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ABSTRACT

Background: Nowadays, innovativeness plays a crucial role in the effectiveness and survival
of organizations as they constantly face global competition and rapid changes in the business
environment and thus need to innovate in order to keep up with their competitors and
eventually gain a competitive advantage. Particularly, the innovative work behavior (IWB) of
employees portrays a crucial asset enabling organizations to achieve success in a continuously
changing and evolving business environment. In order to foster IWB, innovative work climate
and leadership behavior depict crucial influencing factors, however, the field of the synergy
and mutual influence of leadership and climate as well as the assigning of the different
leadership behaviors and climate dimensions to different IWB phases is most widely
unexplored.

Methodology: A structured literature review including 49 studies has been used to illuminate
the influence of innovative climate and leadership behavior on employees’ IWB. In order to
especially examine the synergy effect of both factors on IWB, a case study in cooperation
with a medium-sized personnel service provider in western Germany including a semi-
structured interview with two of the company’s CEOs and a focus group with five employees
from different departments has been conducted.

Conclusion: Leadership behavior, innovative climate, and IWB are multidimensional
constructs. Most leadership behaviors are especially suitable for different IWB phases while
most climate dimensions supports overall IWB and the different phases almost equally.
Nevertheless, reducing innovative climate only to one single climate and disregarding its
various dimensions is not recommendable since there are still some dimensions which are
particularly suited for certain IWB phases and of which organizations can make use.
Therefore, in order to optimally exert influence on employees’” IWB during the different
phases, it is essential to decide upon the most suitable leadership behaviors to use and climate
dimensions to create. Consequently, when the behaviors and climate scales match the specific
IWB phase, they are able to strongly influence employees’ innovative work behavior.
Additionally, there are compatible leadership behaviors and climates which are clearly
interrelated. Therefore, when a company aims to establish a supporting atmosphere for certain
employees in which innovative ideas are welcome, it is essential that, as an antecedent for
such a climate, the employees’ leaders behave openly and supportive towards their
subordinates’ innovativeness. Hence, leadership behavior and climate are closely linked.
Leaders play a crucial role in creating innovative climates and continue to play an important
part in maintaining it and contributing to its eventual success in influencing employees
because it does not suffice to create a climate in order to foster innovation. Leaders have to
continue to be committed and stimulate their subordinates. This demonstrates that, primarily,
climate is subject to leadership behavior in order to emerge. Once present, however, climate
and leadership behavior go hand in hand and leaders have to make an effort to preserve the
formerly created climate

Most importantly, the structured literature review and especially the case study analysis
revealed that leadership behaviors can autonomously influence employees’ innovative work



behavior while climates cannot independently emerge and exert influence and require the
support of leaders.
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1. INTRODUCTION

Nowadays, innovativeness plays a crucial role in the effectiveness and survival of
organizations as they constantly face global competition and rapid changes in the business
environment and thus need to innovate in order to keep up with their competitors and
eventually gain a competitive advantage (e.g. Jiménez-Jiménez & Sanz-Valle, 2008; Lin,
2015; Dunegan et al., 1992; Janssen, 2000; Scott & Bruce, 1994). Particularly, the innovative
work behavior (IWB) of employees portrays a crucial asset enabling organizations to achieve
success in a continuously changing and evolving business environment (Yuan & Woodman,
2010). IWB involves an accumulation of behaviors signalizing the willingness to engage in
generating and applying beneficial novelty rather than resistance to do so (Kleysen & Street,
2001, Montes et al., 2004). It has been identified as a multistage concept comprising idea
exploration, idea generation, idea championing, and idea implementation (Scott & Bruce,
1994; De Jong & Den Hartog, 2010). The IWB of employees is influenced by various factors.
A strong effect is assumed to originate from the climate within an organization as
organizations inevitably produce a certain environment influencing both organizational and
individual out-puts and performance (Isaksen et al., 2001). The importance of a climate which
supports innovativeness has been widely accepted as innovation is something that has to be
actively fostered by a company (Dunegan, 1992). Such a climate is an important indicator for
individual-level outcomes and prevails upon employees to increase interaction with fellow
workers in order to exchange and share knowledge for creative idea generation (Parker et al.,
2003; Chen & Huang, 2007). Innovative climate comprises frequent behaviors, attitudes, and
feelings facilitating and supporting creativity which nurture employees’ willingness and
motivation to innovate (Imran et al., 2010). In line with this, it becomes obvious that
“establishing a work climate compatible with innovation is as much a part of the equation as
the people themselves” (Dunegan et al., 1992, p. 227). Additionally, another influence on
employees’ IWB is the leadership behavior of line managers. It includes a portfolio of
different behaviors of leaders in an organization which aim for the facilitation of the
motivation and capability of subordinates to behave innovatively in order to optimally cope
with their work tasks (De Jong & Den Hartog, 2007). Leadership also evidently increases the
likelihood of followers’ idea generation and their conversion into useful innovative outcomes
(Mumford et al., 2002). Line managers are taking on increasing responsibility in leading
employees to deliver innovative individual-level outcomes by generating a positive emotional
state and employee engagement (Alfes et al., 2013; Avolio et al., 2004). However, leaders’
behavior does not only individually affect IWB but engages in a synergy with the work
climate. Accordingly, Lewin et al. (1939) argue that different leadership behaviors generate
different climates which in turn evoke distinct employee behaviors. In line with this, De Jong
& Den Hartog (2007) state that “[I]eadership may also have indirect effects on outcomes, for
instance, through [...] creating a work climate in support of employees’ innovative efforts” (p.
57).

1.1 Problem Statement and Goal of Research
Taking into account the current state of research, literature mainly attends to the influence of
organizational climate and leadership behavior on IWB without considering the existence of
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an innovative climate including several sub-dimensions and its interplay with different
leadership behaviors in affecting the different phases of innovative work behavior. Hence,
although there is some literature dealing with different dimensions of innovative climate
influencing employees’ IWB and different leadership behaviors, there is a lack of literature
attending to the different stages of the innovation cycle in connection with differing climate
dimensions and leadership behaviors. Additionally, the synergy between an innovation
fostering climate and leadership behavior and also which measures organizations should take
in order to make use of appropriate climate dimensions and leadership behaviors in respective
situations is most widely unexplored. This research will explore and attend to these novel
areas.

A structured literature review depicts the ideal technique to determine the current state of
research, recognize the experts on this topic, and eventually pave the way for future research.
The final execution of a case study including the conduction of a focus group with employees
of a recruitment agency in western Germany and a semi-structured interview with two of the
CEOs of the company will enhance the scientific and practical relevance of this research by
additionally enabling a qualitative view on the subject matter. Conducting a case study is
especially valuable for this research since case studies allow for detailed information to be
collected which is usually richer and of greater depth than the results of other research
methods. Case studies also illustrate a good method to examine rare phenomena which are not
exhaustively studied yet and can be well used to challenge or verify theoretical assumptions.
After providing an overview of the characteristics of IWB and the dimensions of both
innovative work climate and leadership behavior as well as the methods used in this research,
the more in depth questions tapping into a whole new research area will be answered in the
results section.

Eventually, the goal of this research is to illustrate which scales of innovative work climate
and leadership behavior are most appropriate during each phase of innovative work behavior
and examine the relationship between and joint effect of leadership behavior and innovative
work climate on employees’ IWB. Also, measures organizations should adopt to make use of
appropriate climate dimensions and leadership behaviors in respective situations will be
examined. The research question reads as follows:

In what ways do innovative work climate and leadership behavior influence employees’
IWB?

Sub-questions include:
e In what ways does innovative work climate influence IWB?
o Which dimensions are required in which IWB phase?
e In what ways does leadership behavior influence IWB?
o Which behaviors are required in which IWB phases?
e How are leadership behavior and innovative climate related to each other?
e What is the joint effect of innovative climate and leadership behavior on IWB?



1.2 Scientific and Practical Relevance

This research contributes to the existing literature concerning the link between the climate
within an organization, the behavior of leaders, and innovative work behavior by, initially,
exploring the individual influence of an innovative climate and different leadership behaviors
on the innovative work behavior of employees. New ground will be broken by defining in
what ways different dimensions of innovative climate and different leadership behaviors
influence IWB and which climates and behaviors are required for each innovation phase.
Additionally, the unexplored field of the synergy and mutual influence of leadership and
climate will be examined. As innovative work behavior increasingly gains importance in
today’s fast changing business environment, the practical relevance of this research includes
enabling organizations to realize the utmost importance of an innovation fostering climate and
motivational leaders in order to enhance their innovative potential. Moreover, it will be
illustrated in what way organizations should manage the range of diverse climates and
leadership behaviors in order to apply suitable ones in various situations.

2. LITERATURE REVIEW

In order to clarify the formerly established research question, its components “IWB”,
“Innovative Climate”, and “Leadership Behavior” have to be clearly conceptualized and
linked to each other.

2.1 Innovative Work Behavior (IWB)

Nowadays, it has been proven by various researchers that the innovative work behavior
(IWB) of employees illustrates an important component for organizations in keeping pace
with competitors in the market and eventually reach a competitive advantage. It is inevitably
needed for companies’ success and their long-term survival (e.g. Janssen, 2000; Abstein et al.,
2014). The foundation of innovative work behavior is the overall openness of employees to
engage in change and embrace novelty and innovation instead of resisting unfamiliar
occurrences (Montes et al., 2004; Zaltman et al., 1973). IWB can be conceptualized as a
multistage construct involving a creative stage in which useful and innovative ideas are
generated by employees, followed by the realization of the idea in order to successfully
modify and improve the involved product, service or process (Scott & Bruce, 1994; Janssen,
2000; Veenendaal & Bondarouk, 2015). Kleysen and Street (2001) also point out that all
kinds of individual employees’ actions meant for generating and applying beneficial novelty
at any organizational level have to be considered innovative work behavior. According to De
Jong and Den Hartog (2010), IWB is comprised of four different dimensions which are
labeled idea exploration, idea generation, idea championing, and idea implementation. “The
start of an innovation process often has an element of chance: the discovery of an opportunity
or some problem arising” (De Jong & Den Hartog, 2010, p. 24). Consequently, the first phase,
idea exploration, includes the activation of employees to detect and seize novel opportunities
in order to improve current products, services or processes (Kanter, 1988; De Jong & Den
Hartog, 2010). The next element of IWB is idea generation which involves the process of
distancing from usual routines and systems to solve the identified issues during idea
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exploration (Kanter, 1988). A key concept of idea generation to successfully solve problems
and enhance performance is illustrated by the renewed combination of information and
existing concepts (De Jong & Den Hartog, 2010). After an idea has been generated by
employees, idea championing becomes relevant. During this stage, charismatic people
possessing the energy necessary to promote the idea throughout the company and find support
are vital (Van de Ven, 1986; Veenendaal & Bondarouk, 2015). Constantly showing
enthusiasm about the success of the innovation, persistence, and bringing the right people
together are crucial tasks of champions (e.g. Howell et al., 2005). Eventually, during idea
implementation, ideas are realized and incorporated in the organization’s regular work
processes (Veenendaal & Bondarouk, 2015; De Jong & Den Hartog, 2010; Kleysen & Street,
2001).

2.2 Innovative Climate

Evidently, an innovative climate possesses a vital role in fostering the innovation generation
and application processes in organizations (e.g. Dunegan et al., 1992). In a broader sense, the
climate within an organization can be described as the synergy of established routines and
practices, shared beliefs, and a mutual value system a company follows (Chen & Huang,
2007; Janz et al., 1997; Schneider, 1990). It is inevitably needed to create a strong situation
for employees to develop a shared interpretation of an organization’s procedures and goals as
well as about the behaviors which are expected and rewarded (Bowen & Ostroff, 2004). For
the individual members within an organization, climate depicts a cluster of attitudes, feelings,
and behaviors which characterizes life and the overall pattern in a company (Chen & Huang,
2007; Ekvall, 1996). Consequently, an innovative climate can be conceptualized as mutual
perceptions of a company’s members about procedures, rules, and values which are directed
at and encourage generating novel information and implementations (Sagnak et al., 2015;
Moolenaar et al., 2010; Trevino et al., 1998). Accordingly, the climate which employees
reside in significantly affects their opportunity and motivation to behave in an innovative
fashion and illustrates a reasonably powerful and persuasive influence on creativity and
innovation (Dunegan et al., 1992; Mumford et al., 2002).

2.2.1 Dimensions of Innovative Climate

In order to subdivide innovative climate into different dimensions, the framework by Ekvall
(1996) including Challenge, Freedom, Idea Support, Trust/Openness, Dynamism/Liveliness,
Playfulness/Humor, Debates, Conflicts, Risk Taking, and Idea Time has been used. Ekvall’s
(1996) framework has been chosen because most other studies dealing with innovative
climate scales provide fewer and less detailed dimensions (e.g. Amabile & Gryskiewicz,
1989; Parker et al., 2003). By contrast, Ekvall’s (1996) scales offer variety and a great extent
which makes them beneficial to in depth examine the influence of innovative work climate on
IWB.

Challenge includes the “emotional involvement of the members of the organization in its
operations and goals” (Ekvall, 1996, p. 107). A high-challenge climate involves a demanding
atmosphere which motivates employees to behave innovatively and invest much energy in
their work tasks leading to the experience of joy and meaningfulness in their job (Ekvall,
1996). The Freedom dimension describes employees’ independence while performing their
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tasks. A distinctive characteristic of an innovative climate with a high level of freedom are
initiative people which like to plan and make decisions (Ekvall, 1996). Idea Support involves
the way novel ideas from employees are treated. “In a supportive climate, ideas and
suggestions are received in an attentive and supportive way by bosses and workmates (Ekvall,
1996, p. 107). Space for generating and applying new ideas is created and people encourage
each other to take the initiative (Ekvall, 1996). Trust/Openness is related to the emotional
safety in work-related relationships. When there is a high level of trust, communication is
open and straightforward which causes employees to have the courage to put forward ideas
and opinions and take initiatives without fearing punishment in case of failure (Ekvall, 1996).
The Dynamism/Liveliness dimension describes the level of eventfulness of life within a
company. In a highly dynamic and lively organization, alterations between ways of thinking
about and handling issues often occur as well as new projects and different plans (Ekvall,
1996). Playfulness/Humor deals with the spontaneity and ease that is shown in the company.
An organization that scores high on this dimension is characterized by a relaxed atmosphere
including fun and laughter (Ekvall, 1996). Debates involve the occurrence of encounters
between different viewpoints and ideas which lead to employees actually questioning things
and not only mindlessly following established patterns. People are heard and motivated to put
forward their ideas (Ekvall, 1996). The Conflict dimension includes the presence of personal
and emotional tensions within a company. The level of conflicts should be kept low in order
to ensure a mature interaction with each other (Ekvall, 1996). Risk Taking is related to the
level of tolerance concerning uncertainty. In a highly risk-taking organization, “decisions and
actions are prompt and rapid, arising opportunities are taken, and concrete experimentation is
preferred to detailed investigation and analysis” (Ekvall, 1996, p. 108). Eventually, Idea Time
involves the amount of time employees are able to use for elaborating and generating novel
ideas. If idea-time is high, many possibilities exist to expand on new ideas and suggestions
that have not previously been planned in the involved assignment (Ekvall, 1996).

