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Determinants of Innovative Work 
Behaviour: Development and Test of 
an Integrated Model


 


Nagarajan Ramamoorthy, Patrick C. Flood, 
Tracy Slattery and Ron Sardessai


 


In this study, we developed and tested a causal model to predict innovative work behaviour
(IWB) integrating the literatures on psychological contract, job design and organizational
justice. Two hundred and four employees from Irish manufacturing organizations participated
in the study, and we collected data using a survey questionnaire. The psychological contract
variable of perceived obligation to innovate, job autonomy and pay showed direct effects on
IWB. In addition, pay and job autonomy also had indirect effects on IWB through the medi-
ating variable of psychological contract – perceived obligation to innovate. The organizational
process of meritocracy, equity perceptions and procedural justice perceptions influenced IWB
through the mediating variables of psychological contract, although none of these variables
influenced IWB directly. Overall, the results indicated good support for the integrative model
and provided support for the crucial role played by psychological contract in influencing IWB.
Implications are discussed.


 


Introduction


 


n the present age of rapid change, organiza-
tions are facing greater demand from their


environment to engage in innovative behav-
iours to create and deliver their products and/
or services to stay competitive, and to lead the
change process itself. In order to accomplish
this task successfully, organizations rely on
their employees to innovate their processes,
methods and operations. Individual employ-
ees must engage in innovative work behav-
iours (IWB) if organizations are to benefit from
such behaviours. The factors causing employ-
ees to engage in IWBs have been explored
using different frameworks. The literature on
organizational justice (Adams, 1965; Thibaut
& Walker, 1975) suggests that both distributive
(equity) and procedural justice components
may impact IWBs. On the other hand, the psy-
chological contract literature (Rousseau, 1990)
argues that from an employee’s perspective,
fulfillment of mutual contractual obligations
(psychological contracts) may influence their
workplace behaviours. Specifically, psycho-
logical contract fulfillment may result in
employees engaging in IWBs. Lastly, the liter-


I


 


ature on job design (Hackman & Oldham,
1980) suggests that freedom and autonomy
experienced by employees on their jobs are
generally conducive to employees engaging in
creative and innovative behaviours. Despite
the development of these literatures indepen-
dently, a coherent model is lacking. Therefore,
in this study, we integrated the literature on
job characteristics, organizational justice and
psychological contract to develop and test an
integrative causal model to predict innovative
work behaviours. In the next section, we
present the hypothesized model with a review
of the literature supporting the development
of the hypotheses. We then present the meth-
odology used to test the model, followed by
the results. We conclude with a discussion and
implications for research and practice.


 


Review of the Literature and 
Model Development


 


Figure 1 presents the hypothesized model
with the relevant variables. Central to our
model are the two psychological contract vari-
ables – met expectations and obligations on
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the part of the employees to engage in IWB.
We further propose that two organizational
processes – justice perceptions and meritoc-
racy (Flood et al., 2001) – affect the psycholog-
ical contract variables. We also included job
autonomy (Hackman & Oldham, 1980) and
pay as influencing the psychological contract
variables. In other words, the primary focus of
the paper is to study the causal linkages
among these variables.


 


Definition and Nature of Innovative 
Work Behaviours


 


Janssen (2000) defined IWB as the intentional
creation, introduction and application of new
ideas within a work role, group or organiza-
tion, in order to benefit role performance, the
group or the organization. Janssen further
suggested that IWB might consist of idea gen-
eration, idea promotion and idea realization.
Furthermore, IWBs are neither expected of the
employees in their formal role as employees,
nor form an explicit contract between the
employees and the organization. Such behav-
iours are purely discretionary behaviours,
called extra-role behaviours, and are not for-
mally recognized by organizational reward
systems (Organ, 1988). Nevertheless, employ-
ees engaging in such behaviours are likely to
benefit the organization, the group or even
individual employees to perform their job
tasks more effectively. In other words, if and
when employees fail to engage in IWBs, they
may not be in violation of the explicit contract
with the organization and hence, may not suf-
fer any adverse consequences. In a sense,
IWBs are more likely to be the result of intrin-
sic motivations of the employees, and may be
the outcome of their perceptions of psycholog-
ical contract fulfillment. That is, they may or


may not feel obliged to engage in these behav-
iours, depending on the extent to which they
feel that their psychological contracts have
been fulfilled.


 


Psychological Contract and IWB


 


Rousseau (1990, p. 390) defined a psychologi-
cal contract as ‘an individual’s beliefs regard-
ing reciprocal obligations’. Such perceptions
of mutual obligations may be formed either
through implicit or explicit contractual obli-
gations (Arnold, 1996; Freese & Schalk, 1996;
Herriott, Manning & Kidd, 1997; Paul,
Niehoff & Turnley, 2000; Sapienza, Korsgaard,
& Schweiger, 1997). Furthermore, perceptions
of contract fulfillment on the part of the
employees may result in loyalty, performance,
organizational commitment and intentions to
stay with the employer. Such contract fulfill-
ment may result in employees feeling that
their expectations regarding contractual obli-
gations have been met or unmet (Flood et al.,
2001).


Although met expectations (Wanous et al.,
1992) and perceived employee obligations
may appear to be similar constructs, they may
perhaps reflect two different dimensions of
psychological contract. Met expectations refer
to an employee’s assessment and belief that
his/her expectations have been satisfied
through their work experiences. Such expecta-
tions may be formed unilaterally without any
explicit or implicit promises of the employer.
Arnold (1996) suggests that mutuality is nei-
ther required nor critical as long as those crit-
ical aspects that employees come to expect in
their work environment are met or unmet.
Herriott et al. (1997) showed that employees
believed in organizational obligations in terms
of fairness, needs, training and growth pros-


 


Figure 1. The Hypothesized Causal Model of the Relationships Between Organizational Processes, Psy-
chological Contract, Job Autonomy and Innovative Work Behaviours
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pects, autonomy and discretion, pay and work
environment, and employers’ perceptions of
mutual obligations differed slightly from that
of employees. When employees perceive that
the employer has fulfilled his/her obligations,
they are more likely to perceive an obligation
to engage in discretionary and voluntary
behaviours that may be of benefit to the orga-
nization. On the other hand, when employees
feel that a contract violation has occurred, they
are more likely not to engage in discretionary
behaviours, as such behaviours are neither
required of them nor formally rewarded by
organizations. Flood et al. (2001) showed that
the met-expectations aspect of the psycholog-
ical contract impacted the perceived obliga-
tion to contribute to the organization. In light
of this, we propose that both met expectations
and perceived obligation to innovate will pos-
itively affect innovative work behaviours. In
addition to a direct effect, the met-expectations
aspect of the psychological contract will also
have a positive impact on the perceived obli-
gation to innovate.


 


Organizational Processes and 
Psychological Contract


 


Flood et al. (2001) showed that organizational
processes – meritocracy and justice percep-
tions – influenced the extent to which em-
ployees perceived a psychological contract
obligation with their employers. Specifically,
meritocracy refers to the degree to which
employees perceive that their organizations
reward employees for their performance, and
base promotions on merit rather than other
forms such as nepotism or seniority. When
merit determines the career and growth pros-
pects of employees, they are more likely to
perceive that their expectations have been met,
because it is logical to assume that providing
reasonable career growth and opportunities to
advance may be perceived by employees as a
reasonable obligation on the part of their
organizations. When employees perceive that
organizational processes of meritocracy re-
ward their effort and discretionary behav-
iours, they may perceive their expectations
have been met; this, in turn, may influence
their obligation to engage in discretionary
behaviours or their obligation to innovate.
Hence, we are hypothesizing positive effects
of meritocracy on met expectations and obli-
gation to innovate.


In addition to meritocracy, another organi-
zational process that may impact the psycho-
logical contract is organizational justice
perception. Specifically, the notion of equity
(Adams, 1965) and procedural justice percep-
tions (Thibaut & Walker, 1975) may both be


important variables influencing the psycho-
logical contract perceptions. In a sense, psy-
chological contracts that deal with fulfillment
of mutual obligations and expectations may
implicitly incorporate the issue of fairness and
equity in outcomes, as emphasized by the
transactional component of the psychological
contract (Arnold, 1996) and fairness of the
procedures and processes as implied by the
relational component of the psychological
contract. The notion of equity deals with the
fairness of the outcome: ‘Have I been
rewarded fairly for the effort I put in?’. On the
other hand, the notion of procedural justice
deals with the fairness of processes such as
defining and clarifying the performance
standards, consistent enforcement of these
standards without prejudice or bias and the
opportunity to resolve differences with the
organization. As shown by several studies
(e.g. Flood et al., 2001; Herriot et al., 1997;
Sapienza et al., 1997) perceptions of unfairness
may adversely affect the psychological con-
tract of employees. In light of these findings,
we propose that both equity perceptions and
procedural justice perceptions will have posi-
tive effects on met expectations and obligation
to innovate.


 


Job Autonomy, Psychological Contract and 
Innovative Work Behaviours


 


Generally, empowered employees contribute
to the organization by providing ideas that
would otherwise not be developed (Paul,
Niehoff & Turnley, 2000). Although several
different ways exist to empower employees
either at the individual or group level, a criti-
cal aspect of empowerment incorporates the
degree of autonomy granted to an employee to
carry out his/her work. Job autonomy, or per-
ceived freedom to do one’s job, is also a critical
aspect of the job enrichment approach identi-
fied by Hackman and Oldham (1980). Such an
autonomy or freedom may permit employees
to engage in ‘trial and error’ and find more
efficient and effective ways of doing their
work. Since innovation involves trial and
error, and successes and failures, job auton-
omy provides employees with an avenue to
try out new ideas even in the face of failure.
Autonomy eliminates the need for the
employees to work within a prescribed set of
bureaucratic rules and regulations. Further-
more, autonomy has also been shown to be
one of the critical components that employees
have come to expect from their employment
(Herriott et al., 1997). Perceptions of auton-
omy in their work may also influence the
extent to which an employee may want to
engage in innovative work behaviours
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(obligation to innovate) and also on the behav-
iour itself. Therefore, we are hypothesizing
that job autonomy will have positive effects on
obligation to innovate directly and innovative
work behaviours indirectly, through the inter-
vening variable of obligation to innovate.


