Role of Leader Skills. Group & Organization Management, 45(1), 43-74.

Zhu, J., Liao, Z., Yam, K. C., & Johnson, R. E. (2018). Shared leadership: A state-of-the-art review and future research
agenda. Journal of Organizational Behavior, 39(7), 834-852.

82