2.2.2 Innovative Climate Dimensions and Innovation Phases

Innovative work behavior in organizations usually occurs in an iterative and cyclic fashion
(Kanter, 1983). Consequently, every time an employee comes up with a novel idea, they have
to go through the four phases of idea exploration, idea generation, idea championing, and idea
implementation (De Jong & Den Hartog, 2010). Climate can be seen as an intervening
variable affecting the results of different processes within an organization, thus the different
stages of innovation require the presence of different dimensions of innovative climate
(Ekvall, 1996; Isaksen et al., 2001). Additionally, employees’ climate perception provides a
reference for the expected and appropriate behavior during certain innovation phases and is
able to supply resources for innovative initiatives which makes it highly important to provide
a different climate dimension for every phase of IWB (Schneider & Reichers, 1983; Scott &
Bruce, 1994; Choi, 2007). In line with this, Parker et al. (2003) argue that considering
innovative climate as a single construct could dilute the effects of important relationships
between the different climate dimensions and other variables. Clearly, if an innovative climate
is to enhance the innovative potential of an organization, it is vital to categorize the enormous
number of climate scales including employees’ perceptions of virtually every aspect of their
work environment into different dimensions to ensure the presence of a suitable sub climate
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for every innovation phase (Parker et al., 2003). However, climate is not the only variable
influencing innovative work behavior. Another influence is the leadership behavior of
employees’ line managers which not only independently depicts a strong influence on IWB
but forms a synergy with the climate which implies a mutual influencing.

2.3 Leadership Behavior

Several researches of the antecedents of innovation show that leadership depicts a crucial
determining factor in organizational innovation (e.g. Montes et al., 2004, Moolenaar et al.,
2010). Additionally, literature indicates that employees’ behavior to a large extent depends on
interactions with others in the workplace including superiors, thus it is inferable that
leadership also exercises a strong influence on employees (Mumford et al., 2002, De Jong &
Den Hartog, 2007, Anderson et al., 2004; Zhou & Shalley, 2003). As such, innovation can be
seen as a social process in which social interaction including communication, information
sharing, discussion, and decision making are vital for openness towards innovation (Calantone
et al., 2003; Nohari & Gulati, 1996; Frank et al., 2004; Monge et al., 1992). Accordingly,
leadership behaviors can be conceptualized as the different ways of behaving of leaders
within an organization directed at stimulating subordinates’ commitment, capacity, and
engagement in meeting goals (De Jong & Den Hartog, 2007; Leithwood & Jantzi, 2006;
Marks & Printy, 2003). Thus, leadership behaviors possess the ability to motivate employees
to excel themselves, leading to enhanced effort and productivity (Bass, 1985; Bass & Avolio,
1994). Leaders vary to the extent they exert influence on their subordinates, consequently
different kinds of leadership behaviors exist (De Jong & Den Hartog, 2007). Primarily, there
are general behaviors occurring unconsciously on a daily basis as part of the leader’s
profession, hence, De Jong and Den Hartog (2007) argue that “as a leader it seems impossible
not to affect employees’ innovative behaviour” (p. 57). Secondly, explicit leadership
behaviors exist that are purposely applied and depict a direct trigger influencing employees’
behavior (De Jong & Den Hartog, 2007). Leadership behavior involves any action initiated by
leaders directed at the transformative aspect of organizations (Isaksen et al., 2001). It is very
visible to individuals in the organization and highly relevant when subordinates experience
problems which require solving, decisions have to be made, and information exchanges result
into action (Isaksen et al., 2001). Clearly, the range of leadership behaviors is manifold as
every phase of employees IWB requires an adjusted behavior (De Jong & Den Hartog, 2007).
The accumulation of all different explicit leadership behaviors to be used in different phases
of IWB has been presented in Table 1. The thirteen dimensions by De Jong & Den Hartog
(2007) have been chosen as they are contemporary and provide an exhaustive overview of
different leadership behaviors and offer a larger range than most developed scales by other
authors (e.g. Arnold et al., 2000; Gebert, 1987).

Table 1. Different leadership behaviors by De Jong & Den Hartog (2007)

Behavior Conceptualization

Innovative role-modeling Being an example of innovative behavior, exploring opportunities,
generating ideas, championing and putting efforts in development

Intellectual stimulation Teasing subordinates directly to come up with ideas and to evaluate

current practices
Stimulating knowledge diffusion  Stimulating open and transparent communication, introducing supportive
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communication structures like informal work meetings

Providing vision Communicating an explicit vision on the role and preferred types of
innovation, providing directions for future activities

Consulting Checking with people before initiating changes that may affect them,
incorporating their ideas and suggestions in decisions

Delegating Giving subordinates sufficient autonomy to determine relatively
independently how to do a job

Support for innovation Acting friendly to innovative employees, being patient and helpful,
listening, looking out for someone’s interests if problems arise

Organizing feedback Ensuring feedback on concepts and first trials, providing feedback to
employees, asking customers for their opinion

Recognition Showing appreciation for innovative performances

Rewards Providing financial/material rewards for innovative performances

Providing resources Providing time and money to implement ideas

Monitoring Ensuring effectiveness and efficiency, checking-up on people, stressing
tried and tested routines (negative relationship)

Task assignment Providing employees with challenging tasks, make allowance for

employees’ commitment when assigning tasks

2.3.1 Leadership Behavior and Innovative Climate

As emphasized earlier, both innovative climate and leadership behavior do not only
independently influence IWB but form a synergy and also have an effect on each other.
Correspondingly, Lewin et al. (1939) argue that different leadership behaviors create different
climates which in turn give rise to varying employee reactions and behaviors. In line with this,
Montes et al. (2004) state that innovation should always begin with the encouragement of
supervisors including the establishment of a supportive organizational climate. Leaders play
an important role in creating different climates and must adjust them to the different phases of
the innovation cycle (Mumford et al., 2002). In addition to that, leadership behavior can
majorly influence the perceptions employees have about the climate for innovation (Isaksen et
al., 2001; Ekvall, 1997; Ekvall & Arvonen, 1984). Moreover, Bowen and Ostroff (2004) state
that there is not one most suitable set of practices and behaviors for a specific situation.
Rather, different practices and behaviors might be equally effective as long as they allow a
particular type of climate around some strategic objective (e.g., climate for innovation or
service) to develop (Bowen & Ostroff, 2004; Klein & Sorra, 1996). Accordingly, the way in
which leaders interact with and respond to such a climate might have noteworthy effects on
innovation (Mumford et al., 2002). In order to generate an innovative climate suitable for a
certain innovation phase, leaders are able to shape and define climate appropriately for the
needs of creative people (Mumford et al., 2002). In fact, the shaping of climate depicts one of
the most powerful effects of leadership on the innovative capacity of the organization since a
leader’s ability to enhance the innovative potential involves bringing together the required
resources and a suitable environment (Mumford et al., 2002; Moolenaar et al., 2010).



3. METHODOLOGY

3.1 Research Approach

In order to find an answer to the established research question “In what ways do innovative
climate and leadership behaviors influence employees’ IWB?”, primarily, a structured
literature review has been conducted. This method has been chosen because the benefits of
conducting a structured literature review are manifold. First of all, by making use of a
structured literature review to dive into a novel research area, the current state of research on
this topic can be determined. In order to find out to what extent a certain topic has already
been studied and gather the existing research results, this method is most adequate. Moreover,
the experts on this specific topic can be recognized as well as key questions that still need an
answer. Consequently, the way is paved for future research. Eventually, in collaboration with
a personnel service provider located in western Germany, a case study including a semi-
structured interview with two of the three CEOs as well as a focus group including five
employees from different departments has been conducted in order to provide a qualitative
perspective on the central research question. Conducting a case study is especially valuable
for this research since case studies allow for detailed information to be collected which is
usually richer and of greater depth than the results of other research methods. Case studies
also illustrate a good method to examine rare phenomena which are not exhaustively studied
yet and can be well used to challenge or verify theoretical assumptions.

3.2 Structured Literature Review

3.2.1 Data Collection: Search Terms

The first step involved detecting and gathering scientific studies which are suitable for the
review by means of the online research databases Scopus and ISI Web of Science. These
databases have been chosen since they both enable the direct transfer of the references to
EndNote which provides valuable benefits including EndNote’s feature to trace duplicates
within the pool of references which is extremely helpful during the process of reducing the
amount of articles. Additionally, both databases rank among the largest abstract and citation
databases of peer-reviewed literature which deliver a comprehensive overview of the world’s
scientific research output and allow for in depth exploration of scientific fields. Primarily, the
scope of the present research needed to be specified by establishing a selection of search
terms that have been entered into the two online research databases. The pool of search terms
includes “Innovative Climate ”, “Leadership Behavior”, “Line Manager Behavior”, “IWB”,
“Innovative Work Behavior ”, and “Individual Innovativeness”. In order to receive the most
relevant results, three search term combinations have been compiled and entered into both
online research databases Scopus and ISI Web of Science. The quotation marks have been
added to the search terms while browsing the different online databases in order to make sure
that they appear as the whole established term in the articles and lead to the most relevant
search results.



Table 2. Search term combinations

Combination
1™ “Innovative Climate” AND “IWB” OR “Innovative Work Behavior” OR “Individual Innovativeness”
2" “Leadership Behavior” OR “Line Manager Behavior” AND “IWB” OR “Innovative Work Behavior”
OR “Individual Innovativeness”
3" “Leadership Behavior” OR “Line Manager Behavior” AND “Innovative Climate”

3.2.2 Data collection: Inclusion Criteria

Several general inclusion criteria have been determined as means to decide on which articles
to use in this structured literature review. The inclusion criteria were: (I) The language in
which the articles are composed had to be English in order to make the analysis more
convenient and coherent and provide a set of references in a language the readers of this
research are able to understand; (11) the articles had to be peer-reviewed; and (I11) the articles
had to deal with the effect of either an innovative work climate or different leadership
behaviors or a combination of both on employees’ IWB.

3.2.3 Selection of Articles

Table 3. Stepwise reduction of articles

Number of Residual Articles

Step 1: Searching for articles in Scopus and ISI Web of Science with the Scopus: 94

above listed search term combinations IS1 Web of Science: 802
Total: 896

Step 2: Tracing of duplicates 852

Step 3: Checking titles for adequacy 241

Step 4: Analyzing abstracts concerning the inclusion criteria 49

The first step of the selection procedure includes searching for articles in the online research
databases Scopus and ISI Web of Science using the formerly created search term
combinations resulting in a total of 896 articles. The second step involves the tracing of
duplicates which could be easily conducted by making use of EndNote’s “Find Duplicates”
feature. Eventually, 852 articles remained. During the third step, the titles of the 852 articles
have been checked for adequately suiting this research. This primarily involved controlling
the language. In case the title was written in any other language than English, the article has
been sorted out. Moreover, every article has been deleted whose title did not contain at least
one of the key terms: innovation/innovativeness, IWB, innovative (work) behavior,
leader/leadership or climate in order to minimize the probability to keep irrelevant studies in
the pool of articles. In a few stray instances substitute terms with a similar meaning have been
accepted due to a high value of the study’s content (e.g. creativity instead of innovation or
supervisor instead of leader). Afterwards, step three has been initiated including analyzing the
abstracts of the remaining 241 articles according to the established inclusion criteria. This
included eventually deleting every article (I) written in another language than English, (11) not
being peer reviewed, and (I11) not covering the effect of either an innovative climate or
different leadership behaviors or a combination of both on employees’ IWB. The remaining
pool of articles contains 49 studies.



3.3 Case Company: Medium-sized Personnel Service Provider in Western Germany

3.3.1 Selection of the Company
In order to select a suitable company for the case study, two key criteria have been
established:
e Bearing a visible relation to innovation
e Being of rather small size since the effect of leadership behavior and innovative
climate are most likely stronger than in large companies and also easier to grasp and
analyze

The chosen case company is a personnel service provider which has been established in 2003
in western Germany. Currently, the company possesses branches in three different locations
and altogether, 24 internal employees are presently working for the recruitment agency within
the three establishments. The company’s services include the placing of professionals as well
as committing professionals to customers for temporary work.

Considering the striven for key criteria, the chosen company matches perfectly. When taking
a look at the company’s official pyramid-shaped guiding principle (see Appendix 9.1), it can
be seen that innovation is on the very top of the pyramid. In line with this, the company
integrates advanced recruiting channels, applicable and individual selection procedures, and
both regional and supra-regional network structures in their daily business. Additionally, one
of the firm’s CEOs stated that they look back on thirteen years of being ahead of time even
though they are a medium-sized company with not more than 24 internal employees.
Therefore, the recruitment agency appears particularly suitable for this research with regard to
their obvious connection to innovation. Moreover, due to the fact that the agency only
employs 24 internal workers and, hence, every leader only possesses a small number of
subordinates, the effect of leadership behaviors and also established climates is stronger and
easier to analyze than in bigger companies. Additionally, due to the small number of
employees, the results are most likely more applicable for the whole firm and provides a
better overview of the big picture than it would have been the case in a large company.

3.3.2 Semi-structured Interview

For the purpose of obtaining a more profound insight into the company’s structures and
gathering answers to the research question from the managers’ viewpoint by tapping into their
expert knowledge and inquiring their past and present leadership behavior, a semi-structured
interview with two of the three general managers of the personnel service provider has been
conducted (Harrell & Bradley, 2009). The main goal was to examine in what way the CEOs
perceive the company, its climate, themselves as leaders, and the employees as innovative.
Ultimately, the interview was aimed at answering the man research question and determining
in what way leadership behavior and climate affect IWB and additionally exploring their
potential complexity.

Semi-structured interviews include a series of questions of open-ended nature which clarifies
the topic under investigation but also provides opportunities for the interviewer as well as the
interviewee to elaborate on certain topics in more detail (Mathers et al., 1998). They are
particularly useful in collecting attitudinal information and offer several advantages. For
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instance, if the interviewee has difficulties in answering a question or only answers shortly,
the interviewer may encourage and assist them in reconsidering the question (Mathers et al.,
1990). In line with this, the interviewer may also induce the interviewee to elaborate further
on previous answers (Mathers et al., 1990).

The interview took place in one of the company’s office rooms which has been kindly
provided by the firm. It lasted a total amount of 43 minutes and has been recorded with a
dictation app on a smartphone and the audio recording function of a laptop. Afterwards, the
interview has been transcribed which resulted in ten written pages.

3.3.3 Focus Group

In order to top this research off and provide a deeper qualitative perspective on the research
question of this paper, a focus group discussion has been conducted. In order to do so, the 24
internal employees of the personnel service provider were invited to participate. Eventually,
five employees from different departments agreed to take part and a suitable appointment has
been made to conduct the focus group in a provided room by the company in one of their
branch offices. The main goal of the focus group was to explore the leadership behavior and
climate within the company experienced by the employees and determine if and what kind of
effects there are on their IWB. Additionally, gaps between employees’ ideal and the actual
leadership behavior and climate within the recruitment agency were aimed to be uncovered.