 


Pay and Psychological Contract


 


The role of pay in influencing employee atti-
tudes and behaviours has been examined in
several studies (Milkovich & Newman, 2005).
While examining employer obligations as per-
ceived by the employees, Herriot et al. (1997)
reported that pay was one of the obligations
employees reported. Lester and Kickul (2001)
also reported that among the MBA students
participating in the study, not only was pay
ranked in terms of its importance but the par-
ticipants also perceived a greater discrepancy
between what they had expected and what
they received, thus indicating a breach of psy-
chological contract. Lester and Kuckul’s (2001)
study also reported that even small discrepan-
cies on extrinsic outcomes such as pay nega-
tively affected the job performance of the
individuals, presumably through the mediat-
ing variable of the unmet-expectations aspect
of psychological contract. Therefore, we
hypothesize that pay will have a positive effect
on both met expectations and obligation to
innovate.


In summary, in the causal model developed
and tested in this study, we propose that orga-
nizational processes – meritocracy and justice
perceptions – and pay will positively affect
met expectations and obligation to innovate.
Met expectations will also have positive effects
on obligation to innovate and innovative work
behaviours. Furthermore, job autonomy will
positively affect obligation to innovate and
IWB. We next discuss the methodology used
to test the model, then present our results and
discuss the implications of our findings.


 


Method


 


Sample


 


We collected data from the participants using
a survey methodology. Several manufactur-
ing organizations in the Shannon/Limerick
area of Ireland were contacted to participate
in the research. Mostly, personal contacts
within the organization helped participation
in the study. Organizations that refused to
participate indicated that they were too busy
to assign time for the survey and/or were
going through a phase of change that pre-
vented them from administering any surveys.


Two hundred and four blue-collar employees
from the manufacturing organizations in Ire-
land participated in the study. Of these, 111
employees (54.4%) were men and 93 em-
ployees (45.6%) were women. One hundred
and three (50.5%) of the employees had a high
school certificate and the rest of the employ-
ees had  junior  and  senior-level  diplomas.
One hundred and fourteen employees (55.9%)
reported  earnings  of  less  than  IR£15,000,
64 employees (31.8%) reported earnings of
between  IR£15,000  and  IR£30,000  and  the
rest (12.3%) reported earnings of more than
IR£30,000. We collected data from these
employees during their work hours as the
time for completing the surveys was pro-
vided by the companies participating in the
study. Therefore, the response rate was fairly
high (Approx. 95%), barring a few absences.


 


Measures


 


Met Expectations


 


We used a twelve-item scale to measure the
degree to which the participants’ expectations
were met with 1 


 


=


 


 ‘much worse than expected’
and 5 


 


=


 


 ‘much more than expected’ as anchors.
These items tapped into the met expectations
regarding job, pay, growth potentials and
work environment. Appendix A shows this
twelve-item scale and its reliability. Data cod-
ing was done such that a higher score indi-
cated a higher degree of met expectations.


 


Obligation to Innovate


 


We measured the obligation to innovate using
two items. Participants were asked to indicate
the extent to which they felt obliged to ‘pro-
vide their employer with own unique knowl-
edge and input’, and ‘provide their employer
with innovative suggestions for improvement’
with 1 


 


=


 


 ‘not at all obliged’ and 4 


 


=


 


 ‘very much
obliged’ as anchors. These two items yielded a
coefficient alpha of 0.76. Data coding was done
such that a higher score indicated a higher
level of felt obligation to innovate.


 


Equity


 


We measured equity using the two items from
Ramamoorthy and Flood (2002). These two
items were: ‘I am fairly rewarded for the
amount of effort I put in’ and ‘I am fairly
rewarded for the responsibilities I take on’,
with 1 


 


=


 


 ‘Strongly disagree’ and 5 


 


=


 


 ‘Strongly
agree’ as anchors. These two items exhibited a
coefficient alpha of 0.89. Data coding was done
such that a higher score indicated a higher
level of equity perception.
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Meritocracy


 


We measured meritocracy using three items
from Flood et al. (2001) with 1 


 


=


 


 ‘Strongly dis-
agree’ and 5 


 


=


 


 ‘Strongly agree’ as anchors. The
three items were: ‘Salary increases in this com-
pany are based on ability and how well you do
your work’, ‘Promotion in this company is
based on ability and how well you do your
work’, and ‘There is a good chance of promo-
tion in this company’. The coefficient alpha of
the scale was 0.72. Data coding was done such
that a higher score indicated a higher level of
meritocracy perception.


 


Procedural Justice Perceptions


 


We measured procedural justice perceptions
using the five-item composite scale from
Ramamoorthy and Flood (2004) with 1 


 


=


 


‘Strongly disagree’ and 5 


 


=


 


 ‘Strongly agree’ as
anchors. These items measured the extent to
which performance standards are consistently
enforced and the opportunity for resolving
differences with the organization. The coeffi-
cient alpha of the scale was 0.74. Data coding
was done such that a higher score indicated a
higher level of procedural justice perception.
Appendix A gives the procedural justice per-
ceptions scale used in the study.


 


Perceived Job Autonomy


 


We measured perceived job autonomy using a
nine-item scale developed for this study. These
nine items measured the extent to which an
employee has control over his/her own work
with 1 


 


=


 


 ‘never’ and 5 


 


=


 


 ‘always’ as anchors.
These nine items yielded a coefficient alpha of
0.90. Data coding was done such that a higher
score indicated a higher level of job autonomy.
Appendix A gives the nine-item scale.


 


Innovative Work Behaviour


 


We measured innovative work behaviour
using the nine items from Janssen (2000).
These nine items measured the extent to which
an employee engages in innovative work
behaviours, with 1 


 


=


 


 ‘never’ and 5 


 


=


 


 ‘always’
as anchors. These nine items yielded a coeffi-
cient alpha of 0.94. Data coding was done such
that a higher score indicated a higher level of
innovative work behavior. Appendix A gives
the nine-item scale and its reliability.


 


Gross Pay


 


We measured gross earnings using the follow-
ing scale: 1 = ‘less than IR£15,000’; 2 =
‘IR£15,000 to 20,000; 3 = IR£20,000 to 25,000; 4


= IR£25,000 to 30,000; 5 = IR£30,000 to 35,000
and 6 = More than IR£35,000.


 


Data Analyses Strategy


 


We used the methodology suggested by
Pedhazur (1982) to derive the path coeffi-
cients. The path coefficient from a predictor to
the dependent variable is the standardized
regression coefficient for the predictor control-
ling for all other predictors in the equation. We
used the one tail t-tests to test for the signifi-
cance of the hypothesized path coefficients. In
order to test for the significance of the overall
model, we conducted the log likelihood test
suggested by Pedhazur (1982, p. 619) that
tested the over-identified model with the con-
strained paths with the just-identified model
with all possible paths (twenty-eight paths in
this model). The null hypothesis tested was
that the over-identified model fits the data as
well as the just-identified model. When the
resultant Chi-square statistic for the over-
identified model is less than the critical Chi-
square with the number of constrained paths
as the degrees of freedom (p 


 


>


 


 0.05), the null
hypothesis is retained suggesting that the
over-identified model adequately fits the data
as good as the just-identified model. Since the
Chi-square  statistic  is  greatly  influenced  by
the sample size and has a tendency to reject
the null-hypothesis  even  when  the  model
fits  the data well (Joreskog & Sorbom, 2001),
we also examined the measure of goodness of
fit (Q), suggested by Pedhazur (1982) for over-
identified models. This measure of goodness
of fit can range from 0 to 1 with a value of 1
indicating a perfect fit and a value of 0 indi-
cating no fit at all.


 


Results


 


Table 1 presents the means, standard devia-
tions, and correlations among the variables
used in the study. Figure 2 presents the
model that emerged indicating the path coef-
ficients (p) with the associated significance
levels (


 


µ


 


).
The log likelihood test that tested the over-


identified model against the just-identified
model produced a Chi-square statistic of 1.46
(Chi-square


 


critical


 


 = 28.869, p 


 


>


 


 0.05) failing to
reject the null hypothesis that the over-
identified model fits the data as well as the
just-identified model. Also, the Q-Coefficient,
a goodness of fit index for the over-identified
model, was 0.98 indicating a very good fit of
the restricted model with constrained paths. In
other words, the parsimonious model that
emerged adequately fitted the data very well.
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As shown in Figure 2, obligation to innovate
(p 


 


=


 


 0.14, 


 


µ


 


 


 


<


 


 0.05) had a direct effect on IWB.
We had hypothesized that the psychological
contract variable of met expectation will have
a direct effect on IWB, in addition to an indirect
effect through the intervening variable of obli-
gation to innovate. However, the direct effect
model was not supported for the psychological
contract variable of met expectations as the
path coefficient from met expectation to IWB
was not statistically significant. However, the
psychological contract variable of met expec-
tations influenced innovative work behaviours
through the intervening variable of obligation


to innovate (p 


 


=


 


 0.15, 


 


µ


 


 


 


<


 


 0.05) thus providing
partial support for the model.


We hypothesized job autonomy to have an
indirect effect on IWB through the intervening
variable of obligation to innovate. The results
indicated that job autonomy had a direct effect
on IWB (p 


 


=


 


 0.57, 


 


µ


 


 


 


<


 


 0.001), in addition to an
indirect effect on IWB through the intervening
variable of obligation to innovate (p 


 


=


 


 0.24, 


 


µ


 


 


 


<


 


0.05). Thus, we found partial support for the
hypothesized relationship between job auton-
omy and IWB. Overall, the model seemed to fit
better with the addition of a direct path from
job autonomy to IWB.


 


Table 1. Means, Standard Deviations and Correlations among the Variables


 


Variables Mean (ssss


 


) 1 2 3 4 5 6 7


 


Obligation to Innovate 2.40 (0.85)
Meritocracy 2.79 (0.96) 0.17**
Equity 2.98 (1.04) 0.14* 0.32***
Job Autonomy 2.94 (0.90) 0.30*** 0.25*** 0.17**
Innovative Work 


Behavior
2.30 (0.90) 0.32*** 0.16** 0.12* 0.63***


Procedural Justice 3.10 (0.69) 0.26*** 0.39*** 0.31*** 0.22*** 0.19**
Pay 2.06 (1.56) 0.09


 


-


 


0.19** 0.17** 0.15* 0.23***


 


-


 


0.08
Met Expectations 2.81 (0.48) 0.25*** 0.40*** 0.41*** 0.19** 0.18** 0.36*** 0.19**


 


Notes:


 


 *


 


 


 


p 


 


<


 


 0.05, **


 


 


 


p 


 


<


 


 0.01, ***


 


 


 


p 


 


<


 


 0.001.