A focus group is a qualitative research technique involving the gathering of a group of
persons who are asked by a researcher to give their opinion on a certain topic, idea or question
(Leung, 2009). The goal is to create an ongoing discussion among the present people about
the research question of this paper. During the conduction, the discussion has to be moderated
and observed in order to lead the conversation and analyze both verbal information and non-
verbal behavior of the participants (Acocella, 2012).

The focus group technique illustrates a valuable means to explore a population’s attitude
towards a novel and uninvestigated topic (Koskan et al., 2014; Krueger, 1998). Despite
requiring only few resources including a short amount of time and low cost, sufficiently
detailed information for the answer to the generated research question will be gathered
(Bertrand et al., 1992; Acocella, 2012). Additionally, the discussion emerging from the focus
group approach enables the researcher to explore an issue in depth and gain unique insights
due to the group synergy and the ability of the participants to build on each other’s ideas
(Palomba & Banta, 1999; Leung, 2009; Acocella, 2012). The focus group technique has been
used to answer the final, more in depth questions of this research which are breaking new
ground including the examination of the relationship between leadership behavior and
innovative climate as well as the joint effect of both on IWB. It included a selection of five
employees from different departments in order to receive the most adequate and relevant
answers to the central research question.

The focus group lasted one hour and 17 minutes and has been filmed with a web camera and
additionally recorded with a dictation app on a smartphone. Eventually, the recording has
been transcribed which resulted in a total of 19 written pages.
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3.3.4 Analysis of the Results

Both the transcript of the focus group and the semi-structured interview have been analyzed
using the computer program ATLAS.ti. ATLAS.ti has been chosen since it enables
researchers to analyze complex phenomena within unstructured data such as text documents
and detect and visualize relations between them.

Primarily, the transcripts have been entered into the program. Afterwards, different codes
have been created including the 13 leadership behaviors by De Jong and Den Hartog (2007)
(see Table 1) and the ten climate dimensions by Ekvall (1996) (see chapter 2.2.1) as well as
other leadership behaviors (“Other LB”), other climate dimensions (“Other CD”), and
appearances and effects of combinations of both (“Combination”). Eventually, 26 codes
which seek to explain the presence and effect of leadership behavior and climate on IWB in
the case company and detect relationships between and combined effects of both of them have
been generated. Through list coding, altogether, 124 quotations have been assigned to the 26
different codes.

Ultimately, the 124 quotations assigned to the 26 codes have been used to in depth analyze
and make sense of the data in the following chapter.

4. RESULTS

In order to present the results of this research, this section is divided into two main segments
including the structured literature review and the qualitative research. The structured literature
review sub segment contains, primarily, a chapter dealing with the influence of innovative
climate on employees’ innovative work behavior. While analyzing the relationship between
innovative climate and IWB, the ten different climate dimensions of Ekvall (1996) have been
used. The main findings of the literature are presented within a matrix including the specific
characteristics of each climate, the different phases of IWB, the influence of leadership
behavior on each climate scale, and the results of the qualitative case study concerning the
respective dimension. Subsequently, a chapter about the influence of leadership behaviors on
IWB follows incorporating the thirteen different leadership behaviors related to innovative
behavior established by De Jong and Den Hartog (2007). The main findings of the literature
review are also illustrated in a similar matrix. Eventually, the joint effect of innovative
climate and leadership behavior on IWB is examined. The second major sub segment includes
in depth analyses of the interview with two of the three managers of the case study’s
recruitment agency and the focus group conducted at the company with five employees from
different departments.

4.1 Structured Literature Review

4.1.1 The Influence of Innovative Climate on IWB

The sequencing subchapter revolves around the influence of innovative climate on innovative
work behavior. The different scales of innovative climate used in this subchapter are
consistent with the ten different dimensions established by Ekvall (1996) (see 2.2.1
Dimensions of Innovative Climate). It will be examined in what way the different climate
dimensions affect overall IWB and idea generation, idea championing, and idea
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implementation individually. Additionally, it will be clarified in what way the innovative
work climate scales and leadership behavior are intertwined. Eventually, it will be illustrated
if the results of the case study are consistent with the findings of the literature review. All
main findings will be presented within a matrix.
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Table 4. The influence of innovative work climate on employees’ IWB

IWB

Dimensions Climate Characteristics Overall IWB Idea Generation Idea Championing Idea Implementation Leadership Behavior Case Study

by  Ekvall

(1996)

Challenge Challenge within a climate | Intrinsic motivationand | A challenging but non- | The promotion of | A high-challenge climate | In order to create a | Employees value being
revolves around the emotional | creativity can be | judgmental climate causes | innovative ideas is | has a significant effect on | challenging climate, leaders | demanded but feel that it is
involvement of employees in | significantly enhanced | employees to feel able to | supported by | the perceived level of | play an essential role by | missing in the climate since
the organization’s operations | by a personal sense of | propose novel ideas and | challenging climates | innovation  within a | providing meaning and | itis mostly not challenging
and goals. A high-challenge | challenge and the | problem solutions which | (Baer &  Frese, | company, hence | challenge to their | and does not stimulate
climate is characterized by | intellectually eventually increases the | 2003). innovations in such a | followers’ work and | them to become active and
people experiencing joy and | challenging nature of a | probability of employees climate are most likely to | inspiring and motivating | innovative.
meaningfulness in their job | problem (Amabile et | being stimulated to use be successful to a high | those around them
and, thus, investing more | al., 1996). their creative potential and degree (Akkermans et al., | (Elenkov et al., 2005). Employees feel that a
energy (Ekvall, 1996; offer ideas for new and 2008; Isaksen et al., climate  which is not
Akkermans et al., 2008). When climates yield | improved ways of 2001). Leaders may create a | continuously challenging

complex, demanding, | working (Anderson & challenging climate by | but steady hinders IWB.
and challenging tasks, | West, 1998; Baer & Frese, Climates  which  are | making subordinates
individuals are more | 2003). challenging and include | challenge their own values | Employees think that there
likely to focus all of participative safety are | and beliefs causing them to | is too much focus on day-
their attention and effort | When a climate s key drivers for process | think about new and old | to-day business and that the
on the job which makes | challenging,  employees innovations to be realized | issues in novel ways (Jung | climate should be more
them more persistent, | are motivated and try to and continue to play an | etal., 2003). future-oriented.
consider different | overcome the challenges important role after an
alternatives, and deliver | they encounter by idea has been “KVP courses” used to
creative outcomes | generating creative ideas implemented (Baer & exist in the past during
(Shalley &  Gilson, | (Chen & Hou, 2016). Frese, 2003). which  employees  were
2004). challenged to think about
When a climate is current issues and

When they are challenging, employees delivered improvement
confronted with are motivated and try to suggestions strongly
challenging goals overcome the challenges support idea generation.
requiring a  major they encounter by
personal investment of actualizing ideas into
time and energy, people substantially novel and
are  more prone to improved products,
creativity and procedures, and scientific
involvement (Mumford knowledge (Chen & Hou,
et al., 2002). 2016).

Freedom The freedom dimension of a | Employees show | The presence of a high The presence of a high | Whenan innovative climate | Freedom is perceived as
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climate describes the
independence  in  behavior
shown by the people in an
organization. In a climate
displaying a lot of freedom,
people discuss problems and
alternatives with others, give
and receive information, take
initiatives, and are prone to
make decisions (Ekvall, 1996;
Akkermans, 2008).

increased

innovativeness if they
feel enabled to have a
choice and make
decisions (e.g. Amabile
et al., 1996; Montes et
al., 2004).

Freedom as a dimension
of climate is related to
securing innovative
achievement of
employees (Amabile et
al., 1996).

freedom climate
encourages idea
generation (Akkermans et
al., 2008).

freedom climate
significantly ~ enhances
idea implementation

(Akkermans et al., 2008).

has been implemented and
the incubation phase has
been overcome, an
organization must sustain
this environment and the
innovative  behavior of
employees which can be
done by entrusting and

empowering individuals
with  more freedom to
innovate and create

(Solomon et al., 2004).

Employees who receive a
high degree of freedom
from their supervisor also
tend to experience the
overall climate as
supportive of autonomy and
eventually also supportive
of innovation (Scott &
Bruce, 1994).

essential to become
innovative and the
employees feel like they
have sufficient time to deal
with their creative ideas.

However, , only being
provided with resources
does not suffice and

employees require further
stimulation and interaction
by the leader in order to
successfully use the
provided means which is,
however, oftentimes
missing in the recruitment
agency.

Idea
Support

Idea support describes the way
novel ideas are treated. In a
supportive climate, new ideas
and suggestions are welcome
and people listen to each other
and support initiatives.
Opportunities for trying out
novel things are available and
the overall environment is
constructive  and  positive
(Ekvall, 1996).

Supervisory
encouragement
including support
received from one’s
leader is related to high-
creativity (Amabile et
al., 1996).

Employees working
in an organization
that  provides a
supportive  climate
are more likely to

take the risk of
proposing novel
ideas and
approaches than in
an environment
where innovative
ideas are ignored,
censored or

punished (Baer &
Frese, 2003).

The promotion of
innovations can be
encouraged and
nurtured where

The implementation of
generated innovative
ideas is way more likely
and prosperous in
supportive climates
(Akkermans et al., 2008).

Perceived leader support
depicts an essential aspect
of work climate for
innovation (e.g. Amabile et
al., 1996; Amabile et al.,
2004; Oldham &
Cummings, 1996).

Workers’ innovativeness is
subject to their perception
of the  organizational
climate as promotional
regarding  innovativeness
which is also partially a
function of their
relationship ~ with  their
supervisor (Scott & Bruce,
1994).

A leader’s ability to support

Feeling welcomed and
supported when suggesting
innovative ideas positively
affects idea generation.

Employees feel that there is
a supportive climate which
brings out the best of one’s
ideas > especially
improves idea generation

Small gestures of support
are enough to boost IWB.
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creative ideas are
valued and
supported and can be
introduced  without
penalties (Bain et al.,
2001).

and  nurture  creativity
requires the creation of a
risk-tolerant, supportive
climate (Oldham &
Cummings, 1996;
Moolenaar et al., 2010;
Jung et al., 2001).

Innovation should begin
with  the  support of
supervisors including the
promotion of an
organizational climate in
which  employees  are
supported and recognized
for their efforts towards
innovation (Montes et al.,
2004).

When the supervisory style
and the overall
organizational environment
are perceived as supportive,
employees are expected to
enhance innovative
achievement (Oldham &
Cummings, 1996).

Trust/
Openness

Trust/openness describes the
emotional safety in
relationships (Ekvall, 1996).
When the level of trust is
strong in the organizational
climate, employees are safe to
speak up without being
rejected, they dare to take
initiatives without the fear of
being punished in case of
failure, and communication is
open and straight forward
(Ekvall, 1996; Baer & Frese,
2003).

An innovative and
cooperative

organizational climate
works its  beneficial
effects on innovation
through increasing trust,
communication, and
coordination behaviors
among employees
(Chen & Huang, 2007).

The implementation of
generated ideas is more
prosperous when the level
of trust/openness is high
(Akkermans et al., 2008).

In order to create a climate
for innovation, participative
safety and trust are
essential to build (Elkins &
Keller, 2003).

Leaders should, besides
cultivating  climates in
which  innovation  can
occur, also support a
psychologically safe
environment for personal
vulnerabilities to be shared
including  openness in
communication and trust

Employees feel safe to try
new things without the fear
of being punished in case
of failure; they are sure that
other people do not put the
blame on others and are
honest when they did
something wrong > highly
increases IWB

Supervisors sometimes
avoid informing employees
about current issues and
changes or only
communicate things
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since it can be seen as an
essential element of
climates  supportive  of
innovation (Moolenaar et
al., 2010).

Leaders may build a
climate contributing to
innovation in which people
are likely to generate and
pursue new ideas by
framing decisions in terms
of trust and openness
(Mumford et al., 2002).

A leader’s role in
facilitating innovative work
behavior lies in creating a
climate in which ideas are
exchanged openly and trust
exists among the members
of an organization (Reiter-
Palmon & lllies, 2004;
Isaksen et al., 2001).

extremely  delayed >
innovative work behaviour
is hindered

One employee has been
asked for their opinion by
the CEOs and ignored
afterwards -> feelings of
rejection, idea
championing and
implementation diminishes

Dynamism/
Liveliness

The dynamism/liveliness scale
depicts the eventfulness of live
within an organization. In a
highly dynamic environment,
new things are continuously
happening and alterations
between ways of thinking and
handling issues often occur
(Ekvall, 1996).

The link  between

creativity and
innovation is stronger in
highly dynamic

climates as the
environmentally
generated pressure to
use the new ideas arisen
from creative thought
are stronger in dynamic
climates (Baron &
Tang, 2009).

A highly dynamic climate
encourages the
implementation of novel
ideas  resulted  from
creative  thinking into
actual innovations (Baron
& Tang, 2009).

The case company shows a
climate with a lack of
dynamism in which
everyone has a “precisely
adjusted task” and
specifications on what to
do and how to do it >
detrimental to IWB

Employees feel that the
company is “inflexible”
and “static” > IWB is
impaired

CEOs are satisfied with the
current situation without
moving forward and trying
to improve things »> IWB
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decreases

Playfulness/ | The playfulness/humor Idea generation is The chances and success | In  order to stimulate | One employee stated that
Humor dimension of an organizational significantly  higher in of the implementation of | employees innovative | they feel comfortable and
climate describes the relaxed and  playful innovative  ideas are | efforts, leaders may | experience a friendly
spontaneity and ease that is climates (Akkermans et significantly higher in | emphasize group | atmosphere in their
displayed. An organization al., 2008). relaxed and  playful | cohesiveness and a relaxed | department which is highly
which is high in this dimension climates (Akkermans et | and family type of climate | important to them.
is characterized by a relaxed al., 2008). (Elkins & Keller, 2003).
atmosphere with jokes and
laughter (Ekvall, 1996). Cohesion and team spirit
among organizations’
members is vital for
innovation processes to
be successful (Montes et
al., 2004).
Debates Debates include the occurrence | In organizations with | When employees get into The implementation of | Leaders should attend to | In the past, there were

of encounters and clashes
between viewpoints, ideas, and
knowledge. In a debating
organizational climate, many
voices are heard and people are
willing and motivated to put
forward novel ideas (Ekvall,
1996).

strong cultural values
for creativity, it is likely
that one would observe
at least moderate levels
of confrontation and
debates (Tesluk et al.,
1997).

A climate that is
conducive to creativity
and stimulates
innovative outcomes is
usually open and ideas
are debated and
discussed (Reiter-
Palmon & lllies, 2004).

Socioemotional support
from the larger work
environment  through
encouraging open and
free debates and
discussion depicts an
essential factor in the
enhancement of IWB
(Tesluk et al., 1997).

debates and conflicts over
how work is to be done,
the process of disagreeing
might result in the
generation of new ideas
and novel  solutions
(Shalley & Gilson, 2004).

generated creative ideas
is more successful in such
a climate (Akkermans et
al., 2008).

the factor of healthy
conflicts (Shalley & Gilson,
2004; Mumford et al.,
2002; Tesluk et al., 1997).