 


Figure 2. The Effect of Organizational Processes, Psychological Contract, Job Autonomy and Innovative
Work Behaviours: The Emergent Model


 0.22 (3.57)*** 0.13 (2.32)* 
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We hypothesized that pay would indirectly
affect IWBs through the intervening variables
of met expectation and obligation to innovate,
yet the results indicated that pay also had a
direct effect on IWB (p 


 


=


 


 0.13, 


 


µ


 


 


 


<


 


 0.05).
Furthermore, pay did not impact obligation to
innovate as the path coefficient was not statis-
tically significant and thus failing to support
our hypothesis that pay would affect IWB
through the intervening variable of obligation
to innovate. However, pay affected the psy-
chological contract variable of met expecta-
tions (p 


 


=


 


 0.22, 


 


µ


 


 


 


<


 


 0.001) that in turn affected
the perceived obligation to innovate. Thus, the
hypothesized relationships between pay and
IWB were generally supportive with the addi-
tion of a direct effect of pay on IWB and the
deletion of the direct effect of pay on obliga-
tion to innovate.


We had hypothesized that justice percep-
tions would impact IWBs through the inter-
vening variables of met expectations and
obligation to innovate. As expected, the two
justice variables – equity and procedural jus-
tice perceptions – did not impact innovative
work behaviours directly. However, they did
show indirect effects through the mediating
variables of met expectations and obligation to
innovate. The paths from procedural justice
perceptions to met expectations (p 


 


=


 


 0.20, 


 


µ


 


 


 


<


 


0.01), and to obligation to innovate (p 


 


=


 


 0.15, 


 


µ
<


 


 0.05) were statistically significant. Also, the
path from equity perceptions to met expecta-
tions (p 


 


=


 


 0.22, 


 


µ


 


 


 


<


 


 0.001) was statistically sig-
nificant. Thus, the effects of justice perceptions
on innovative work behaviours were transmit-
ted through the psychological contract vari-
ables of met expectations and obligation to
innovate.


Finally, the meritocracy variable had a direct
effect  on  the  psychological  contract  variable
of met expectations (p 


 


=


 


 0.294, 


 


µ


 


 


 


<


 


 0.001),
although it did not impact the obligation to
innovate or innovative work behaviours
directly. That is, the antecedents of obligation
to innovate appear to be procedural justice
perceptions and job autonomy, and not meri-
tocracy and distributive justice perceptions.
On the other hand, the antecedents of psycho-
logical contract fulfillment appear to be both
forms of justice perceptions – distributive and
procedural – and meritocracy.


A few comments are worth noting before
concluding the results. The fit index of 0.98
obtained in our study suggests that the pro-
posed model is a viable model to examine pre-
dictors of IWB. That is, theoretically even if we
add a few more paths (e.g. pay 


 


Æ


 


 obligation to
innovate) or deletion of certain paths (e.g. pay


 


Æ


 


 IWB), we need to examine the relative gain
in the explanatory power compared to the loss


of degrees of freedom or conversely, the loss of
explanatory power vis-à-vis the gain in
degrees of freedom. While we do not claim
this to be the only model, we can say that the
present model with a fit index of close to 1
appears to be the most parsimonious model.
That is, the addition of paths does not provide
any better fit but the deletion of certain paths
result in considerable loss of explanatory
power. Future studies should, however, look
at a few other competing models.


 


Discussions


 


In this study, we integrated the organizational
justice, job design and psychological contract
literatures to examine the impact on IWB. The
integrated model provided a good fit with the
data. We found that both the psychological
contract  variable  of  obligation  to  innovate
and job autonomy predicted innovative work
behaviours along with pay. While the justice
perceptions of equity, meritocracy and pro-
cedural justice  did  not  directly  affect  IWB,
they influenced IWB through the mediating
variables of psychological contracts – met
expectations and perceived obligation to
innovate.


The results of the study have several impli-
cations for managerial practices and organiza-
tions emphasizing innovation. In terms of
designing jobs, providing autonomy for
employees about the manner in which they do
their work appears to have the strongest influ-
ence on IWB. Lesser control over the manner
in which employees carry out their work,
environments conducive to employees gener-
ating newer methods of doing their work, and
support in implementing the ideas appear to
result in employees engaging in IWBs.
Furthermore, control over one’s own job also
appears to result in providing an enriched
experience on the job, which may in turn moti-
vate employees to innovate. Thus, job design
approaches seem to have both direct and indi-
rect effects on IWBs. Perhaps, managers and
organizations need to pay close attention to
the way in which jobs are designed to promote
IWBs.


Under the reasonable assumption that IWBs
are discretionary behaviours, engaging in
IWBs may be the result of intrinsic motiva-
tions of employees. That is, employees decide
on their own whether to engage in IWBs or
not. The results of our study show that the
extent to which employees perceive their
expectations have been met (or unmet) seem
to affect their perceived obligation to the
employer. Such perceived obligations influ-
ence their IWB. Thus, the psychological
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contract variables of met expectations and per-
ceived obligations seem to play critical roles in
the IWBs of employees.


Although pay is an extrinsic factor and was
thought to not influence discretionary behav-
iours such as IWB, pay also had some modest
effect in affecting IWBs. This was somewhat
surprising to us as the literature on discretion-
ary behaviours suggests that discretionary
behaviours are not recognized and formally
rewarded by the organizational processes and
systems. However, in our study, pay influ-
enced the IWBs of employees directly, as well
as, through the mediating psychological con-
tract variables of met expectations and per-
ceived obligation to innovate. It is possible
that employees may see IWBs as on the job
performance rather than discretionary behav-
iours and hence, they may come to expect that
they be rewarded for such performance,
whether or not organizations perceive that
way. Rewarding IWBs may be a good strategy
for organizations for two different reasons.
First, it encourages employees to try out new
ideas and implement them. Second, such
rewards in the form of higher pay for IWBs
also seem to affect the fulfillment of psycho-
logical contracts.


Our study results also showed that met
expectations or employee perceptions of fulfil-
ment of psychological contract influenced
their perceived obligation. The organizational
processes of meritocracy, distributive justice
and procedural justice components did not
have any direct effect on IWBs. Yet meritoc-
racy and justice perceptions influenced IWBs
indirectly through the mediating variables of
psychological contract. Our results are also
consistent with all the other studies in empha-
sizing the critical and important role played by
organizational justice perceptions.


 


Conclusion


 


The present study indicates the importance of
studying linkages among distinct literatures
that have examined the causes of IWBs of
employees. The integration of job design,
justice, and psychological contract literatures
greatly enhances our understanding of IWBs
of employees. While the focus of this study
was on blue-collar employees, future studies
should attempt to examine these linkages
among other categories of employees such as
knowledge workers, professional employees
and white-collar employees.


One limitation of our study was in restrict-
ing the setting to one national culture, namely,
Ireland. To the extent that employee values
differ across cultures, the notions of justice


perceptions and fulfilment of psychological
contracts and their violations may differ across
cultures. Future studies should also examine
the linkages in a cross-national context to
enhance our understanding of the generaliz-
ability of our findings. One possibility may be
to test the model in a collectivist culture, as Ire-
land ranked high on the individualism dimen-
sion in Hofstede’s (1980) study. Another
potential area may be to study the influence of
power distance on our model. A high power
distance society may result in employees
being told what to do and what not to do,
which may curb their tendencies to innovate.
Nevertheless, this study presents one of the
first attempts to develop and test a coherent
model predicting IWBs, and much more work
needs to be done to understand this complex
phenomenon.
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Appendix A Scales Used in 
the Study


Met expectations (µµµµ ==== 0.76)
To what extent have your expectations con-


cerning your job and the company been met
in the following areas?


Amount of Responsibility
A job that provides autonomy
A job that is interesting
Freedom to use my own judgement
Feelings of accomplishment
Ability to manage work and family
Fair Treatment
Candid and open feedback
Cooperative work relationships
Good opportunities for promotion
Pay tied to your performance
Amount of Salary


Procedural justice perceptions (µµµµ ==== 0.74)
The performance standards or criteria used in


the allocation of rewards are very clearly
communicated to employees


My company consistently enforces the stan-
dards they set for reward allocation for all
the employees


The performance standards and norms used in
the allocation of rewards are consistently
enforced for most of the employees I have
known.


In our company, employees are free to discuss
their dissatisfaction about rewards alloca-
tions with their supervisors


When I feel that I have not been fairly
rewarded, I can resolve it through discus-
sion with my supervisor.


Job autonomy (µµµµ ==== 0.90)
With what frequency do you engage in the


behaviours listed below?
I choose the methods to carry out my work
I often review my work objectives
I am prepared to challenge organizational


policies and practices
I plan my work
I often review the methods I use to get the job


done
I decide the order in which I do things
I often review how well I communicate infor-


mation with colleagues on work-related
issues


I have full authority in determining how much
time I spend on particular tasks


I often review my approach to getting the job
done


Innovative work behaviours (µµµµ ==== 0.94)
With what frequency do you engage in the


behaviours listed below?
Creating new ideas for difficult issues
Searching out new work methods, techniques


or instruments
Generating original solutions for problems
Mobilising support for innovative ideas
Acquiring approval for innovative ideas
Making important company members enthu-


siastic for innovative ideas
Transforming innovative ideas into useful


applications
Introducing innovative ideas into the work


environment in a systematic way
Evaluating the utility of innovative ideas
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Transformational Leadership and
Innovative Work Behaviour:
Exploring the Relevance of
Gender Differences


Mark Reuvers, Marloes L. van Engen,
Claartje J. Vinkenburg and Elisabeth Wilson-Evered


The importance of innovation within organizations has been demonstrated on numerous
occasions, which has subsequently led to the identification of effective leadership as a poten-
tial catalyst. Accordingly, empirical findings have repeatedly demonstrated a positive relation-
ship between transformational leadership and work unit effectiveness measures. This study
explores the relationship between transformational leadership and employee innovative work
behaviour, additionally examining the moderating effect of gender of the manager and gender
of the employee. Data were gathered within four Australian hospitals, generating a dataset of
335 respondents. The findings revealed a positive and significant relationship between trans-
formational leadership and innovative work behaviour. Furthermore, gender of the manager
moderated the latter relationship, indicating that employees report more innovative behaviour
when the transformational leadership is displayed by male in comparison with female man-
agers, confirming our gender bias hypothesis. No significant effect was found for the three-
way interaction of transformational leadership, gender of the manager, and gender of the
employee. Implications and directions for future research are discussed.


Introduction


The current globalized economic environ-
ment is becoming increasingly dynamic


and competitive. New technologies, fast
changing organizational models and a custom-
ers’ ever increasing access to information and
suppliers place a premium on time-to-market,
product diversity and cost/quality ratios (Yukl,
2002; Jung, Chow & Wu, 2003). These realities
of the marketplace force organizations to
increase their flexibility, responsiveness and
efficiency, amounting to the necessity for con-
tinuous innovation of products and internal
processes (Dorenbosch, van Engen & Verhagen,
2005). A plethora of academics and scholars
have claimed that the potential to develop and
foster innovation within employees is a crucial
driving force behind organizational perfor-
mance and sustained competitive advantage
(Drazin & Schoonhoven, 1996; Oldham &
Cummings, 1996; Axtell et al., 2000; Dess &


Pickens, 2000). Hospitals, being the research
setting of this study, accordingly stand to gain
from innovative employees, as performance
is reflected in extensive social and economic
repercussions. More specifically, hospitals are
confronted with the challenge of delivering
ever more reliable patient care, quicker treat-
ment response, and increased quality of
medical care (Australian Institute of Health
and Welfare, 2006a). This paper will focus on
the role of employees within the innovation
process. Accordingly, a distinction has to be
made as creativity denotes the formation of
novel ideas, and innovation the actual transla-
tion to practical use (Mumford & Gustafson,
1988). Innovative work behaviour, a term
endorsed by various authors, encompasses
both the creativity and innovation aspects, and
will accordingly be used as such (Scott & Bruce,
1994; Janssen, 2000, 2002).


As innovation has been linked to per-
formance, scholars from a wide variety of
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disciplines have attempted to understand the
factors that shape innovation. Specifically, a
review by Mumford et al. (2002) mentions a
broad range of factors including strategy, struc-
ture, climate practices, group interactions and
individual performance capabilities. More
recently, various authors have specifically
emphasized the impact of leadership on cre-
ative efforts and innovation (Mumford et al.,
2002; Jung, Chow & Wu, 2003; Mumford &
Licuanan, 2004). Leadership may be a key factor
in stimulating health care workers towards
more innovative work behaviour (Malone,
2004; Wilson-Evered, Härtel & Neale, 2004) and
will therefore be the focus of this research.
Within the strand of research concerned with
the relationship between leadership and the
innovation process, transformational leader-
ship is especially interesting, as theory suggests
that transformational leaders can enhance
innovative work behaviour (Bass & Avolio,
1990; Sosik, Avolio & Kahai, 1997). Bass (1985)
defined a transformational leader as one who
motivates followers to do more than they are
originally expected to do. Despite theoretical
reasoning, little empirical evidence exists to
confirm the relationship as stated above, inspir-
ing the need for further investigation. Drawing
on various studies that revealed a positive rela-
tionship between transformational leader-
ship and organizational outcomes, including
innovation, and in conjunction with the
meta-analytic review by Lowe, Kroeck and
Sivasubramaniam (1996), this study assumes
that the theorized relationship can be empiri-
cally confirmed.


Labour participation statistics reveal a con-
sistent increase in the occupation of manage-
rial and leadership functions by women.
Consequently, Carless (1998) suggests that
organizations are called on to re-analyse and
expand their perceptions of what constitutes
effective leadership as it relates to role expec-
tations, gender and stereotyping. Gender or
sex differences in leadership have been analy-
sed extensively with a focus on transforma-
tional leadership in contemporary literature,
revealing the potential existence of differ-
ences in effectiveness measures (Oakley, 2000;
Eagly & Johannesen-Schmidt, 2001; Eagly,
Johannesen-Schmidt & van Engen, 2003). The
notion of innovative capabilities as the spring-
board for competitive advantage, in conjunc-
tion with the latter, raises an important
question. Specifically, we ask whether the
motivational influence of transformational
leadership on innovative work behaviour is
susceptible to the gender of the manager. This
study examined whether the influence of
transformational leadership on innovative
work behaviour is either more gender specific


or androgynous. Gender of the manager and
employee are examined as a moderator.


In sum, the research question for this study
is: What is the relationship between transfor-
mational leadership and innovative work
behaviour, and how is this relationship mod-
erated by gender of the manager and gender
of the employee?


Theoretical Framework


Innovative Work Behaviour


The challenge for companies is to bring to the
market a stream of new and improved, added-
value products and services that enable an
organization to achieve higher margins and, in
turn, the profits necessary to re-invest. Innova-
tion is viewed as a crucial catalyst for effective
competitive behaviour in a global environ-
ment, a vision endorsed by governments and
organizations alike. Likewise, agreement exists
about the notion that innovation is rooted in
the contributions of flexible and open-minded
individuals (Woodman, Sawyer & Griffin, 1993;
Yukl, 2002). However, less agreement exists
about an authoritative definition of the con-
struct, which is demonstrated in the paper by
Dackert, Lööv and Mårtensson (2004). In line
with the purpose of this paper, the definition by
West and Farr (1990, p. 9) was found to be the
most elaborate and is adopted as such. Their
definition of innovative work behaviour reads:
‘the intentional introduction and application
within a role, group or organization of ideas,
processes, products or procedures’. Janssen
(2000, p. 288) adds that ‘this definition restricts
innovative behaviour to intentional efforts to
provide beneficially novel outcomes’.


In reviewing the literature concerned with
innovation, it is apparent that innovation is a
multifaceted and intricate process. Within this
process, creativity is often jointly mentioned
along with innovation, yet their interdepen-
dency remains unclear. Creativity is commonly
seen as the formation of ideas and innovation as
their implementation (Mumford & Gustafson,
1988). Various authors have, however, stressed
the idea that innovation encompasses both the
generation and implementation of ideas (Van
de Ven, 1986; Axtell et al., 2000; Unsworth,
Brown & McGuire, 2000). In line with the view
of Scott and Bruce (1994), this paper assumes
innovative work behaviour to be a multi-stage
process, covering both the creativity and imple-
mentation components.


Innovative work behaviour is conceived
here according to the works of Scott and Bruce
(1994) and Janssen (2000). Innovative work
behaviour consists of three interrelated behav-


228 CREATIVITY AND INNOVATION MANAGEMENT


Volume 17 Number 3 2008
© 2008 The Authors
Journal compilation © 2008 Blackwell Publishing







ioural tasks, which, according to Scott and
Bruce (1994), are non-sequential and may be
engaged in separately. Janssen (2000), further-
more, mentions that innovative work behav-
iour concerns extra-role behaviour which is
not formally recognized by reward systems.
The three tasks are idea generation, idea pro-
motion and idea realization. Idea generation
relates to the formulation of new ideas of any
sort, which are beneficial to organizational
conduct (Woodman, Sawyer & Griffin, 1993).
Novel ideas within an organizational context
emerge from work-related problems which is
a fourth task of innovative work behaviour,
recognized by Dorenbosch, van Engen and
Verhagen (2005). As this paper regards
problem recognition as integral to idea genera-
tion, it will not be considered as a separate task
of innovative work behaviour. Idea promotion
is the task in which an employee engages
when he or she has generated an idea. The
individual employee requires a basis or foun-
dation to be able to capitalize on this idea,
which requires finding sponsors and allies
with the necessary influence and authority
(Kanter, 1983, 1988). The innovation process is
completed by the realization of the initial idea.
As stated by Kanter (1988, p. 191), this latter
task represents the production of ‘a prototype
or model of the innovation . . . that can be
touched or experienced, that can now be dif-
fused, mass-produced, turned to productive
use, or institutionalized’. The three tasks of
innovative work behaviour arguably constitute
extra-role behaviour in most jobs. Previous
research has linked transformational leader-
ship to extra-role behaviour facets (Podsakoff
et al., 1990; Podsakoff, MacKenzie & Bommer,
1996). The latter raises the potentiality of a
positive relationship between innovative work
behaviour and transformational leadership.


Leadership Introduced


Leadership has been studied in various ways,
depending on the researchers’ methodological
preferences and definition of leadership (Chen,
2002). In recent years, numerous academic
researchers have tried to streamline and inte-
grate these various approaches, using the
theory formulated by Bass (1985, 1996) in
which two forms of leadership were identified:
transformational and transactional leadership
(Podsakoff et al., 1990; Conger et al., 1997;
Hinkin & Tracey, 1999; Banerji & Krishnan,
2000; De Groot, Kiker & Cross, 2000; Yukl,
2002). Transactional leadership must be
defined in order to fully understand the ways in
which transformational leaders influence fol-
lowers. Transactional leadership is exemplified
by an exchange process where emphasis is put


on the behaviours and attitudes which mediate
the quality of exchange between the leader and
followers (Bass, 1985; Yukl, 2002). Burns (1978)
and Bass (1985) differ in their views on the
exclusiveness of transactional leadership. Bass
(1985) stresses the idea that transformational
and transactional leadership styles are distinct
but not mutually exclusive processes, and in
fact are combined within effective leadership,
whereas Burns (1978) recognizes the two con-
cepts as contrasting. According to Bass (1985,
1990) and Yukl (2002), transactional leadership
is demonstrated by three types of behaviour:
contingent reward: rewards for satisfying perfor-
mance; active management by exception: monitor-
ing and correcting behaviour; and passive
management by exception: intervention when
standards are not met.