Fostering a climate where
constructive task conflict is
supported should be role
modeled and  actively
nurtured by leaders in order
to cause a positive effect on
creativity  (Shalley &
Gilson, 2004).

Leaders play an important
role in creating such a
climate and must encourage
debates during the different
phases of the innovation
cycle (Mumford et al.,
2002).

“KVP courses” during
which teams were formed,
issues  discussed, and
potential solutions
explained to each other >
encouraged overall IWB,
however, are not held
anymore
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Conflicts

Conflicts describe the presence
of negative personal and
emotional tensions, in contrast
to conflicts between ideas, in
organizations. When there is a
high level of conflict, members
of the organization dislike each
other and plots and gossip are
usual elements in the daily
routine of the firm (Ekvall,
1996).

Group conflicts
resulting from
interpersonal or
affective issues most
likely result in
decreased

innovativeness and

decision quality (Reiter-
Palmon & lllies, 2004).

The innovation process
often causes and
aggravates conflicts in
organizational climates
between different
groups of people within
an organization which
often slows down or
halts the innovation
process (Elenkov, et al.,
2003).

In case of high levels of
conflicts in a climate, it is
difficult or even
impossible to engage in
idea generation (Mumford
et al., 2002).

Idea implementation is
way more prosperous in
climates  with  fewer
conflicts than in ones in
which conflicts
commonly arise
(Akkermans et al., 2008).

Within an innovative
climate, innovation-
values fit may vary
between different
members of the
organization which

fosters  conflicts  and
eventually leads to a
decreased idea
implementation

effectiveness since some
parties may actively or
passively  resist using
innovations  (Klein &
Sorra, 1996).

Leaders may implement
techniques to  minimize
disruptive interpersonal
conflict and minimize stress
such as sense making or
focusing  attention  on
common outcomes in order
to reduce the conflict
within a climate (Mumford
et al., 2002).

Employees feel that there
are some tensions and that
some people lack respect
for others work >

discouraging and
burdensome climate
emerges

Risk
Taking

The risk taking scale of
innovative climate deals with
the tolerance of uncertainty in
an organization. In a high risk-
taking climate, decisions and
actions are prompt and rapid,
opportunities are taken, and
spontaneity is preferred over
detailed investigation before
acting (Ekvall, 1996).

A climate for
innovation which
allows for managing
risky  situations is
vitally important (Bain
etal., 2001).

Idea implementation in a
climate in which risk
taking is high is more
prosperous than in risk-
avoiding ones
(Akkermans et al., 2008).

A climate in which
workers are enabled to
take risks and voice their
opinion complements the

adoption and
implementation of
modern process

innovations, thus serving
as an essential
contingency in enhancing
the full potential of

When leaders stimulate
their followers to take risks,
question their assumptions,
reframe  problems, and
approaching old issues in
new ways, they support the
establishment of a climate
that  values  risk-taking
approaches and innovative
work behavior (Jung et al.,
2003).

A leader’s ability to foster
innovative work behavior
involves bringing together
knowledge, expertise, and
skills in a risk-tolerant
climate (Moolenaar et al.,

One employee experienced
that leaders listened to their
ideas but  did not
implement anything ->
risks are avoided,
employees’ motivation to
engage in creative efforts
decreases
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innovations  (Baer &
Frese, 2003).

By supporting a risk-
tolerant climate including
the provision of
opportunities for learning
and professional
development and
challenging employees to
invent novel solutions to
known problems, the
organization’s success at
implementing actual
innovations improves
(Moolenaar et al., 2010;
Shalley & Gilson, 2004;
Mumford et al., 2002).

2010).

By supporting a risk-
tolerant climate including
the provision of
opportunities for learning
and professional
development and
challenging employees to
invent novel solutions to
known problems, leaders

may increase their
followers’ orientation
towards innovation

(Moolenaar et al., 2010;
Shalley & Gilson, 2004;
Mumford et al., 2002).

If leaders value innovative
work behavior, they need to
foster an  environment
where risk-taking is
encouraged and uncertainty
not avoided (Shalley &
Gilson 2004).

The aura of excitement
transmitted by the leader is
essential as they must be
able to share the passion of
creating and risk-taking
(Solomon et al., 2004).

Idea Time

Idea time describes the amount
of time employees can and do
use for elaborating novel ideas.
When idea-time is high,
possibilities are available to
discuss and  test new
suggestions and people are
motivated to make use of these
possibilities (Ekvall, 1996).

Resources including
sufficient time
encourage creativity

(Amabile et al., 1996).

Climates  with  fewer
constraints and pressures
to  meet strict time
schedules generally
possess a wider scope for
innovation and are
supposed to have a greater
supportive  effect  on
innovativeness than
climates with a lack of

Time is part of a strong
implementation  climate
which fosters innovation
since the provision of
ample time to employees
ensures that they both
learn about the innovation
and begin to continuously
make use of it (Klein &
Sorra, 1996).

By deliberately providing
and ensuring sufficient time
for employees, leaders may
create a climate in which
people feel enabled and
motivated to elaborate and
test new ideas without time
pressure and eventually
foster innovation
(Akkermans et al., 2008;

Employees feel that there is
sufficient time to deal with
innovative ideas which
creates a feeling of
supporting  “oneself, the
team, and the whole
company” with the idea >
motivation increases, idea
implementation improves
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sufficient time available
which usually confine the
opportunities for IWB and
limit the number of new
ideas generated (Bain et
al.,, 2001; Reiter-Palmon
& lllies, 2004).

Ekvall, 1996).

In order to make their
subordinates engage in
innovative efforts, leaders
should  facilitate  their
access to sufficient time
(Amabile et al., 2004).

Leaders are not only
supposed  to  promote
innovation by, among other
things, actively  grant
adequate resources
including sufficient time,
but  they should be
cognizant of the fact that
their behavior is more
efficient when they
establish a  conductive
climate which conveys the
perception to employees
that they have enough time
at  hand to practice
innovative efforts
(Charbonnier-Voirin et al.,
2010).
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4.1.1.1 Conclusion

Eventually, it becomes clear that the extent to which employees produce innovative, novel,
and useful ideas during their work and are ready to innovate, distinctly depends on the work
environment they perceive around them (Amabile et al., 1996; Amabile et al., 2004 ; Suliman,
2001). A climate for innovation is conceptualized by various researchers as practices and
norms within an organizational environment that encourage employees to take initiatives and
risks to develop novel ideas, processes, and products which ultimately results in IWB (e.qg.
Scott & Bruce, 1994; Charbonnier-Voirin et al., 2010; Moolenaar et al., 2010; Tesluk et al.,
1997). As organizational climate resembles the frequent pattern of behaviors, attitudes, and
feelings which are reflected in the daily environment of the organization for employees to
experience and understand it, innovative climate is a key factor in facilitating and supporting
innovativeness (Imran et al., 2010; Tesluk et al., 1997). It fosters innovative behavior and the
generation, adoption, and implementation of novel ideas and practices (Moolenaar et al.,
2010; Solomon et al., 2004). Additionally, organizations with proinnovation climates are
more successful at implementing actual innovations than organizations lacking a climate that
Is open to innovation (Moolenaar et al., 2010).

The literature review revealed that most climates are suitable for and supportive in every
phase of the innovative cycle. For example, a challenging climate encourages overall IWB as
well as idea generation, championing, and implementation almost equally. Nevertheless, in
case a company desires to enhance idea generation, a climate which scores high on idea-time
would be recommendable since climates with fewer constraints and pressures to meet strict
time schedules generally possess a wider scope for innovation and are supposed to have a
greater supportive effect on innovativeness than climates with a lack of sufficient time
available which usually confine the opportunities for IWB and limit the number of new ideas
generated (Bain et al., 2001; Reiter-Palmon & lllies, 2004).

Climates which are supportive and welcoming towards novel ideas are especially convenient
for the enhancement of idea championing because employees working in an organization that
provides a climate in which innovations are encouraged, nurtured, and valued are more likely
to take the risk of promoting novel ideas and approaches than in an environment where
innovative ideas are ignored, censored or punished (Baer & Frese, 2003; Bain et al., 2001).
Eventually, in order to foster idea implementation, literature shows that a spontaneous, highly
risk-taking climate with a tolerance of uncertainty is suitable (e.g. Akkermans et al., 2008;
Moolenaar et al., 2010; Shalley & Gilson, 2004; Mumford et al., 2002). A climate in which
workers are enabled to take risks and voice their opinion complements the adoption and
implementation of innovations, thus serving as an essential contingency in enhancing the full
potential of innovations (Baer & Frese, 2003).

Eventually, it can be seen that there are not many differences between the different climate
dimensions in affecting the IWB phases. As illustrated above, a challenging climate is an
example of an innovative climate dimension which equally supports employees during every
phase of innovative work behavior as well as overall IWB. However, reducing innovative
climate to one single climate and disregarding its various dimensions would certainly be a
wrong thing to do since there are some dimensions which are especially suitable for certain
IWB phases as mentioned above. Separating innovative climate into different dimensions is
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useful for companies because it allows them to optimally make use of climate and adjust it to
their desires regarding the support of employees’ IWB.

Ultimately, a very important finding that originated from the analysis is that it is virtually
impossible to examine the effect of innovative climate on IWB without including leadership
behavior. Leadership behavior plays a key role in the establishment of innovative climate (e.g.
Akkermans et al., 2008; Scott & Bruce, 1994; Reiter-Palmon & Illies, 2004). Leaders’ support
of innovation can be seen as a primary antecedent of an organization’s innovative climate
(Klein & Sorry, 1996). As it can be seen above, an increasing number of studies support the
finding that climates that are supportive of innovation and foster creativity are influenced,
facilitated, and constrained by leadership behavior (e.g. Moolenaar et al., 2010; Mumford et
al., 2002).

4.1.2 The Influence of Leadership Behavior on IWB

The forthcoming subchapter deals with the influence of leadership behaviors on innovative
work behavior. The different behaviors analyzed consist of the thirteen leadership behaviors
by De Jong and Den Hartog (2007) (see Table 1). Since innovative behavior is a multistage
process including idea generation, idea championing or promotion, and idea implementation
(e.g. Caniéls et al., 2014) and sometimes also idea exploration prior to idea generation (De
Jong & Den Hartog, 2010), each phase is associated with a unique set of critical success
factors and antecedents of the innovative outcomes of each phase (Caniéls et al., 2014).
Therefore, in this subchapter, it will be clarified in what way the thirteen leadership behaviors
can be seen as antecedents of IWB and, additionally, in which phase of innovative work
behavior they are most applicable and beneficial to use. Additionally, it will be examined if
the results of the case study are consistent with the findings of the literature review. To ensure
a good overview, the main findings will be presented within a matrix. Negative effects are
recognizable by the pale red background color.
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Table 5. The influence of leadership behavior on employees’ IWB

IWB
Dimensions Definition Overall IWB Idea Generation Idea Championing Idea Implementation Case Study
by De Jong
& Den
Hartog
(2007)
Innovative Being an example of innovative | The most effective leaders | It is beneficial when leaders It is beneficial when leaders | Employees think that it is
Role- behavior, exploring and pointing | support their subordinates in | themselves behave innovatively themselves behave | vital to have a leader who
modelling out opportunities, the generation | coordinating and integrating | since continuously seeking novel innovatively since | serves as a role model and
and championing of ideas, and | their different creative problem | and creative ways to solve issues continuously seeking novel | sets an example of an

putting effort in development (De
Jong & Den Hartog, 2007)

solving styles by being creative
themselves and continuously
discover and define novel
problems, solve these issues,
and implementing innovative
solutions (Basadur, 2004).

Leaders can use creativity as a
tool to lead their organization to
adapt to their own innovative
behavior, in other words, they
must serve as a role model in
using creative processes
(Basadur, 2004).

Leaders  must
trustworthy  role  model to
follow and exert additional
effort in novel and innovative
behaviors (Bass, 1985).

represent a

Leaders who serve as a good
work model for  their
subordinates visibly stimulate
creativity and innovativeness
(Amabile, 1997; Elenkov et al.,
2005).

If individuals are capable of

and improve results stimulates
subordinates to do the same and
enhances idea generation (De Jong
& Den Hartog, 2007).

Leaders’ modeling of a desired,
creative example enhances
individuals’ level of creativity
clearly above those who are not
provided a model (Shalley & Perry-
Smith, 2001).

and creative ways to solve
issues and improve results
stimulates subordinates to do
the same and enhances idea
implementation (De Jong &
Den Hartog, 2007).

When leaders modeled
creative performances,
employees developed creative
self-confidence and  self-
efficacy causing them to
believe that they possess the
creative capabilities to produce
innovative outcomes (Tierney
& Farmer, 2002).

innovative way of working in
order to be motivated and try
to adapt to this innovative
working behavior.

Employees feel like their first
line managers are good role
models while there is a
certain distance to the CEOs
of the company which
aggravates it to completely
grasp their courses of action
and take them as role models
concerning innovative work
behavior.

When a leader is reluctant to
change and does not engage
in efforts to demonstrate their
followers how to behave
innovatively, the participants
of the focus group felt like it
is heavily complicated for
them to be innovative
themselves.

It is impossible to “happily
radiate and feel innovation
[...] when it is not performed
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performing a certain task but
neglect doing it, they are more
likely to conduct the task after a
visual demonstration or the
forwarding of examples
(Shalley & Perry-Smith, 2001).

A leader may lead through
identification by serving as a
positive identification figure
who is perceived to be
persuasive, inspiring,
sympathetic, and attractive and
thus causes their employees to
internalize their values and
norms being stimulated to
emulate, for instance, their
innovative behavior (Krause,
2004).

Leaders, if they truly desire
innovation, are able to do much
concerning encouraging
innovation by role-modeling
active engagement as it is
certainly an important aspect of
the leadership of creative
people (Mumford et al., 2002;
Shalley & Gilson, 2004).

Leaders’ innovative cognitive
style is a powerful resource that
augments subordinates’
creativity as a creative synergy
should emerge between a leader
and their followers meaning
that both parties possess an
innovative style (Tierney et al.,
1999).

by the leaders themselves”.

Intellectual
Stimulation

Creating opportunities for
subordinates to voice ideas that
might otherwise get lost, providing

Making

use of intellectual

stimulation increases employees’

awareness

of problems and

Employees think that
intellectual stimulation is an
important factor in being
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support for subordinates’ efforts to
behave innovatively, question
existing assumptions and
approaches, and reframe crucial
issues in  new ways which
eventually paves the way for
innovation to develop (De Jong &
Den Hartog, 2007; Elenkov et al.,
2005; Elkins & Keller, 2003;
Moolenaar et al., 2010).

encourages them to view them
from novel and multiple
perspectives  which  results in
enhanced idea generation (Bass,
1985; Reiter-Palmon & lllies,
2004).

Intellectual  stimulation enables
leaders to create opportunities for
subordinates to voice ideas that
might otherwise get lost and thus
strongly supports idea generation
(De Jong & Den Hartog, 2007).