Transformational Leadership


Transformational leadership can be seen as an
expansion or extension of transactional behav-
iour, and is defined in terms of the leader’s
effect on followers (Felfe, Tartler & Liepmann,
2004). Followers feel admiration, loyalty, trust
and respect towards their leader. A transfor-
mational leader is able to influence followers
by connecting their self-concept to the mission
of the organization or group and by address-
ing and modifying their values and self-
esteem (Kark, Shamir & Chen, 2003). As a
result followers’ behaviour will become self-
expressive and followers will express a greater
willingness to contribute to group objectives.
Furthermore, transformational leaders influ-
ence followers by shifting goals away from
personal interest towards self-actualization
and the greater good, and followers are moti-
vated by the fear of disappointing the leader
(Chen, 2002; Yukl, 2002).


Bass (1985, 1990) developed a model which
attempted to conceptualize transactional and
transformational leadership consisting of
seven dimensions (Bass, 1985; Avolio, Bass &
Jung, 1999). The seven factor conceptualization
was translated into an instrument that pur-
ports to measure the components of both
transactional and transformational leadership.
This instrument, called the Multifactor Leader-
ship Questionnaire (MLQ), was developed by
these authors. Transformational leadership is
measured by four dimensions: idealized influ-
ence, intellectual stimulation, individualized
consideration and inspirational motivation
(Bass & Avolio, 1994). The original conceptual-
ization of the theory (Bass, 1985) included the
first three dimensions, and the fourth dimen-
sion was added in Bass (1990).


Idealized influence is defined as the capability
to act as a role model whereby the leader


LEADERSHIP AND INNOVATION 229


Volume 17 Number 3 2008
© 2008 The Authors
Journal compilation © 2008 Blackwell Publishing







becomes admired, respected and trusted. Trust
is earned by the willingness to take personal
risks and the consistency in deciding and
behaving. Idealized influence is divided into
behavioural idealized influence and attribu-
tional idealized influence (Bass & Avolio,
1994).


Intellectual stimulation thrives within a sup-
portive climate where creativity and innova-
tion are crucial for the leader’s ability to
arouse within followers an awareness of prob-
lems and recognition of their own beliefs and
values (Bass & Avolio, 1994). Furthermore, fol-
lowers are stimulated to question decisions
and tackle challenging tasks by reframing
problems (Bass, 1990; Felfe & Goihl, 2002;
Felfe, Tartler & Liepmann, 2004).


Individualized consideration is a trait
whereby the leader gives personal attention
to his followers, taking into consideration
their differences. The leader is continuously
involved in a process of coaching and feed-
back linking the followers’ needs to the orga-
nization’s mission, providing opportunities
for self-actualization and personal growth
(Bass, 1985, 1990; Felfe & Goihl, 2002; Felfe,
Tartler & Liepmann, 2004).


Inspirational motivation pertains to the ability
of the transformational leader to create an
inspiring, motivating, convincing and attrac-
tive future vision. By the use of symbols and
the display of optimism and power, leaders
are able to encourage followers’ belief in their
ability to perform (Bass, 1990; Bass & Avolio,
1994).


This study used the four dimensions of
transformational leadership. This approach
allowed for the identification of the separate
contributions to innovative work behaviour
by the various dimensions, as well as a better
understanding of the impact of the entire
construct.


Transformational Leadership and Innovative
Work Behaviour


Few empirical studies exist that have demon-
strated the specific relationship between trans-
formational leadership and innovative work
behaviour (Janssen, 2002). However, the extant
literature has demonstrated various attempts
at identifying the process by which transfor-
mational leaders potentially enhance innova-
tive work behaviour (Bass & Avolio, 1990;
Sosik, Avolio & Kahai, 1997; Mumford et al.,
2002). A number of reasons are proposed to
support the assumption that transformational
leadership positively influences innovative
work behaviour. Transformational leadership
goes beyond transactional leadership by
engaging followers’ personal value systems,


thereby encouraging them to go beyond the
regular exchange of conventional agreements
for expected performance (Hater & Bass, 1988;
Bass & Avolio, 1990). The leader stimulates fol-
lowers to do more than is expected by intrin-
sically motivating them. Hater and Bass (1988),
Bass and Avolio (1990) and Bass (1990) note
that the transformational leader is able to
induce followers, by means of intellectual
stimulation, to re-evaluate potential problems
and their work environment from which inno-
vative ideas can grow. By using inspirational
motivation, a transformational leader is able to
induce within followers a belief in their ability
to perform. It is likely that employees who are
aware and confident of their ability to success-
fully implement their competencies, are prone
to exhibit innovative work behaviour. As a
transformational leader highlights individual
qualities of followers, thereby emphasizing
the diversity in talent, it is plausible that indi-
vidualized consideration instigates innovative
work behaviour.


An abundance of empirical studies has
found a positive relationship between trans-
formational leadership and work unit effec-
tiveness measures (Lowe, Kroeck & Sivasubra-
maniam, 1996; Sosik et al., 1998; Judge &
Piccolo, 2004). Innovativeness was incorpo-
rated in many of these studies as a component
of effectiveness, empirically endorsing that the
relationship between transformational leader-
ship and innovative work behaviour is prima-
rily of an indirect nature. A study by Sosik et al.
(1998) used the number of creative ideas gen-
erated as a component of effectiveness. Results
indicated a positive relationship between
transformational leadership and creativity in
a computer-mediated brainstorming exercise.
Research by Sosik (1997) and Sosik, Kahai
and Avolio (1998) yielded similar results. Both
studies used creativity as the effectiveness cri-
teria. In a series of studies by Wilson-Evered
and colleagues, transformational leadership
was linked with innovative work climate and
behaviours in health care teams (Wilson-
Evered, Härtel & Neale, 2001, 2004).


In sum, from the literature reviewed thus
far, only two studies have successfully and
specifically linked transformational leadership
to innovative work behaviour: Janssen (2002)
and Wilson-Evered and colleagues (Wilson-
Evered, Härtel & Neale, 2001, 2004; Wilson-
Evered, Dall & Neale, 2001). In Janssen’s
work, data were collected by means of ques-
tionnaires among 170 employees of an energy
supplier in the Netherlands. By means of hier-
archical regression analysis, this study found
the relationship to be positive and highly sig-
nificant. The relationship between innovative
work behaviour and transactional leadership
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was also tested, but no significant results were
produced. More indirect evidence for the
posited relationship is provided in a study
by Jung, Chow and Wu (2003). Their study
examined the relationship between trans-
formational leadership and organizational
innovation in 32 Taiwanese companies in the
electronics industry. Analysis yielded a direct
and positive link between transformational
leadership and organizational innovation.
The authors suggest that a leader who alters
and influences the work environment and
organizational culture is able to affect both
organizational members’ work attitudes and
motivation, which in turn affects their col-
lective organizational achievement. Finally,
Wilson-Evered and colleagues’ work on
health care teams found a positive relation-
ship between transformational leadership
and climate for innovation as well as a link
between transformational leadership and
morale and morale and implemented innova-
tions (Wilson-Evered, Härtel & Neale, 2001,
2004; Wilson-Evered, Dall & Neale, 2001).


In light of the relationship which this study
attempts to reaffirm, it is noteworthy that a
number of studies were unable to produce
supportive results. Kahai, Sosik and Avolio
(2003) conducted a study which concluded
that there was no significant difference in the
number of creative ideas produced when
either transformational or transactional leader-
ship was employed. A study by Jaskyte (2004)
yielded non-significant correlations between
transformational leadership and organiza-
tional innovativeness. Notably, the results from
the latter mentioned studies merely provide
indirect evidence for the lack of a relationship
between transformational leadership and
innovative work behaviour. Though research
evidence is equivocal, as evidenced through
the previously reviewed studies, this study
conforms to the theorized relationship that
transformational leadership positively influ-
ences followers’ innovative work behaviour
(Hater & Bass, 1988; Bass & Avolio, 1990). The
purpose of this study is to supply conclusive
and specific empirical evidence of the latter
mentioned relationship which leads to the fol-
lowing hypothesis:


Hypothesis 1. Transformational leadership is
positively related to innovative work behaviour.


The Moderating Effect of Gender of
the Manager


Carless (1998) mentions that, according to
the gender-centred perspective, individual
attributes such as traits, cognitions and atti-
tudes vary according to the gender of the indi-


vidual. This approach suggests that women
will develop a more feminine style of leader-
ship, whereas men are prone to develop a
more masculine style of leadership. The styles
inhibit such characteristics as caring and nur-
turance or dominance and task orientation,
respectively. Correspondingly, the social-role
theory proposes that leaders will behave in
accordance with societal expectations about
their gender role. Women, in this respect,
would be more prone to use transformational
aspects of leadership (e.g. individualized con-
sideration and intellectual stimulation; Eagly
& Johannesen-Schmidt, 2001). The strand of
empirical research regarding gender differ-
ences within transformational leadership is
historically typified by a lack of consensus,
yielding mixed findings within empirical
research (Eagly & Johannesen-Schmidt, 2001;
Eagly, 2003; Vecchio, 2003). A meta-analysis
conducted by Eagly and Johnson (1990) con-
firmed both the existence and absence of
gender differences in leadership styles. Within
organizational studies, no differences were
found between women and men in inter-
personally oriented and task oriented leader-
ship styles. Within laboratory experiments
and assessment studies, the latter mentioned
leadership styles appeared gender stereo-
typic to some extent. Furthermore, in accor-
dance with gender stereotypic expectations,
women were prone to adopt a more demo-
cratic or participative style of leadership than
men. Conceptually, democratic leadership
resembles transformational leadership (van
Engen, van der Leeden & Willemsen, 2001).
Meta-analytic research by Eagly, Johannesen-
Schmidt and van Engen (2003) did confirm
the existence of gender differences within
leadership styles. Results support the line of
reasoning that female leaders are more trans-
formational than their male counterparts, spe-
cifically indicating that women were superior
on all transformational dimensions. Effect
sizes for all observed differences were small,
but stronger for the subscale of transforma-
tional leadership that is most congruent with
the female gender role, namely, individualized
consideration. Meta-analytic research by van
Engen and Willemsen (2004) yielded similar
results by demonstrating that women are more
prone to use transformational leadership than
men.


Although meta-analytical research has
revealed that women are more likely to adopt
a transformational leadership style than men,
caution is advised in judging their respective
effectiveness. A meta-analytical study by
Eagly, Karau and Makhijani (1995), examining
leadership effectiveness, found that aggre-
gated results, including all organizational and
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laboratory studies, yielded equal effectiveness
measures for both women and men. The same
study did, however, conclude that within
roles defined in more masculine or less mas-
culine terms, men and women were more
effective respectively. In other words, gender
differences in leaders’ effectiveness were
significantly correlated with the congeniality
of the respective roles. A previously con-
ducted meta-analysis by Eagly, Makhijani
and Klonsky (1992) yielded similar results in
that women were devalued relative to their
male counterparts when leaders occupied
male-dominated roles or exhibited masculine-
type leadership behaviours. A literature re-
view yielded no empirical studies which
specifically investigated the impact of contex-
tual gender-typing on leader effectiveness.
However, findings of the two latter men-
tioned meta-analyses suggest that in contexts
in which leaders are ‘out of role’, effectiveness
can be reduced (van Engen, 2001). With
respect to the present research, determining
whether hospitals constitute a male or female
typed setting is requisite, as this establishes
whether male or female managers occupy
‘out of role’ leadership positions, and from
that inferences about respective effectiveness
can be made.


Medical workforce demographics reflect
a paradox within hospitals. Gender ratios in
absolute numbers within first world hospital
workforces are dominantly in favour of
women, which in turn may be seen as a proxy
of the gendered nature of these hospitals
(Degeling et al., 2000; Grant, Robinson &
Muir, 2004). However, an in-depth analysis of
the vertical distribution of men and women
within hospital workforces suggests other-
wise. Statistics indicate that women are pre-
dominantly employed as nurses in hospitals,
amounting to more than 90 per cent of total
nurse populations in Canada, the United
States and the United Kingdom (Evans, 1997).
A briefing paper by Zurn et al. (2002) for the
World Health Organization remarks that
women still tend to concentrate in lower-
status health occupations, and constitute a
visible minority among highly trained profes-
sionals and managers. The latter is reinforced
by an article by Hassell (2003) which indicates
that although pharmacy is a female dominated
profession within hospitals in the United
Kingdom, women comprise only 6 per cent of
senior grades in comparison to 23 per cent for
men. As such it may be argued that hospitals
are in fact male gendered through the domi-
nant positioning of men. When specifying for
the Australian healthcare sector, a similar
picture prevails. In 2005, Australia’s healthcare
workforce totalled approximately 462,000


FTEs, encompassing 75 per cent women (Aus-
tralian Institute of Health and Welfare, 2006a).
An analysis of the distribution of men and
women in the Australian healthcare workforce
provides a further incentive to believe that
overall gender ratios must not be seen as a
proxy of the gendered nature of a hospital.
The presence of women in healthcare work-
forces is most profoundly visible in lower
status occupations, such as nursing, where
women account for 90 per cent of a total
of 305,400 nurses. Various authors remark,
however, that within nursing, patriarchal
gender relations play a significant role in situ-
ating a minority of men in positions of power
and status (Evans, 1997; Kleinman, 2004). The
proportion of women in higher status occupa-
tions is significantly lower, which is visible in
health professions such as medical specialist
and general practitioner where the proportion
of female occupants is 28 and 42 per cent,
respectively (Australian Institute of Health
and Welfare, 2006b). The latter depiction of
hospital workforces suggests that despite a
majority of women, a masculine typed setting
prevails.


This paper will argue that the male gen-
dered setting, as depicted by the patriarchal
nature of hospital workforces, allows for more
effective leadership by men. Innovative work
behaviour acts as the criterion of leadership
effectiveness, which is considered valid, as
innovation has been used in various meta-
analyses as a criterion of leadership effective-
ness (Lowe, Kroeck & Sivasubramaniam, 1996;
Judge & Piccolo, 2004). The meta-analyses by
Eagly, Makhijani and Klonsky (1992) and
Eagly, Karau and Makhijani (1995) did not
specify for transformational leadership. This
paper assumes that such a specification would
yield similar results, as transformational lead-
ership can be seen as an androgynous form of
leadership, thus not yielding an advantage to
either men or women with respect to the form
of leadership (van Engen, 2001; Manning
2002). Differences in leadership effectiveness
are deemed to stem from the interaction
between gender of the manager and the
gender typing of the context. In other words,
the hospital setting is considered incongruent
for female managers, and congenial to male
managers. As such, in this particular hospital
setting it is assumed that gender of the
manager will moderate in the relationship
between transformational leadership and
innovative work behaviour.


Hypothesis 2: The effect of transformational
leadership on innovative work behaviour is
stronger for male managers, than for female
managers.
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The Moderating Effect of Gender of the
Manager and Gender of the Employee
Combined


Empirical research on the determinants of the
performance of leader–subordinate work pairs
is abundant and diverse. However, specific
research dealing with the impact of demo-
graphic similarity of superior–subordinate
dyads on the relationship between transforma-
tional leadership and performance outcomes,
such as innovative work behaviour, requires
more attention. The ‘similarity attraction
paradigm’ by Byrne (1971) according to Varma
and Stroh (2001), which states that individuals
are inclined to like others who are similar to
them more than they like individuals who are
different, is a possible perspective for address-
ing this issue. A study by Tsui and O’Reilly
(1989), in accordance with this perspective,
concluded that increased dissimilarity in
superior–subordinate demographic character-
istics was related to decreased effectiveness
according to the superior’s perspective. Simi-
larly, results from a study by Varma and Stroh
(2001) revealed that male and female superiors
exhibit a positive bias towards subordinates of
the same gender, with a similar impact on per-
formance appraisals. Milliken and Martins
(1996) indicate that there is a tendency by
supervisors to view dissimilar subordinates
less positively, which is evident in lower per-
formance ratings. In accordance with the latter,
we expect an interaction effect of gender of the
manager and gender of the employee, indicat-
ing that subordinates are prone to exhibit
greater levels of innovative work behaviour
when their leader is of the same gender rather
than of the opposite gender.


Hypothesis 3: Subordinates whose leader is the
same gender will exhibit more innovative work
behaviour than subordinates whose leader is of
the opposite gender.


Method


Research Setting, Participants
and Procedures


This research paper was written as part of a
three-year research project on diversity in
health care teams, funded by the Australian
Research Council (ARC, 2004–06). The dataset
for this study was compiled from a sample of
335 participants dispersed over four hospitals
in Australia. Participants belonging to 41
multidisciplinary teams completed the ‘team
member survey’. Criteria for including a team
in the study were: teams that were identified as
teams that met regularly and were interdepen-


dent, and were known by others as a team and
named as a team in the organizational struc-
ture. Furthermore, additional criteria for selec-
tion of teams were that teams needed to include
at least three different functional groups (e.g.,
nurse, medical doctor, psychologist, allied
health professional, consultant, etc.) and an
agreed team leader could be identified. Four
respondents were initially eliminated from the
analysis, as one or more of the independent
variables were missing. Females represented
77.9 per cent of the sample. Most respondents’
highest educational level was reflected by a
Bachelors degree, and 81.5 per cent of the
sample was comprised of Bachelors and Post-
graduate degrees combined. A second dataset,
for the analysis of hypotheses 2 and 3, required
the elimination of a further 164 respondents,
leaving a dataset of 171 respondents, dispersed
over 36 teams. The reason for the elimination of
the high number of respondents was twofold.
In some teams, team members did not agree
on who the official leader of the team was
(we included the item ‘In your opinion, who is
the official leader of this team (please provide
position/job title only, e.g., Consultant, Nurse Unit
Manager)?’. In those cases, we selected the
leader that was appointed by most team
members as the team leader (which resulted in
a removal of 60 respondents). Furthermore, we
eliminated 104 respondents from the analysis,
as the response for ‘sex of the manager’ was left
blank. Females represented 76.6 per cent of the
remaining sample. Most respondents’ highest
educational level was a Bachelors degree, and
76.1 per cent of the sample was comprised of
Bachelors and Postgraduate degrees combined.
Thus, the characteristics of the respondents
from the second dataset are consistent with
those in the larger dataset.


Measures


Transformational leadership was measured using
the Multifactor Leadership Questionnaire
(MLQ) (Bass & Avolio, 1994). The four theoreti-
cally distinctive behavioural components of
transformational leadership were measured by
20 items rated on a five-point Likert scale, with
possible answers ranging from ‘1 = strongly
disagree’ to ‘5 = strongly agree’. When all 20
items were included in a Principal Components
Analysis (PCA) with Varimax rotation, the
projected factor structure representing four
dimensions was not achieved. Consequently
separate factor analyses were employed for
each theorized component of transformational
leadership in order to determine whether the
theorized items for each component loaded
adequately. Under the given analytical circum-
stances, Inspirational motivation (4 items) and
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Intellectual stimulation (4 items) matched the
theoretical factor structure of the MLQ with
reliability coefficients of 0.82 and 0.81, respec-
tively. Individual consideration (4 items) con-
tained one item which decreased the internal
consistency. Idealized influence (8 items) con-
tained two items which marginally decreased
the internal consistency. However, because of
sampling adequacy, it was decided to retain all
items in the scales. The scales for transforma-
tional leadership presented within the MLQ
guide the structure of the scales in our analysis,
notwithstanding the lack of evidence for the
theorized factor structure within this re-
search. This stance is taken because a recon-
ceptualization of the factor structure of the
MLQ would seriously hamper the interpret-
ability and validity of the construct transforma-
tional leadership.


Innovative work behaviour was measured
using four items from the Aston Team Per-
formance Inventory, which was designed
by West, Markiewicz and Dawson (2005). The
four items measured individual perceptions
of team innovation on a 5-point Likert scale,
and were rated ranging from ‘1 = strongly
disagree’ to ‘5 = strongly agree’. For the four-
item scale, a reliability coefficient (Cronbach’s
alpha) of 0.86 was obtained.


Statistical Properties of the
Questionnaire Scales


Missing values on items of the innovation
and transformational leadership scales were


replaced by regression estimates with added
random value, using Student’s t variates as
residuals (Little & Rubin, 1990). The criterion
variables used for the regression procedure
are: (a) scores on items of the same scale, and
(b) variables describing background informa-
tion of the respondent (age, gender and edu-
cational level). Table 1 presents the means,
standard deviations and internal consistency
statistics of all instruments used, as well as the
correlations between all scales.