Leaders who incorporate
intellectual ~ stimulation provide
support for their subordinates’
efforts to behave innovatively,
question existing assumptions and
approaches, and reframe crucial
issues in  new ways which
eventually paves the way for
innovation to develop (Elenkov et
al., 2005; Elkins & Keller, 2003;
Moolenaar et al., 2010).

When leaders stimulate their
followers to behave innovatively,
they feel motivated in starting to
engage in innovative efforts (Scott
& Bruce, 1994).

‘Fostering new ways of doing
things’ including encouraging new
thinking leads to new ways of
doing things, actively protecting
new ways of doing against negative
outside influences, and creating
opportunities (Akkermans et al.,
2008).

Employee suggestion systems in

motivated to behave
innovatively.

The recruitment agency offers
different types of “job

coaching” which are
enjoyable and helpful ->
stimulate the daily
innovativeness in the
company

In the past, during so called
“KVP training courses” teams
were formed and
improvement proposals
delivered and discussed until
a solution was found and
announced -> idea generation
increases, however, these
courses have not been
executed lately
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organizations as an example of
intellectual ~ stimulation  adjusts
employees to continuously coming
up with novel problems and
innovative  solutions  (Basadur,
2004).

By applying intellectual
stimulation, leaders  encourage
employees to think out of the box
and adopt exploratory and
innovative  thinking  processes
challenging their own values,
traditions, and beliefs (Sosik et al.,
1997; Hater & Bass, 1988).

Stimulating
Knowledge
Diffusion

Involves  behaviors  such as
stimulating open and transparent
communication between leaders
and subordinates and introducing
supportive commupnication
structures like informal work
meetings (De Jong & Den Hartog,
2007).

Both internal and external
communication involving the
promotions of open and
dynamic contact internally and
externally  visibly enhances
employees’ innovative work
behavior which makes the
promotion  of  continuous
communication essential
(Damanpour, 2001).

Sharing information and making
sure novel and relevant information
is properly communicated visibly
supports employees in attempting
to engage in IWB (Akkermans et
al., 2008).

The involvement in innovative
work behavior increases when the
leadership process provides
orientation through openly
communicating expert knowledge
and information (Krause, 2004;
Reiter-Palmon & lllies, 2004).

Innovation can be referred to as a
social process in which social
communication illustrates a crucial
source for input and refinement of
innovative work behavior (Nohari
& Gulati, 1996; Calantone et al.,
2003; Moolenaar, 2010; ékerlavaj
et al., 2014).

Regular communication, sharing
information and knowledge, the
provision of opportunities for

Innovative leaders who are
visible to their subordinates,
personally communicate with
them, and deal with them on a
more personal basis are
perceived to clearly improve
the ultimate success of the
innovation (Weese, 1996).

Open and transparent
communication is  highly
important to employees.

CEOs think it is crucial to
openly talk about negative
aspects that have room for
improvement without putting
the blame on someone in
order to foster change and
creative work behavior.

Employees  criticize  that
certain things are not openly
communicated by the CEOs
and transparent at all even
though it is such a small
company - large gaps
emerge, innovative  work
behavior is inhibited
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employees to engage in
communication, and the
combination of different
knowledge from different
individuals illustrate an important
antecedent for an open orientation
towards innovative work behavior
and the stimulation for the
generation of novel ideas and
practices (Monge et al., 1992;
Kogut & Zander, 1992; Moolenaar
et al., 2010).

Providing
Vision

The provision of a vision and
goals by communicating explicit
visions, directions, goals on the
significance and anticipated types
of innovation , and clear targets
towards which employees can
work (De Jong & Den Hartog,
2007; Shalley & Gilson, 2004).

The provision of a vision and
goals enhances employees’
attention and effort by offering
clear targets towards which they
can work (Shalley & Gilson,
2004).

Clear visions and goals
influence employees’ behavior
indirectly by leading people to
discover and use novel
strategies that will enable goal
achievement (Shalley & Gilson,
2004).

Employees who received an
innovative goal or vision
behaved more innovatively in
contrast to those who were not
provided with clear goals and
did not know what their leader
desired (e.g. Amabile &
Grykiewicz, 1987; Carson &
Carson, 1993; Tummers &
Kruyen, 2014).

Inspirational motivation is one
of leaders’ core characteristics
enabling them to appoint,
formulate, and communicate a

By setting comprehensible goals
and communicating a vision that
emphasizes long-term rather than
short-term outcomes, leaders are
able to transmit to their
subordinates what is required and
valued by the organization and
direct followers’ individual and
joint effort towards innovative
work processes (Amabile, 1996;
Shalley & Gilson, 2004).

By clarifying long-term visions and
goals, followers’ intrinsic
motivation levels are enhanced
which leads to an increased
motivation to generate creative
solutions for problems (Jung,
2001).

Within 22 case studies, Caniéls et
al. (2014) found that the majority
of participants value constant
overlooking of work processes and
making sure that the team is
provided with a clear sight of its
long-term vision and objective by
the leader particularly during the
idea generation phase of their
innovative work behavior.

Offering an overarching vision
to subordinates enhances idea
application since it simplifies
the implementation of ideas
fitting to this shared vision
(De Jong & Den Hartog,
2007).

Leaders who communicate an
explicit  definition of the
structures required for
successful goal attainment and
expound innovation targets
more precisely, are able to
visibly nurture the
implementation  of  highly
creative ideas (Mumford et al.,
2002).

Providing a vision leads to a
blend of the employees’ and
the organization’s mission
causing enhanced idea
implementation since
employees desire to achieve
the firm’s goals (Bass, 1998).

Employees think that a clear
and transparent goal to move
towards to and the provision
of directions for future
activities are essential to
further develop and become
active and innovative.

The company mainly offers
short-term goals > the
absence of a clear future
vision gives employees the
impression that problems are
ignored and engaging in
creative efforts to find
solutions is not valued by the
company.

Employees criticize that the
CEOs have a “short-term
mode of thinking” and are too
focused on day-to-day
business without taking into
account the approaching
days, weeks, and years >
IWB diminishes
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convincing vision of the future,
desirable goals, and innovation
possibilities  in  order to
empower followers to take
initiatives and engage in change
(Bass, 1991; Elenkov et al.,
2005).

A leader’s role expectations,
which describe the adjustment
of an individual’s behavior
based on someone else’s
expectations, had a positive
influence on employees’ IWB
(Scott & Bruce, 1994).

Leaders can facilitate the
creative process of employees
by simply providing them with
suitable instructions and visions
towards a desirable future state
(Reiter-Palmon & lllies, 2004).

Offering an overarching vision to
subordinates enhances idea
generation since it provides an
example ~on  how  desired
innovations should look like (De
Jong & Den Hartog, 2007).

Leaders who are capable of
developing a shared vision and
goals and serving the social needs
of  their  subordinates, are
“perceived to support the fertile
ground for innovation to develop”
(Moolenaar et al., 2010, p. 655).

Consulting

Checking with people before
initiating relevant changes as well
as incorporating their ideas and
suggestions in important decisions
(De Jong & Den Hartog, 2007).

Innovativeness is higher when
supervisors consult  their
subordinates before  making
important decisions (Andrew &
Farris, 1967).

By including others in decision
making in the form of actively
inviting input in order to make
informed and better decisions,
helping to identify barriers and
stimulate new thinking to
circumvent them, and confiding
in employees’ knowledge,
expertise, and  experience,
leaders support innovative work
behavior (Akkermans et al.,
2008).

Acting on subordinates’ ideas

Employees’ participation in
decision making processes is
regarded as a strong determinant of
idea generation (De Jong & Den
Hartog, 2007).

Leaders who provide consultation
with subordinates and accept their
ideas show  confidence in
subordinates’ innovative capacities,
share responsibilities with them
when initiating changes, and
recognize their individual
contributions  which  eventually
supports  the development of
innovative ideas (Moolenaar et al.,
2010).

Equality is a key characteristic a
leader should possess during idea

Employees’ participation in
decision making processes is
regarded as a  strong
determinant of idea application
(De Jong & Den Hartog,
2007).

Leaders must share their
problems early with
subordinates and engage other
content experts whom they
have to facilitate towards
implementing novel solutions
(Basadur, 2004; Harborne &
Johne, 2003).

CEOs think that, as a leader,
it is important to hear back
from employees and receive
feedback on a daily basis
since the employees are the
ones “at the front” who are
always involved in the
innovative processes.

Employees stated that if they
were consulted more often
and if their ideas were
actually be implemented, they
would generate more ideas
and suggestions.

Employees appreciate it when
their team leader discusses
potential innovations  with
them before initiating
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and wishes and asking for team
members’ ideas and opinions is
positively related to innovative
work behavior (Amabile et al.,
2004).

Employees will show more
commitment and work harder
when they are involved in a
project and do not merely
implement their leader’s
predetermined solutions
(Basadur, 2004; Tummers &
Kruyen, 2014; Amabile, 1997)).

Involving  subordinates  in
making decisions boosts their
intrinsic motivation and shifts
their attention to the central
problem  which  improves
creative performance (Oldham
& Cummings, 1996).

generation including acting in close
cooperation  with  subordinates
instead of from a formal
hierarchical position (Caniéls et al.,
2014).

changes.

One employee criticized that
they have been asked to
provide ideas and suggestions
on a certain topic but have
been ignored afterwards and
their ideas have not been
incorporated > employee
does not want to voice their
opinion anymore

Delegating

Delegation can be described by the
more modern term
‘empowerment’  involving  the
initiation of a power sharing or
empowering leadership style by
sharing power with subordinates
(Harborne &  Johne, 2003;
Tummers & Kruyen, 2014,
Srivastava et al., 2006).

When leaders are willing to
share their problems and power
early, they offer employees the
freedom to perform their own
fact finding and to define issues
to be solved in their own way
which  supports them in
exercising their full innovative
potential ~ (Basadur,  2004;
Krause, 2004).

There is a generally positive
relationship between a leader’s
provision of freedom and their
subordinates’ innovative work
behavior particularly when the
offered autonomy was
combined with a chance to
influence the leader’s decisions
(Andrew & Farris, 1967).

Extensive delegation including
providing  subordinates with
sufficient autonomy and freedom to
ensure high-quality work results
has a positive relationship with idea
generation (De Jong & Den Hartog,
2007).

Especially during idea generation,
subordinates are in need of a leader
who grants them sufficient freedom
in order to maximize their creative
output (Caniéls et al., 2014).

Granting freedom and autonomy to
subordinates is an antecedent of
idea generation (Krause, 2004).

Extensive delegation including
providing subordinates with
sufficient  autonomy  and
freedom to ensure high-quality
work results has a positive
relationship with idea
application (De Jong & Den
Hartog, 2007).

Granting freedom and
autonomy to  subordinates
improves idea implementation
(Krause, 2004).

Employees think that
possessing a certain amount
of autonomy to independently
decide how to execute a task
triggers innovativeness.

The  recruitment  agency
exhibits explicit structures on
how to perform the work
which leaves little room for
freedom = innovative effort
is suppressed

30




Leaders often strive for
subordinates’ participation by
conveying the importance of
cooperation, enabling them to
learn from shared experiences,
and delegate to subordinates the
autonomy and freedom to
engage in innovative work
behavior (Bass, 1985).

Support for | Support for innovation is | There is a positive relationship | Experiencing support can highly | Idea promotion | Support in the form of dealing | CEOs think that it is
Innovation characterized by tolerance for | and a significant correlation | motivate subordinates in creating | particularly requires a | with mistakes turned is a vital | important to act open and
errors, recognition, praise for | between support for innovation | and generating ideas (De Jong & | supportive, non- | key driver in the | friendly towards employees
innovative activities, and the | and innovative behavior of | Den Hartog, 2007). regulative  leadership | implementation process of | with innovative ideas and it
willingness to compromise and is | employees (Scott & Bruce, style (Caniéls et al., | creative ideas (De Jong & Den | should not matter who
also seen as a driver of excellent | 1994; Amabile et al., 2004; | Leaders’ support for innovation by | 2014). Hartog, 2007). generates an idea as long as it
creative performance (Krause, | Jungetal., 2003). showing tolerance for errors and is valuable for the company.
2004; Oldham & Cummings, possessing the capability to | Social support | In order to initiate and
1996). In order to support the | If leaders are supportive and | acknowledge and praise | referring to enhancing | improve the implementation of | The employees appreciate the
fertile ground of creativity, leaders | understand their employees in | subordinates for their innovative | subordinates’ sense of | highly novel ideas, leaders | supportive behavior towards
have to bring together knowledge, | order to provide the adequate | work behavior even if it initially | self-worth by, for | have to exhibit high levels of | IWB of the CEOs in form of
expertize, and skills of others | levels of  support, the | does not turn out to be successful, | example, recognizing | instrumental and socio- | listening to ideas, enabling
while being risk-tolerant | occurrence of creative activity | illustrates one of the strongest | the value of their | emotional support and provide | employees to test them in the
(Moolenaar et al., 2010). is visibly enhanced (Shalley & | influences promoting the | innovative both intangible (e.g. | short or sometimes over the
Gilson, 2004). generation of ideas (Krause, 2004; | contributions  fosters | psychological support) and | long term, and implementing
Mumford et al., 2002). idea promotion | tangible resources (e.g. idea | valuable suggestions.
Approaching  mistakes by (Mumford et al., 2002). | championing) (Skerlavaj et al.,
abandoning heavy restrictions | Leader support illustrates one of 2014). By listening to subordinates,
and penalties and rather grow | the major resources to facilitate implementing ideas, being
and learn from failures by | idea generation since leaders are open, and supporting
supporting positive, open, and | rather focused on  nurturing employees in bringing the
inclusive interaction of diverse | relationships with subordinates best out of their ideas, first
viewpoints foster innovation | instead of the final decision- line managers foster IWB.
development (Akkermans et al., | making process (Caniéls et al.,
2008). 2014; Kanter, 1983).
Innovative idea support fosters
employees during the exploring
and formative stage of ideas and
causes enhanced idea generation
(Mumford et al., 2002).
Organizing Providing employees with | Employees  who  received Novel concepts are improved | When improvement
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Feedback performance feedback is a key | informational,  non-offensive by offering feedback on an | suggestions are submitted by
function which can be particularly | feedback on their creativity initial version to those who are | employees, primarily, a trial
important for creativity but also | directly when engaging in a developing and implementing | period of around one to three
difficult since creativity mainly | novel task showed an increased an idea (De Jong & Den | months is initiated in order to
involves engaging in novel things | innovative behavior in their Hartog, 2007). acquire  experience  and
and taking risks (Shalley & | further attempts compared to eventually a feedback round
Gilson, 2004). Leaders may | employees who did not receive In order to successfully | takes place >  further
provide feedback themselves or | any feedback (Carson & implement an idea, it is crucial | engagement in IWB s
dedicate this task to others. For | Carson, 1993). to be modest enough to seek | encouraged
instance, they might ask a feedback and acknowledge
subordinate to give feedback to a that others have  more
coworker (De Jong & Den Hartog, knowledge and expertise than
2007). oneself (Caniéls et al., 2014).

Recognition Recognition can be described as a | Recognizing individuals’ | Being enthusiastic and recognizing | By explicitly | Being enthusiastic and | Employees feel like
non-monetary kind of rewards | competence, attempts to engage | employees’ innovative | recognizing employees | recognizing employees’ | recognition in form of
including acknowledging | in IWB, and their eventual | contributions initializes idea | for producing | innovative contributions | acknowledging and praising
employees’ attempts to behave | innovative accomplishments is | generation (De Jong & Den Hartog, | innovative ideas and | facilitates idea implementation | their suggestions and initiated
innovatively by, for instance, | expected to facilitate employee | 2007). the value of their | (De Jong & Den Hartog, | innovative efforts is
offering praise, awards, and | creativity and  innovation contributions, leaders | 2007). important in the daily
ceremonies (Shalley & Gilson, | (Shalley & Gilson, 2004; Elkins | Experiencing recognition | are able to enhance business.

2004; De Jong & Den Hartog,
2007).

& Keller, 2003).

Recognizing good performance
in public and private had a
positive effect on subordinates’
perceived leader support and
eventually also on their creative
behavior (Amabile et al., 2004).

stimulates future idea generation
(Nijhof et al., 2002).

Recognition is a form of leader
support which is not only important
when employees’ innovative work
is successful, but also crucial when
their first attempt fails as it fosters
subordinates’
come up with innovative ideas
(Krause, 2004).

motivation to still

their  intrinsic  and
extrinsic motivation to
further develop their
ideas (Mumford et al.,
2002).

By recognizing potential and
getting oneself into novel
ideas created by highly
innovative individuals, leaders
function as a resource on the
interpersonal level and are
able to provide further
resources required for the
implementation of these ideas
(Skerlavaj et al., 2014).

CEOs think that employees
often submit very good
suggestions and ideas which
are always enrichments for
the company since they see
everything from a different
angle and are able to enhance
one’s own viewpoint which is
“very valuable” and deserves
recognition.

According to employees,
even a “small gesture” can
mean a lot.

Employees criticize that they
do not get recognition for
small successes from the
CEOs in form of being told,
for example, “Wow, you did
a great job, it was a great
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week!” > CEOs seem to be
“too far away”

Employees think that a leader
has to follow their words of
recognition with action since
it is disappointing and also
diminishes  further  idea
generation and
implementation when one is
told that they did something
well or had a good idea but

no further steps follow
afterwards.

Rewards Rewards refer to providing | People will be most creative | External rewards hinder idea | Material rewards | After an innovative idea has | Employees think that
tangible rewards such as a pay | when they are intrinsically | generation since rewards arouse a | weaken idea promotion | been implemented, rewards | acknowledgement does not
increase or  promotion  for | motivated due to feeling excited | feeling of external pressure and | since receiving rewards | become important in order to | have to include monetary
innovative performance (De Jong | and satisfied about their work | forces employees to meet the | for unfinished work | praise employees and motive | rewards while some
& Den Hartog, 2007; Amabile et | rather than extrinsically | requirements (Caniéls et al., 2014). | would not motivate | them to continue being | esteeming words of thanks
al., 2004). motivated by only being employees to further | innovative (De Jong & Den | are necessary in the long run

seduced by tangible rewards refine and implement | Hartog, 2007). and are more likely to foster
(Amabile, 1997). the idea (Caniéls et al., innovation  than  material
2014). External rewards are | rewards.
facilitative during idea
implementation since | CEOs think that employees
employees perceive external | should  voluntarily  and
rewards as an | energetically engage in the
acknowledgement of their | development and
work and consider the | innovativeness of the
prospect of receiving them as | company instead of expecting
an incentive to go through | money inreturn.
with the full implementation
and taking care of details
(Caniéls et al., 2014).

Providing Providing  physical  resources | Time is a critical resource in | Leaders who are capable of In order to successfully | Employees are given some

Resources includes offering sufficient time as | innovative work behavior and it | effectively providing resources and implement innovative ideas, | extra time to deal with
well as funds and material | is vital for leaders to provide | time to subordinates will most employees need monetary and | suggestions they submitted >

resources to subordinates in order
to implement their ideas, thus
employees willingness to behave
innovatively and take risks partly
depends on the tightness of the

sufficient amounts to
employees (Shalley & Gilson,
2004; Akkermans et al., 2008).

Innovative work behaviour is

likely have a higher probability of
experiencing creative outcomes
generated by the employees
(Reiter-Palmon & lllies, 2004).

material resources (De Jong &
den Hartog; Shalley & Gilson,
2004; Akkermans et al., 2008).

The provision of suitable

boosts idea implementation
and conveys the feeling that
they are “benefitting their
team and also the company as
a whole”.
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resource and time constraints they
encounter at their job (De Jong &
Den Hartog, 2007; Amabile, 1997;
Caniéls et al., 2014; Jung et al.,
2003).

resource intensive as diverse
individuals are required to
devote time and effort,
equipment has to be obtained,
and support from multiple
groups is needed (Mumford et
al., 2002).

Leaders have to ensure that
subordinates have access to a
reasonable and suitable amount
of resources in order to
successfully engage in
innovative work behavior and
prevent employees from
becoming too comfortable and
lazy due to an abundance of
resources (Shalley & Gilson,
2004).

funds and time by leaders is
especially crucial in the idea
implementation phase (Caniéls
et al., 2014; Mumford et al.,
2002).

The provision of resources and
support is most vital in idea
implementation since it makes
highly innovative ideas more
implementable (Skerlavaj et
al., 2014).

Monitoring

Monitoring includes gathering
information about work activities
and external conditions affecting
the work and ensuring
effectiveness and efficiency by
continuously controlling people
and stressing tried and tested
routines (Amabile et al., 2004; De
Jong & Den Hartog, 2007).

When people feel to be
monitored inefficiently and
unfairly, they frequently get
upset and angry and refrain
from IWB (Amabile et al.,
2004).

It is impedimental to the
progress of an innovation when
it is controlled by strict
regulation as it is vital that
leaders possess a certain degree
of trust in the potential of their
subordinates and trust that they
will not abuse the freedom
given to them (Nijhof et al.,
2002).

When leaders are controlling,
closely monitor employee
behavior, make  decisions
without  consultation, and

Strong  monitoring  standards
restrict idea generation due to
employees feeling unsafe and
insecure at work (De Jong & Den
Hartog, 2007).

Some degree of monitoring is
desirable in order to keep track
of the overall progress (De
Jong & Den Hartog, 2007;
Amabile et al., 2004).

During idea implementation a
leader with more controlling
characteristics can just be what
is needed in this stage since
guidance and monitoring may
be beneficial to, for instance,
make sure that the idea that is
implemented does not deviate
from the initially generated
one (Caniéls et al., 2014).

Has not been covered in the
case study.
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constantly bring pressure to
bear on their subordinates,
intrinsic motivation is
undermined which ultimately
leads to a decreased creative
performance (Oldham &
Cummings, 1996).

Task
Assignment

Task assignment revolves around
providing employees with
challenging tasks and making
allowance for their commitment
when assigning tasks (De Jong &
Den Hartog, 2007).

When jobs are complex and
challenging, employees are
usually eager for their work and
completing the task by
engaging in IWB (Oldham &
Cummings, 1996; Tierney &
Farmer, 2002).

Individuals’ intrinsic motivation
and  motivation to  become
innovative is enhanced when they
are deeply involved in their work
because it reflects personal
interests and challenges (Amabile,
1997).

Due to the feeling of being
challenged and the enhanced
intrinsic  motivation, employees
will recognize the utility of
innovation and be motivated to
engage in change and reduce the
gap between the current and the
desired situation (Krause, 2004).

In order to initiate idea generation,
leaders have to present challenging
visions of the future which
energizes employees and enables
leaders to broaden their
subordinates’ mind, cause them to
view problems from different
angles, raise their expectations, and
reinforce their confidence in their
abilities (Charbonnier—Voirinet al.,
2010).

When employees are
continuously challenged to be
creative, it enables them to
achieve more innovative and
successful business outcomes
including superior and more
advanced ones in comparison
to competitors who do not
challenge their employees to
behave creatively (Jung et al.,
2003).

Leaders who provide
challenging missions and tasks
and make innovation targets
more specific for subordinates,
significantly foster the
implementation  of  highly
innovative ideas (Skerlavaj et
al., 2014; Mumford et al.,
2002).

Has not been covered in the
case study.
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4.1.2.1 Conclusion

Ultimately, it can be seen that, in order for creativity to occur in the daily work of employees,
leaders have to play an active role in fostering, encouraging, and supporting innovation
(Shalley & Gilson, 2004). Even though a wide range of variables affect creativity and
innovation in organizational settings, leaders and their behavior illustrate a particularly
powerful influence (Mumford et al., 2002).

Furthermore, the thirteen different leadership behaviors by De Jong and Den Hartog (2007)
including Innovative role-modeling, Intellectual stimulation, Stimulating knowledge
diffusion, Providing vision, Consulting, Delegating, Support for innovation, Organizing
feedback, Recognition, Rewards, Providing resources, Monitoring, and Task assignment have
recurred in several studies, hence the influence of leadership behavior on IWB could be well
examined by orienting on these dimensions.

Additionally, it became clear that, with regard to the different phases of innovation, leadership
behaviors have a differential impact in each different phase and leaders have to take on
different roles throughout the cycle including idea generation, idea championing or
promotion, and idea implementation (e.g. Caniéls et al., 2014) and occasionally also idea
exploration prior to idea generation (De Jong & Den Hartog, 2010). For instance, it appears
that leaders’ support for innovation influences every phase of the innovation cycle and overall
IWB equally. Therefore, it is essential for leaders to support employees’ behavior during idea
generation, championing, and implementation for IWB to be successful. Similarly,
recognition, innovative role-modeling, consulting, and delegating are important leadership
behaviors which influence the overall IWB of the workforce.

However, when leaders explicitly want to enhance idea generation, the literature review
shows that they should engage in intellectual stimulation (e.g. Elkins & Keller, 2003; Elenkov
et al., 2005; Moolenaar et al., 2010; Scott & Bruce, 1994; Basadur, 2004). Making use of
intellectual stimulation increases employees’ awareness of problems, encourages them to
view them from novel and multiple perspectives, and enables leaders to create opportunities
for subordinates to voice ideas that might otherwise get lost which results in enhanced idea
generation (Bass, 1985; Reiter-Palmon & lllies, 2004; De Jong & Den Hartog, 2007).
Additionally, the literature review also yielded that the stimulation of knowledge diffusion by
leaders is especially valuable during idea generation (e.g. Krause, 2004; Reiter-Palmon &
Illies, 2004; Skerlavaj et al., 2014). For example, the studies by Monge et al. (1992), Kogut
and Zander (1992), and Moolenaar et al. (2010) showed that regular communication, sharing
information and knowledge, the provision of opportunities for employees to engage in
communication, and the combination of different knowledge from different individuals
illustrate an important antecedent for an open orientation towards innovative work behavior
and the stimulation for the generation of novel ideas and practices. Eventually, the provision
of a goal and providing a challenging task also turned out to be essential in encouraging idea
generation (e.g. Amabile et al., 1996; Amabile, 1997; Shalley & Gilson, 2004; Caniéls et al.,
2014). Literature revealed that by clarifying long-term visions and goals and presenting
challenging visions of the future, followers are energized and their intrinsic motivation levels
are enhanced which leads to an increased motivation to generate creative solutions for
problems (Jung, 2001; Charbonnier-Voirin et al., 2010).
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In order to improve idea implementation, the provision of resources in form of suitable funds
and time by leaders is especially crucial (Caniéls et al., 2014; Mumford et al., 2002).
Furthermore, when striving for enhanced implementation, leaders should also reward
employees (De Jong & Den Hartog, 2007; Caniéls et al., 2014). While rewards may weaken
or even hinder idea generation and promotion due to feeling pressured or demotivated through
undeserved rewards for unfinished work, external rewards are facilitative during idea
implementation since employees perceive external rewards as an acknowledgement of their
work and consider the prospect of receiving them as an incentive to go through with the full
implementation and taking care of details (Caniéls et al., 2014).

Eventually, the innovation literature does not deal as much with idea championing as it does
with generation and implementation. Nevertheless, innovation support and recognition appear
to play the most prominent role during idea promotion (Caniéls et al., 2014; Mumford et al.,
2002).

4.2 Case Study

Primarily, in this chapter, it will be illustrated in what way the recruitment agency of the
executed case study can be described as innovative and in which aspects IWB can be
observed. Afterwards, the research question of this study, “In what ways do innovative
climate and leadership behaviors influence employees’ IWB?”, will be answered from a
qualitative viewpoint by examining the statements of the interviewed CEQOs of the company
and the employees who participated in the focus group.

In the course of this, the link between leadership behaviors and innovative climate and their
effect on IWB will be investigated in consequence of the previous finding that climate and
leadership behavior are intertwined and it is virtually impossible to analyze climate without
considering leadership behavior which also became clearly visible during the conduction of
the interview and especially the focus group.

4.2.1 Innovation at the Personnel Service Provider

When beholding the recruitment agency, a remarkable fact is the company’s guiding principle
which is shaped like a pyramid and clearly shows innovativeness as the most important factor
on the very top of the pyramid. According to one the CEOs, the foundation stone for the
firm’s innovativeness has been laid around ten years ago when the guiding principle has been
developed in the course of a campaign of the Fraunhofer Institute and the entrepreneurs
association. This company was the only recruitment agency which was interested in taking
part and which passed through the whole process of developing the guiding principle with the
support of every single employee. Afterwards, the established guiding principle has been
published and internalized. Nowadays, innovative work behavior can be seen in different
aspects of the organization and one of the participants of the focus group emphasized that
there is “a lot of potential within the employees” to be innovative. In line with this, one of the
CEOs stated that employees often submit very good suggestions and ideas which are always
“enrichments for the company” since they “see everything from a different angle and are able
to enhance one’s own viewpoint which is very valuable”. Referring to idea generation, so
called “KVP training courses” have been offered in the company during which employees

37



team up and are challenged to come up with improvement proposals. Afterwards, the different
submissions are discussed and solutions found and announced. During the process, employees
distance from usual routines and systems to generate novel and innovative ideas (Kanter,
1988). Moreover, after employees came up with ideas, the promotion of those usually goes
very smoothly since the CEOs and team leaders act open and friendly towards employees
with innovative ideas irrespective of who delivered the idea. Because leaders listen to ideas,
enable employees to test their ideas, and are willing to implement suggestions “when they are
valuable for the company”, it is viable for employees to find support and make use of their
leader’s energy to enthusiastically promote the idea throughout the company. Eventually,
when the leaders are convinced of the value of the idea, they perceive resources spent on the
idea as “well-invested” and it can be implemented. However, due to the growth of the
company and the continuous turnover, it becomes increasingly difficult to close the
innovation circle and successfully promote and implement innovative ideas since especially
recent employees determined a “growing distance” between them and the CEOs. Hence, the
innovative cycle is often interrupted during idea championing and begins again with the
generation of new ideas instead of successfully promoting the former idea (Kanter, 1983).