Statistical Analysis


The present study uses data which is pre-
sumed to have nested sources of variability,
hierarchically placed on three levels. Most
variables were measured at the employee level
(Level-1), including gender of the employee,
and employee ratings of the manager’s trans-
formational leadership and innovative work
behaviour. At the team level (Level-2), gender
of the manager was measured. All of the teams
belong to one of four hospitals (Level-3). In
short, this means that Level-1 data (individual
perceptions) is nested within Level-2 entities
(teams), and in turn Level-2 entities are nested
within Level-3 entities (hospitals). According
to Snijders and Bosker (1999), a common pro-
cedure in social research is to aggregate the
micro-level data to the macro-level, which is
normally done by working with the averages
of each macro-unit. However, aggregation is
not an adequate method when analysing data
with nested sources of variability. Snijders and


Table 1. Mean, Standard Deviation and Cronbach’s Alpha for Transformational Leadership & Dimensions
Thereof, and Innovation


n
Items


Mean
(Stddev)


a (1) (2) (3) (4) (5)


Innovationa (1) 4 3.37 (0.76) 0.86
Transformational
leadershipa


(2) 20 3.43 (0.66) 0.94 0.48**


Dimensions of TF Leadershipa


Intellectual
Stimulation


(3) 4 3.27 (0.78) 0.81 0.43** 0.86**


Inspirational
Motivation


(4) 4 3.66 (0.73) 0.82 0.44** 0.86** 0.66**


Individualized
Consideration


(5) 4 3.19 (0.82) 0.72 0.38** 0.85** 0.73** 0.61**


Idealized Influence (6) 4 3.50 (0.77) 0.83 0.43** 0.94** 0.73** 0.80** 0.71**


** Correlation is significant at the 0.01 level (2-tailed).
a Values range from 1 (strongly disagree) to 5 (strongly agree).
N = 335.
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Bosker (1999) formulated four potential errors.
The first potential error is shift of meaning, as
no distinction is made between macro and
micro units. In our study we are interested in
innovative work behaviour of employees and
not in team innovation, for instance. The
second error with aggregation is the ecological
fallacy, because the relationship between two
variables (e.g., transformational leadership
and innovative work behaviour) may be nega-
tive at the individual level but positive at the
aggregate level (or vice versa). Thirdly, neglect
of the original data structure may obscure
underlying relations, for example obscuring
the relationship of other (control) variables at
the individual or team level. A last objection
against aggregation is, ‘that it prevents from
examining potential cross-level interaction
effects of a specified micro-level variable with
an as yet unspecified macro-level variable’
(Snijders & Bosker, 1999), in our case the pos-
sible interaction effects between gender of the
employee and gender of the leader.


Multi-level analysis introduces a Multilevel
Random Coefficients Model (MRCM) which
fits an integral model to all Level-1 data, simul-
taneously incorporating variables measured at
higher levels, thereby using a maximum of
information. In MRCM terms, the procedure
involves modelling within-participant vari-
ance at Level-1, and between-participant vari-
ance at Level-2. In this sense, multi-level
models allow for regression coefficients from
one level of analysis to be modelled at another
level. Furthermore, MRCM includes a fixed
and random effect for each variable, as well as
covariances between all random effects. Ordi-
nary least squares (OLS) regression analysis,
on the other hand, does not include random
error terms and correlations between error
terms. Theoretically, multi-level models
embrace separate models for each separate
data level. Within this study a distinction can
be made between a Level-1 model at the
respondent level, a Level-2 model at the team
level, and a Level-3 model at the hospital level.


Results


To begin with, two base models were esti-
mated, a two-level intercept-only model and a
three-level intercept-only model, in order to
find out which of the two models fit the data
better. Results readily indicate that the three-
level intercept-only model yielded no signifi-
cant improvement in model fit (c2 = 0.348, ns)
in comparison to the two-level intercept-only
model. Thus, the two-level intercept-only
model is the better baseline model for the
variable innovative work behaviour, and will


subsequently be used as the baseline model.
The intra-class correlation of the two-level
intercept-only model is 0.201, which signifies
that 20 per cent of the total variance in employ-
ees’ innovative work behaviour is variance
between higher level units (teams). Column
1 in Table 2 presents the results of the base
model.


Transformational Leadership


A MRCM with innovative work behaviour as
dependent variable and perceived transfor-
mational leadership as predictor was used to
test Hypothesis 1. The results in column 2 of
Table 2 show that employees exhibit a higher
level of innovative work behaviour when sub-
jected to higher levels of transformational
leadership. This effect is significant (t = 8.37,
p < 0.001), and thus Hypothesis 1 is accepted.


Gender of the Manager, and Gender
of the Employee


It is predicted that the effect of transforma-
tional leadership on innovative work behav-
iour is stronger for male managers than for
female managers. Furthermore, it is predicted
that subordinates in same-gender superior–
subordinate dyads will exhibit superior levels
of innovative work behaviour. To test Hypoth-
eses 2 and 3, two MRCMs were estimated.
Table 3 displays the results for the two models.
The first column presents the results for the
effects of transformational leadership and
gender of the manager on innovative work
behaviour.1 The second column presents the
results for the effects of transformational lead-
ership, gender of the manager, and gender of
the employee on innovative work behaviour.
In both models, the effect of transformational
leadership is significant.


Results indicate that gender of the manager
has no significant direct effect on innovative
work behaviour (t = -0.54, ns.). In accordance
with expectations, the interaction effect
between transformational leadership and
gender of the manager proved significant
(t = 2.48, p < 0.05). Inspection of the regression
model suggests that transformational leader-
ship by male managers induces a slightly
higher level of innovative work behaviour in
employees in comparison to female managers.
Results are in accordance with the theoretical
reasoning of this study, thereby confirming
Hypothesis 2.


Results also indicate that neither gender of
the manager, nor gender of the employee
1 The deviance of the model including only trans-
formational leadership, acting as the comparative
model, was 316,522.
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(within the same model) have a significant
direct effect on innovative work behaviour.
Note that the significant interaction effect
between transformational leadership and
gender of the manager has disappeared
(t = 0.08, ns.) within the model, including
gender of the employee. No significant effect
was found for the three-way interaction of
transformational leadership, gender of the
manager, and gender of the employee
(t = -0.48, ns.),2 thereby disconfirming Hypo-
thesis 3.


Components of Transformational Leadership


Next, we examined the various components
of transformational leadership (idealized influ-
ence, individual consideration, intellectual
stimulation and inspirational motivation).
Table 4 presents the results for the estimations
of innovative work behaviour. The effect of the
components of transformational leadership
on innovative work behaviour proved positive
and significant for all four components. Analy-
sis of the interaction effects between the com-
ponents of transformational leadership and
gender of the manager yielded significant
results for idealized influence (t = 2.82, p < 0.01)


and individualized consideration (t = 2.45,
p < 0.05).3 In other words, the results indicate
that the majority of the variation in innovative
work behaviour, due to the interaction effect
between transformational leadership and
gender of the manager, is explained by ideal-
ized influence and individualized consider-
ation. More specifically, the results suggest that
idealized influence and individualized consid-
eration by male managers induces a slightly
higher level of innovative work behaviour in
employees in comparison to female managers.
As such, in accordance with the theoretical rea-
soning in this paper, further partial confirma-
tion of Hypothesis 2 is observed.


Discussion


The purpose of this research was to establish
the relationship between transformational
leadership and innovative work behaviour.
The provision of beneficial services to patients
with respect to medicine and health care is the
primary responsibility of hospitals, as exten-
sive social and economic repercussions are
implied (Australian Institute of Health and


2 The deviance for model (1.4) has not significantly
changed in comparison to the deviance of model
(1.3).


3 The deviances for the m estimating innovative
work behaviour by the components of transforma-
tional leadership and sex of the manager were all
insignificant.


Table 2. Two-Level Intercept-Only Model, and Estimated Innovative Work Behaviour by Perceived Trans-
formational Leadership


Parameters Estimate (Standard Error)


Intercept-Only Leadership


Fixed Parameters:
– constant 3.292 (0.068) 3.340 (0.052)
Employee variables (Level-1):
– transformational leadershipa 0.544 (0.065)***


Variance Components:
Team variance (Level-2):
– intercept 0.118 (0.042) 0.055 (0.024)
– transformational leadership/intercept -0.023 (0.020)
– transformational leadership 0.033 (0.032)
Employee variance (Level-1):
– residual 0.469 (0.039) 0.374 (0.032)
– 2 log likelihood (deviance) 738.382 657.469***


* p < 0.10, ** p < 0.01, *** p < 0.001.
a Transformational leadership is centered around the mean.
The degrees of freedom for the chi-square test is the number if extra parameter estimates in every column.
There are k = 40 teams and N = 335 respondents.
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Welfare, 2006a). Workplace innovation encour-
ages the advancement of medical care in
hospitals, which underlines the importance of
transformational leadership, as it is hypoth-
esized that more transformational leadership
corresponds with greater amounts of innova-
tive work behaviour (Hypothesis 1). The latter
relationship was subsequently specified by
including the moderating effect of gender of
the manager and gender of the employee. This
study expected the relationship between trans-
formational leadership and innovative work
behaviour to be stronger for male managers
than for female managers (Hypothesis 2).
With respect to manager–employee dyads, we
expected that employees in same-gender
dyads would exhibit more innovative work
behaviour (Hypothesis 3). Solid evidence was
found for the relationship between transfor-
mational leadership and innovative work


behaviour, enduring when specifying for the
various components of transformational lead-
ership (idealized influence, intellectual stimu-
lation, individualized consideration and
inspirational motivation). Results are congru-
ent with the theoretical perspective of Bass
and Avolio (1990), and empirical findings by
Janssen (2002), Wilson-Evered, Härtel and
Neale (2001, 2004) and Wilson-Evered, Dall
and Neale (2001).


In short, we theorized that differences in the
relationship between transformational leader-
ship and innovative work behaviour, with
respect to the gender of the manager, stem
from the gendered nature of the context.
Conceivably, hospitals constitute a masculine
typed setting, specifically in terms of leader-
ship. Taking this contention allowed us to
make inferences congruent with the findings
of meta-analyses by Eagly, Makhijani and


Table 3. Estimated Innovative Work Behaviour by Perceived Transformational Leadership, Sex of the
Employee and Sex of the Manager


Parameters Estimate Innovation (Standard Error)


Leadership & Sex
of the Manager


Leadership & Sex of the
Manager and Employee


Fixed Parameters:
– constant 3.384 (0.088) 3.408 (0.121)
Team variables (Level-2):
– sex of managera -0.065 (0.120) -0.002 (0.263)
Employee variables (Level-1):
– transformational leadershipb 0.747 (0.094)*** 0.897 (0.151)***
– sex of employeea -0.034 (0.160)
Cross-level interactions:
– transformational leadership ¥ sex of manager -0.342 (0.138)* 0.051 (0.679)
– sex of manager ¥ sex of employee -0.098 (0.297)
– transformational leadership ¥ sex of manager


¥ sex of employee
-0.339 (0.696)


Variance Components:
Team variance (Level-2):
– intercept 0.037 (0.027) 0.024 (0.051)
– transformational leadership/intercept 0.000 (0.000) 0.0 (0.000)
– transformational leadership 0.000 (0.000) 0.0 (0.000)
– sex of employee/intercept -0.021 (0.062)
– transformational leadership ¥ sex of employee 0.074 (0.098)
– sex of employee 0.000 (0.000)
Employee variance (Level-1):
– residual 0.344 (0.041) 0.325 (0.040)
– 2 log likelihood (deviance) 316.388 311.139


* p < 0.05, ** p < 0.01, *** p < 0.001.
a Sex is dummy coded, 0 for men and 1 for women.
b Transformational leadership is centered around the mean.
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Klonsky (1992) and Eagly, Karau and Makhi-
jani (1995), that male managers are more effec-
tive in inducing innovative work behaviour
when using transformational leadership. The
interaction effect of gender of the manager and
transformational leadership was moderately
significant and in the predicted direction; that
is, male managers exhibiting transformational
leadership induce more innovative work
behaviour in subordinates than female manag-
ers. Caution is advised about generalizing the
results, as the deviance was not significantly
different from the model including only trans-
formational leadership. With more statistical
power, better results could potentially be
achieved. The current lack of power can be
attributed to the small sample size. Despite a
small deviance, results are in accordance with
the theoretical reasoning behind Hypothesis 2.
A potential explanation for the latter result is
twofold. Either transformational leadership
by male managers is more effective within the
research setting, or employees exhibited a
negative bias towards female managers in
evaluations of transformational leadership,
even if they exhibited the same behaviour as
male managers. In both cases, demonstrated
gender differences might be attributed to the
gendered nature of the context. As no concrete
inferences can be made about the influence of
context, future research should incorporate a
measurement of the gendered context, and
attempt a comparison between feminine and
masculine contexts. Such an approach would
aid in determining whether differences in
induced innovative work behaviour between
male and female managers exhibiting transfor-
mational leadership can be attributed to the
leadership style, or the gendered nature of the
context as hypothesized.


Further specification of which of the dimen-
sions of transformational leadership is respon-
sible for the interaction effect of leadership
style and leader gender on innovative work
behaviour showed that, specifically, idealized
influence and individualized consideration
generated gender contrast effects. Results
suggest that male managers who express com-
passion, trust and confidence towards the indi-
vidual, and exhibit great commitment and
persistence in pursuing objectives, are more
effective in eliciting innovative work behaviour
in followers in comparison to female managers.
With respect to individualized consideration,
it is possible that the respondents exhibited
counter-stereotypical behaviour, which leads
to a polarized evaluation in the opposite direc-
tion of the gender stereotype (Vonk & Ellemers,
1993). This situation would imply that female
managers are expected to demonstrate stereo-
typical female leadership traits, whereas male


managers are overtly commended for exhibit-
ing such traits. A study by van Engen (2001)
obtained comparable results, by demonstrating
that feminine male managers were evaluated
most favourably on ratings of subordinate sat-
isfaction with the manager. The disappearance
of the significant interaction effect between
transformational leadership and gender of the
manager in the model including gender of the
employee can possibly be attributed to an
over-fitting of the model.


This study is congruent with the similarity
attraction paradigm (Byrne, 1971), that a
manager exhibiting transformational leader-
ship will be more proficient in stimulating
innovative work behaviour in employees of the
same gender. The three-way interaction effect
of transformational leadership, gender of the
manager and gender of the employee on inno-
vative work behaviour was not significant. As
such, the similarity attraction paradigm, with
respect to innovative work behaviour induced
by superiors in superior–subordinate dyads,
was unverified. Comparable findings stem
from a study conducted by Komives (1991)
which examined the relationship of same- and
cross-gender work pairs to staff performance
and supervisor leadership in resident hall
units. Measures of supervisory leadership,
job satisfaction and motivation to extra effort
revealed no significant differences for male
and female assistants, regardless of the gender
of the supervisor. Arguably, the absence of
gender differences stems from the fact that
perceptions of team innovative work behav-
iour were used, instead of evaluations of indi-
vidual behaviour. Future research should
incorporate objective individual measure-
ments of innovative work behaviour.


Limitations


Although this study has found encouraging
results, it is important to recognize that the
current findings have several limitations. A
general limitation of the type of data gathering
employed is its cross-sectional nature, which
raises the question whether the correlations
found truly reflect the assumed causal rela-
tionship between transformational leadership
and innovative work behaviour. Janssen (2002)
indicated that the approachability of the
manager is an important mediating factor
between transformational leadership and
innovative work behaviour. Approachability of
the manager can be regarded as interwoven
with organizational support for innovation, as
vertical knowledge sharing is essential for suc-
cessful implementation of innovative ideas by
employees (Damanpour, 1991). It is therefore
possible that innovative employees share more
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ideas with the manager within an environ-
ment supportive of innovation, subsequently
causing the employee to identify the manager
as more transformational. This paper argues,
however, that such an inverse relationship
between transformational leadership and
innovative work behaviour is highly unlikely
as the positive impact of transformational
leadership on effectiveness has been demon-
strated both theoretically and empirically on
numerous occasions (Hater & Bass, 1988;
Lowe, Kroeck & Sivasubramaniam, 1996; Sosik
et al., 1998). Longitudinal studies may aid in
verifying the causal nature of the relationship
between transformational leadership and
innovative work behaviour.


Another issue related to the causal direction
of transformational leadership and innovation
is how transformational leadership may lead
employees to become more innovative. Trans-
formational leadership may, for instance, have
an impact on climate, group interactions and
individual performance abilities (Mumford
et al., 2002) that may mediate the relationship
between transformational leadership and
innovation. Future research that examines
mediating variables may shed a light on how
transformational leadership may shape inno-
vative work behaviour.


The nature of self-report studies must also
be addressed, as the possibility exists of
common method variance. Common method
variance refers to that instance where multiple
measures come from the same source, which
contaminates both measures with the presence
of defects in the source (Podsakoff et al., 2003).
A tendency towards increased correlations
between constructs can be attributed to a posi-
tive view of the manager which propagates
to analogous evaluations of separate concepts,
or a general inclination towards consistent
answering. However, in observing the modest
correlation between transformational leader-
ship and innovative work behaviour (r = 0.48),
the chance of common method bias is
regarded as less likely. The latter takes into
account that the existence of common method
variance would go hand in hand with a high
correlation between transformational leader-
ship and innovative work behaviour.


Finally, although our sample consisted of a
considerable sample of 335 respondents from
40 multidisciplinary teams, the results con-
cerning the effect of gender of the manager
and gender of the employee should be inter-
preted with caution as these were based on a
much smaller sample of 171 respondents in
36 teams.


Various conceptual and procedural con-
cerns have been raised regarding the MLQ,
such as high inter-correlations among the


various dimensions, potentially hampering its
construct validity (Yukl, 1999). A number of
authors have demonstrated ambiguity con-
cerning the number of behavioural compo-
nents of transformational leadership, a notion
reflected by the factor structure identified
within this study (Bycio, Hackett & Allen,
1995; Tracey & Hinkin, 1998; Avolio, Bass &
Jung, 1999). It is possible that the latter has
influenced the analyses within this study of
the relationship between the four theorized
components of transformational leadership
and innovative work behaviour. Future
research should further investigate the con-
struct validity of transformational leadership,
as it embraces direct consequences for effec-
tive leadership training. A distinction between
the various behavioural components is only
useful when employees can perceive this dis-
tinction in practice.


The measure for innovative work behaviour
might be prone to social desirability bias, as
individual perceptions of team innovative
work behaviour were used. It is possible that
employees responded with high scores on the
items of innovative work behaviour, irrespec-
tive of actual perspectives as they are unclear
about their own contribution, or because they
want to present themselves positively. In order
to reaffirm and refine the promising findings
of this study, future research should incorpo-
rate objective measures of innovative work
behaviour.


Practical Implications and
Conclusion


Several practical implications are evident from
the findings of this study. The findings of this
study have demonstrated the importance of
transformational leadership for innovative
work behaviour. Hospitals that want to
capitalize on the innovative capabilities of
employees must ensure that team leaders
and individuals in key leadership positions
not only possess transformational leadership
behaviours, but explicitly demonstrate them as
well. Recruitment and development practices
should therefore incorporate a means to
control for the presence and actual use of such
behaviours, which could subsequently yield
an environment in which innovative work
behaviour can thrive, thereby aiding the
advancement of medical care. The results of
this study reiterate that hospitals should capi-
talize on the transformational leadership capa-
bilities of both male and female managers. The
findings do suggest, however, that female
managers are unable to exploit and benefit
from the empirically demonstrated greater
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likelihood of adopting a transformational
leadership style within a hospital setting, with
respect to perceived innovative work behav-
iour in followers (van Engen, van der Leeden
& Willemsen, 2001; Eagly, Johannesen-Schmidt
& van Engen, 2003). The absence of a signifi-
cant three-way interaction effect between
transformational leadership, gender of the
manager and gender of the employee suggests
that the composition of a functional team in a
hospital is not a determinant of team innova-
tive work behaviour. The concluding message
of this research is that investment in, and nur-
turance of transformational leadership creates
an environment in which innovation can thrive
to the benefit of patients and medical care
alike.
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