4.2.2 The Influence of Innovative Work Climate and Leadership Behavior on IWB

In the process of analyzing the relevant literature it has already become apparent that
leadership behavior and climate are tightly intertwined. Without the assistance of leadership
behaviors, certain climates are difficult or even impossible to create. In line with this, one of
the recruitment agency’s CEOs explained that it is important that employees feel that novel
ideas and suggestions are welcome. In order to achieve this, they try to act open and friendly
towards employees with innovative ideas “no matter who generates the idea as long as it is
valuable for the company”. One of the employees who participated in the focus group stated
that they appreciate the supportive behavior towards IWB of the CEOs in form of listening to
ideas, enabling employees to test them in the short or sometimes over the long term, and
implementing valuable suggestions. It became clear that the employees both appreciate and
need open and supportive behavior by their leaders as an antecedent of innovative work
behavior. Another employee added:

“In our department, innovative behavior is fostered by listening to subordinates,
implementing ideas, being open, and supporting employees in bringing the best out of their
ideas.”

Moreover, the results of the focus group revealed that the employees feel that possessing a
certain amount of autonomy to independently decide how to execute a task triggers
innovativeness. Employees who are entrusted and empowered with freedom to innovate by
their leaders also experience the climate as more unrestricted and supportive of autonomy.
However, there seems to be a lack freedom of decision and autonomy for employees, which
impedes IWB. One employee stated:

“The work environment leaves little room for freedom because there are explicit structures
and guidelines on how to perform the work. Therefore, I cannot simply be innovative or
change something.”
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Thus, it can be derived that, when a working place offers a rather loose structure and
opportunities to become innovative, employees are more motivated to engage in change
initiatives.

Another factor the employees perceived as encouraging for IWB is the access to sufficient
resources. One of the employees described that they are given some extra time to deal with
suggestions they submitted by line managers which boosts idea implementation and creates a
climate which conveys a feeling of “benefitting one’s team and also the company as a whole”.
The provision of ample resources by supervisors is part of a strong implementation climate
which fosters innovation since it causes employees to devote themselves to the innovation and
decreases resignation. One of the CEOs also underlined that, when an idea is valuable for the
company, employees are definitely provided with resources including time and money to
further develop and implement the idea. Nevertheless, it became clear during the focus group
interview that only being provided with resources does not suffice. Subsequent to the
provision, further stimulation and interaction by the leader has to follow in order to make
employees successfully use the provided means which is oftentimes missing in the
recruitment agency. One of the participants said:

“I actually have been told that I am allowed to use some time to engage in innovative efforts,
but because there is no further stimulation by my line manager or concrete arrangements in
the working environment, | do not dare to use my working time to become creative because it
would just feel wrong to do so.”

Moreover, the participants of the focus group explained that it is vital to have a leader who
sets an example of an innovative way of working in order to be motivated and try to adapt to
this innovative working behavior. Consequently, when a leader is reluctant to change and
does not engage in efforts to demonstrate their followers how to behave innovatively, the
participants of the focus group felt like it is “heavily complicated [for them] to be innovative”
themselves. In order to create such a climate in which innovative behavior is demonstrated for
the employees to imitate, leaders have to provide meaning and challenge to their followers’
work and inspire and motivate those around them. One of the employees explained the
reasons why they perceive their first line manager as a good role model for innovative
behavior:

“He explores opportunities to refine work sequences, prevents stagnation of the technical
development of software, and puts effort into being up to date and simplifying and speeding
up processes. Additionally, he stands up for me and is able to acknowledge his own faults
without passing off the blame to someone else. This is really important to me.”

This behavior creates a climate of trust and openness which nurtures employees’ innovative
behavior. However, while the participants of the focus group thought that their direct
supervisors are able to serve as an inspiring example of IWB, they felt like there is a different
climate when taking the upper management also into account since there is a certain distance
to the CEOs of the company which aggravates it to completely grasp their courses of action
and take them as role models concerning innovative work behavior. Furthermore, the present
employees stated that although the central aspect of the company’s mission statement is
innovation, it is often not exactly acted out in the daily working routine and IWB tends to
stagnate even though the CEOs put emphasis on innovative behavior and desire to boost
innovativeness. Eventually, one of the employees concluded:
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“It is impossible to happily radiate and feel innovation [...] when it is not performed by the
leaders themselves.”

Aside from that, the participants of the focus group said that being stimulated and challenged
by supervisors is an important factor for them in being motivated to behave innovatively.
They stated that the firm offers different types of “job coaching” which they enjoy and
perceive as helpful and which stimulate the daily innovativeness in the company. Leaders
may create a challenging climate by making subordinates challenge their own values and
beliefs causing them to think about new and old issues in novel ways. An example of the
stimulating climate in the company the employees introduced was “KVP training courses”.
During these courses, teams were formed and forms filled out with several improvement
proposals which subsequently were put in a letter box. Afterwards, everyone gathered and
within a certain lapse of time the different problems and improvement proposals have been
discussed and a solution has been found and announced. Additionally, these training courses
create a debating climate in which many voices are heard and people are encouraged to
generate and put forward innovative ideas. Both the employees and CEOs felt that it depicted
an effective way of fostering idea generation as long as it is not executed too often as this
would cause employees to feel pressured and make up ill-conceived ideas and solutions.
Eventually, an employee stated that it is essential that leaders stimulate “gathering up, using,
and cultivating ideas” in order to help their followers in behaving innovatively. However,
these active efforts to stimulate IWB seem to be mainly a thing of the past. Currently, long-
term goals and active stimulation provided by leaders are missing. One employee stated:
“Everyone got into a rut and has a fixation on day-to-day business and does only what is
required on that day without thinking two, three weeks, months or years ahead. This is
because it is not stimulated by leaders and there is no platform to become innovative. We
mainly deal with short-term tasks while forgetting everything that could be achieved in the
long-term.”

Another employee added that continuously having to repeat the same tasks without new
challenges further diminishes innovative work behavior. Eventually, it can be seen that the
missing stimulation by leaders in the company by, for instance, providing employees with
always the same tasks, hinders long-term goals and creative efforts to achieve them to
emerge. Consequently, the company stagnates due to only focusing on short-term goals and
day-to-day business.

In line with this, the employees said that they miss having a clear vision and goal to work
towards. By supporting a climate in which goals are set and opportunities for learning and
professional development are provided, leaders could encourage employees to invent novel
solutions to known problems and increase their orientation towards innovation. One of the
focus group participants explained that there used to be meetings and discussions in which
goals were presented, especially when major projects or innovations were on the agenda.
During these meetings, the whole team gathered departmentally and the CEOs presented what
has to be done and what is to be achieved, however, as the company grows it becomes
continuously difficult to maintain these meetings. Therefore, the present employees felt like
there is a lack of clear long-term goals. According to the employees, a clear and transparent
goal to move towards and the provision of directions for future activities is essential to further
develop and become active and innovative. The absence of a vision, however, creates a
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climate which conveys that problems are ignored and engaging in creative efforts to find
solutions is not valued in the company. Eventually, one participant of the focus group
criticized:

“The CEOs seem to have a short-term mode of thinking: Business is going well, new ideas
are not necessary.”

This attitude diminishes idea generation by focusing on daily business without presenting
future goals and also denying employees a future vision towards which they can work and
which they are able to shape themselves.

Furthermore, the CEOs of the recruitment agency emphasized the importance of open
communication and that it is crucial to also openly talk about negative aspects in order to
foster change and creative work behavior. It is essential to not put the blame on someone but
openly communicate things that do not go smoothly, that have room for improvement, and
possible improvement suggestions and solutions. The participants of the focus group also
agreed that open and transparent communication is highly important. Leaders should, besides
cultivating climates in which innovation can occur, also support a safe environment for every
kind of information to be shared. An example of the establishment of such a climate described
by the participants of the focus group is that, a few years ago, when the mission statement of
the company was developed, a meeting took place during which it was thoroughly presented.
Also a large framed picture of the guiding principle used to be present at a clearly visible
place and it was scheduled that every new employee in the company is informed about the
mission statement. However, the routine of introducing the mission statement to every new
employee slowly died out and the framed picture does not hang on the wall anymore which
causes the statement and thus also innovation to not be fully internalized by some of the more
recent employees who experience a different climate than the former employees a few years
ago did. One of the present employees stated that the main problem is that the mission
statement has been developed by other people who are for the most part not a part of the
company anymore. In order to convey the value of the guiding principle and innovation to
every employee, it would be vital to prevent this organizational knowledge to get lost and
foster open and transparent communication. In line with this, one of the CEOs also agreed that
it can be difficult to accept innovation which did not stem from oneself. Moreover, the
employees thought that an open and functioning communication is especially crucial and to be
expected in small companies. Hence, the partial lack of communication at the recruitment
agency discourages the workers and inhibits the different stages of innovative work behavior.
One of the employees explained:

“[ feel that there is a lot of potential residing in us and the company itself because, due to its
small size, transparent and fast communication should be easy. But some actions of the CEOs
are not transparent at all. This causes large gaps, especially since we are such a small
company and sometimes do not know what the others are doing all day long. In my opinion, if
you want to work together as a team, function well together, and be innovative, you have to be
close to each other.”

Another employee added that it occasionally happens that team leaders discuss issues with
each other but do not convey details appropriately to their subordinates or only after a longer
period of time which causes a lack of open and transparent communication for the employees
leading to a stagnation of IWB. Relating to open communication, the CEOs stated that it is
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also important to hear back from employees and receive feedback on a daily basis since the
employees are the ones “at the front” who are always involved in the innovative processes.
One of the focus group participants criticized the inclusion of employees and said:

“If the work climate conveyed that employees’ opinions were valued, they were consulted
more often, and if their ideas were actually be implemented, they would generate more ideas
and suggestions.”’

Another employee stated that they appreciate it that their team leader discusses potential
innovations with their subordinates before initiating changes. On the contrary, however, when
one is encouraged to give an opinion on something and voices criticism and improvement
suggestions but is completely ignored, idea generation wanes. In this respect, one of the
employees described:

“I was asked to give my opinion on the self-promotion our company does. | said that there are
some things that should be done differently and gave improvement suggestions. Later, | was
told that they do not change anything and everything remains as it is.”

Further, the employee stated that, due to this event, they prefer to refrain from giving their
opinion in the future. Eventually, this lack of inclusion of employees clearly decreases their
innovative work behavior, especially the promotion and implementation of an idea after
coming up with it. This process of listening to employees’ novel ideas but avoiding the risk of
actually implementing them shows low tolerance of uncertainty and an aversion for rapid
actions and spontaneous opportunities which is detrimental to idea implementation.

In line with this, the participants of the focus group also stated that a working environment in
which their suggestions and initiated innovative efforts are acknowledged is important and
motivates them to promote and implement their ideas. According to one of the interviewed
CEOQOs, employees often submit very good suggestions and ideas which are always
enrichments for the company since they see everything from a different angle and are able to
enhance one’s own viewpoint which is “very valuable”. The participants of the focus group
also emphasized that recognition illustrates an essential factor for them which can be highly
motivating and fostering IWB. However, it became clear that acknowledgement and
appreciation is often missing in the company which is rather detrimental to innovative
behavior and especially impairs idea championing and implementation. One of the employees
stated:

“I just want to hear something like ‘Wow, you did a great job, it was a great week!’ from the
management. We never get that. / think the CEOs are too far away, at least mentally.”
According to the employees, even a “small gesture” can mean a lot. They made clear that they
would highly appreciate it to be given thanks for their work or just hear that they did a great
job from time to time. However, one employee clarified that even if recognition is highly
motivating, a leader has to follow their words with action since it is disappointing and also
diminishing further idea generation and implementation when one is told that they did
something well or had a good idea but no further steps follow afterwards.

In line with this, the employees also stated that they prefer recognition and appreciation over
monetary rewards. According to one of the employees, acknowledgement does not have to
include monetary rewards while some esteeming words of thanks are necessary in the long
run and are more likely to foster innovation than material rewards. One of the CEOs also
explained that they do not recompense innovative efforts with monetary rewards which is
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closely linked to the company’s guiding principle which conveys that employees should
voluntarily and energetically engage in the development and innovativeness of the company
instead of expecting money in return.

4.2.3 Conclusion

The analysis of the focus group and semi-structured interview clearly shows what the
company’s employees desire and need to behave innovatively in terms of leadership
behaviors and climate and where there are gaps between what is desired and actually offered
by the firm.

Primarily, both employees and CEOs perceived being open and supportive towards novel
ideas and suggestions and creating a welcoming and supportive climate as an important
antecedent of IWB. The employees also confirmed that both their direct line managers and the
CEOs support their innovative efforts in form of listening to ideas, enabling employees to test
them in the short or sometimes over the long term, and implementing valuable suggestions.
Moreover, the results of the focus group revealed that the employees feel that possessing a
certain amount of autonomy to independently decide how to execute a task triggers
innovativeness. However, deficits can be seen in the daily routine of the organization.
According to the employees, the work environment leaves little room for freedom and being
innovative due to the explicit structures and guidelines on how to perform the work.

Another factor the employees perceived as encouraging for IWB is the access to sufficient
resources. The CEOs emphasized that individuals with valuable ideas are provided with
resources to further develop them and the employees felt that they are given sufficient time to
deal with suggestions they submitted. Nevertheless, only being provided with resources does
not suffice and employees require further stimulation and interaction by the leader in order to
successfully use the provided means which is, however, oftentimes missing in the recruitment
agency.

Moreover, the participants of the focus group explained that it is vital to have a leader who
sets an example of an innovative way of working because it is extremely difficult to behave
innovatively when one’s superior does not show a similar behavior. The first line managers of
the employees seem to illustrate a good innovative role-model while the participants felt like
there is a different climate when taking the upper management also into account since there is
a certain distance to the CEOs of the company which aggravates it to completely grasp their
courses of action and take them as role models concerning innovative work behavior. They
also felt like, although the central aspect of the company’s mission statement is innovation, it
is often not exactly acted out in the daily working routine.

Furthermore, the employees perceived being stimulated and challenged as in important
antecedent to being innovative. In the past, there have been efforts to actively stimulate IWB,
however, currently it seems like there is a severe fixation on day-to-day business without
taking into account what could be achieved in the long-term. Consequently, IWB diminishes.
Similarly, open and transparent communication is valued by the employees but, according to
them, the efforts to achieve such a kind of communication continuously wane and were
mostly present in the past. They criticize that, normally, such a small company should be
more advanced in open and transparent communication.
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Moreover, a clear vision and goal to work towards is missing. Subsequently, employees feel
like problems are ignored and engaging in creative efforts to find solutions is not valued in the
company which hinders them to become active and innovative.

Being included in decisions is also important to the employees. However, one participant of
the focus group explained that they were once included in a decision process by being asked
for their opinion, however, eventually their opinion was not considered at all. Eventually, they
are disappointed and do not want to give their opinion on future issues anymore.

Eventually, the employees wished for acknowledgement by the management since casual
words of thanks by the CEOs are mostly not given. According to them, even a small gesture
can mean a lot and even more than, for instance, being rewarded with money.

Eventually, it becomes clear that the employees of the recruitment agency are willing to
behave innovatively and think that both themselves and the company as a whole have
sufficient potential to do so. However, the company exhibits various deficits and gaps
between the employees’ desires and the actual leadership behavior and climate. The main
problem seems to be that, in the past, there used to be more efforts to support employees in
becoming innovative which are not given anymore. Nowadays, the CEOs seem to mainly
focus on the short-term and daily business while failing to take into account what could be
achieved in the future and in what way IWB might bring the firm forward.

Additionally, it can be seen that innovative work climate and leadership behavior indeed are
strongly intertwined. More precisely, when an innovative work climate or one of its several
dimensions occurs, leadership behaviors are usually an antecedent. For instance, it turned out
that, in order to foster an environment which encourages IWB, leaders have to primarily
support employees’ efforts towards innovation at first hand by listening to ideas,
implementing ideas, being open, and supporting subordinates in bringing out the best of their
ideas. Moreover, the participants of the focus group stated that the work environment in the
company only “leaves little room for freedom™ which is accounted for by the “explicit
structures on how to perform the work” imposed by leaders. Eventually, innovative efforts are
suppressed while working places which offer more freedom and loose structures due to less
monitoring by supervisors ensure enhanced innovativeness. Another example is a climate
which provides a lot of time for employees to become innovative. Needless to say, such a
climate including time to use for workers does not simply manifest but requires the provision
of ample time by supervisors. Additionally, it does not suffice to create such a climate in
order to foster innovation but leaders have to continue to be committed and stimulate their
subordinates. When they opt out and leave the task of stimulating employees’ IWB to the
climate, employees may not dare to actually use some of their working time to become
creative since it would “feel wrong” to do so. This visualizes that, primarily, climate is
dependent on leadership behavior in order to emerge. Once present, however, climate and
leadership behavior go hand in hand and leaders have to make an effort to preserve the
formerly created climate.
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5. DISCUSSION

This research aims to explore and fill the visible lack of literature dealing with the different
dimensions of innovative climate influencing employees’ IWB, the various leadership
behaviors required for different innovation phases and also the synergy between an innovation
fostering climate and leadership behavior. Thirteen different leadership behaviors have been
found to influence employees’ IWB during the structured literature review including (1)
Innovative role-modeling, (2) Intellectual stimulation, (3) Stimulating knowledge diffusion,
(4) Providing vision, (5) Consulting, (6) Delegating, (7) Support for innovation, (8)
Organizing feedback, (9) Recognition, (10) Rewards, (11) Providing resources, (12)
Monitoring, and (13) Task assignment (De Jong & Den Hartog, 2007) as well as ten different
climate dimensions: (1) Challenge, (2) Freedom, (3) Idea support, (4) Trust/Openness, (5)
Dynamism/Liveliness, (6) Playfulness/Humor, (7) Debates, (8) Conflicts, (9) Risk taking, and
(10) Idea time (Ekvall, 1996). This section seeks to discuss the findings of the structured
literature review and case study concerning the influence of leadership behavior, innovative
work climate, and the synergy effect of both factors on IWB. Additionally, limitations of this
research, suggestion for future research, and practical implications are presented.

Having a look at the literature review and the case study, this research shows that leaders play
an active role in generating IWB in the daily work of employees by fostering, encouraging,
and supporting innovation (Shalley & Gilson, 2004). Although a wide range of variables
affect creativity and innovation in organizational settings, leadership behavior illustrates a
particularly powerful influence (Mumford et al., 2002). Orienting on the thirteen leadership
behaviors mentioned above, it became clear that, with regard to the different phases of the
innovation cycle, leadership behaviors have a differential impact in each phase and,
conversely, leaders have to take on different roles throughout the cycle including idea
generation, idea championing or promotion, and idea implementation (e.g. Caniéls et al.,
2014). For instance, the structured literature review illustrates that leaders’ support for
innovation influences every phase of the innovation cycle and overall IWB equally. The case
study yielded similar results. The surveyed employees said that especially their first line
managers listen to them, implement their ideas, are open, and support them in bringing the
best out of their ideas which fosters overall IWB. Thus, it is crucial for leaders to support
employees’ behavior during idea generation, championing, and implementation for IWB to be
successful. Eventually, if leaders are supportive and understand their employees in order to
provide the adequate levels of support, the occurrence of creative activity is visibly enhanced
(Shalley & Gilson, 2004).

When leaders explicitly want to enhance idea generation, the literature review shows that they
should engage in intellectual stimulation, stimulating knowledge diffusion, and providing a
goal and challenging tasks (e.g. Reiter-Palmon & lllies, 2004; Krause, 2004; Amabile, 1997;
Shalley & Gilson, 2004). The case study also shows that especially intellectual stimulation
and open and transparent knowledge diffusion enhances idea generation. Intellectual
stimulation used to take place in the company in form of “KVP courses” during which
employees were confronted with problems and collectively looked for a solution which was
eventually presented. This is, however, a thing of the past. Knowledge diffusion is also a
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critical point because the employees stated that certain things are not openly communicated
by leaders and not transparent at all which is especially harmful in small organizations.
Enhanced idea implementation can be obtained by the provision of resources in form of
suitable funds and time and rewards for employees’ accomplishments (e.g. Caniéls et al.,
2014; Mumford et al., 2002; De Jong & Den Hartog, 2007). This has also been confirmed
during the case study since employees stated that they appreciate it that they are given some
extra time to deal with valuable innovative suggestions they submitted. This provision of time
conveys the feeling that they are “benefitting their team and also the company as a whole”
which motivates them to eventually implement the idea. While rewards may weaken or even
hinder idea generation and promotion due to feeling pressured or demotivated through
undeserved rewards for unfinished work, external rewards are facilitative during idea
implementation since employees perceive external rewards as an acknowledgement of their
work and consider the prospect of receiving them as an incentive to go through with the full
implementation and taking care of details (Caniéls et al., 2014). The focus group participants
had similar opinions. Additionally, they emphasized the importance of some esteeming words
of thanks in every phase of IWB which fosters their innovative work behavior superiorly
compared with monetary rewards.

Whereas the literature yielded various indications about idea generation and implementation,
it does not deal as much with idea championing. Nevertheless, innovation support and
recognition appear to play the most prominent role during idea promotion (Caniéls et al.,
2014; Mumford et al., 2002). The surveyed employees also stated that acknowledgement and
appreciation is especially important during idea championing and also implementation.
However, appreciation seems to be often missing in the organization. One employee
explained: “ljust want to hear something like ‘Wow, you did a great job, it was a great week!’
from the management. We never get that. | think the CEOs are too far away, at least
mentally.”

In respect of innovative work climate it becomes clear that the extent to which employees
produce innovative, novel, and useful ideas during their work and are ready to innovate
distinctly depends on the work environment they perceive around them (Amabile et al., 1996;
Amabile et al., 2004; Suliman, 2001). Because climate reflects the frequent pattern of
behaviors, attitudes, and feelings which are occurring in the daily environment of the
organization for employees to experience and internalize it, innovative climate is a key factor
in facilitating and supporting innovativeness and fosters innovative behavior and the
generation, adoption, and implementation of novel ideas and practices (Imran et al., 2010;
Tesluk et al., 1997; Moolenaar et al., 2010; Solomon et al., 2004). The literature review
revealed that most climates are suitable for and supportive in every phase of the innovative
cycle such as a challenging climate. However, reducing innovative climate to one single
climate and disregarding its various dimensions would certainly be a wrong thing to do since
there are some dimensions which are especially suitable for certain IWB phases as mentioned
above. Separating innovative climate into different dimensions is useful for companies
because it allows them to optimally make use of climate and adjust it to their desires
regarding the support of employees’ IWB.

A climate which offers enough time to deal with innovative ideas is especially suitable for
idea generation because fewer constraints and pressures to meet strict time schedules usually
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inherit a wider scope for innovation and are supposed to have a greater supportive effect on
innovativeness than climates with a lack of sufficient time available (Bain et al., 2001; Reiter-
Palmon & lIllies, 2004). According to the results of the case study, a challenging climate and a
supportive one are necessary for idea generation. Employees stated that idea generation has
been increased by feelings of being challenged to more prfoundly think about current issues.
Moreover, they feel like there is a supportive climate in the company which brings out the
best of their ideas and especially improves idea generation. This mainly refers to the climate
surrounding themselves and their first line managers, not including the management level.
This additionally shows that there can be several different climates within an organization.
Climates which are supportive and welcoming towards novel ideas are especially
recommendable for the improvement of idea championing since employees who experience
encouragement, nurture, and appreciation in the work environment are more likely to take the
risk of promoting novel ideas and approaches than in an environment in which they have to
fear to be ignored, censored or punished (Baer & Frese, 2003; Bain et al., 2001). The
participants of the focus group think that trust and openness are important climate
characteristics for idea championing. According to them, being ignored and rejected
diminishes idea championing.

Eventually, literature shows that idea implementation is encouraged by a spontaneous climate
which provides tolerance for risk and uncertainty (e.g. Akkermans et al., 2008; Moolenaar et
al., 2010; Shalley & Gilson, 2004; Mumford et al., 2002). Such a climate enables workers to
take risks and voice their opinion, thus serving as an essential contingency in enhancing the
full potential of innovations (Baer & Frese, 2003). The case study shows that employees
especially value trust and openness and also a climate which offers sufficient time to deal with
innovative ideas since it creates a feeling of supporting “oneself, the team, and the whole
company” with the idea

This research shows that both leadership behavior and innovative work climate as well as a
combination of both have an effect on IWB. More precisely, they are able to strongly
influence and improve employees’ innovative work behavior.

There are compatible leadership behaviors and climates which are clearly interrelated. For
instance, a leader’s support of innovative ideas depicts an antecedent of a supportive and
welcoming climate towards innovation for employees to experience. Therefore, when a
company aims to establish a supporting atmosphere for certain employees in which innovative
ideas are welcome, it is essential that, as an antecedent for such a climate, the employees’
leaders behave open and supportive towards their subordinates’ innovativeness. Similarly,
when companies desire a demanding climate which confronts employees with novel
challenges, leaders have to stimulate and challenge their subordinates in order to create such a
climate.

Most importantly, however, the structured literature review and especially the case study
analysis revealed that leadership behaviors can autonomously influence employees’
innovative work behavior while climates cannot independently emerge and exert influence. In
order for a certain climate to arise, it requires the support of leaders (e.g. Akkermans et al.,
2008; Scott & Bruce, 1994; Reiter-Palmon & lllies, 2004; Klein & Sorra, 1996). For instance,
as mentioned above, when a company desires a climate which is perceived as welcoming and
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supportive by employees, supportive leadership behavior is a necessary antecedent. An even
clearer example is a climate which provides a lot of time for employees to become innovative.
Naturally, such a climate including time to use for workers does not simply manifest but
requires the provision of ample time by supervisors. Additionally, it does not suffice to create
such a climate in order to foster innovation but leaders have to continue to be committed and
stimulate their subordinates. This demonstrates that, primarily, climate is subject to leadership
behavior in order to emerge. Once present, however, climate and leadership behavior go hand
in hand and leaders have to make an effort to preserve the formerly created climate (e.g.
Moolenaar et al., 2010; Mumford et al., 2002).

5.1 Limitations and Future Research

One of the limitations of this study is the selection of the databases to be used for the
structured literature review. ISI Web of Science and Scopus have been chosen since both
databases rank among the largest abstract and citation databases of peer-reviewed literature
which deliver a comprehensive overview of the world’s scientific research output and allow
for in depth exploration of scientific fields. Hence, although it appears to be reasonable to
assume that the most appropriate literature for this study has been detected and that the final
sample would not significantly differ if further databases were used, it cannot be ruled out that
the inclusion of other databases might have yielded further valuable studies.

Additionally, the established inclusion criteria may cause limitations. For example, for the
structured literature review, only articles written in English and being peer-reviewed have
been included. These criteria might have caused valuable articles in other languages or
recently written ones which are not peer-reviewed yet to be missed. Nevertheless, these
exclusion criteria contributed to keeping the results confined and securing their value for this
research.

5.2 Practical Implications

Eventually, this research yields some practical recommendations for management. When
companies aim to evoke and improve employees’ IWB, they should make sure to have
charismatic and professional leaders who are able to create certain climates and reach and
influence the workforce since leadership behavior is usually an antecedent of work climate
and its several dimensions. Hence, in order to foster an environment which, for example,
supports innovation, leaders have to primarily support employees’ efforts towards innovation
at first hand by listening to ideas, implementing ideas, being open, and supporting
subordinates in bringing out the best of their ideas.

Also, there are compatible leadership behaviors and climates which clearly fit together. For
example, as mentioned above, a leader’s support of innovative ideas goes hand in hand with a
supporting and welcoming climate towards innovation for employees to experience.
Therefore, when a company aims to establish a supporting atmosphere for certain employees
in which innovative ideas are welcome, it is essential that, as an antecedent for such a climate,
the employees’ leaders behave open and supportive towards their subordinates’
innovativeness. Also, a challenging climate and being stimulated and challenged by leaders
are clearly interrelated.
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It is important to understand that IWB is a multidimensional construct including idea
generation, championing, and implementation. Hence, not every leadership behavior and
climate is suitable for each phase of innovative work behavior and managers should carefully
choose and adjust the matching behaviors and climates.

There are also certain behaviors and climate scales which are especially recommended for
specific phases. For instance, when the goal is to encourage idea implementation, leaders
should make use of intellectual stimulation since it increases employees’ awareness of
problems, encourages them to view them from novel and multiple perspectives, and enables
leaders to create opportunities for subordinates to voice ideas that might otherwise get lost.
When enhanced idea implementation is desired, a spontaneous, highly risk-taking climate
with a tolerance of uncertainty is suitable. Table 6 illustrates recommended leadership
behaviors and climate dimensions in each IWB phase. The table shows those behaviors and
climates which particularly stood out during the literature review and case study in
comparison to others. Therefore, not being listed in the table does not mean that the specific
behavior or climate dimension should in no case be used or yields negative effects.
Additionally, it was found that most of the leadership behaviors are especially suitable for
certain IWB phases while most climate dimensions support overall IWB and the different
phases almost equally. However, reducing innovative climate only to one single climate and
disregarding its various dimensions is not recommendable since there are still some
dimensions which are particularly suited for certain IWB phases and of which organizations
can make use (see Table 6).

Eventually, some behaviors and climate dimensions should be dealt with cautiously since they
diminish IWB. For instance, leaders should restrain from too intensive monitoring since it
puts stress on subordinates and decreases their trust. Climates with too many conflicts,
excluding healthy conflicts like debates, should also be prevented. Rewarding employees
monetarily is detrimental for IWB during idea generation and championing while it is
recommended during idea implementation.

Ultimately, companies should understand that leadership behavior and innovative work
climate are closely linked. Climates do not simply emerge but need to be built by leaders.
Additionally, it does not suffice to create an innovative climate in order to foster innovation
but leaders have to continue to be committed and stimulate their subordinates instead of
opting out and leaving the task of stimulating employees’ IWB to the climate as this would
unsettle and discourage employees due to the lack of human support.
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Table 6. Recommended leadership behaviors and climate dimensions in each IWB phase

Recommended Leadership Behaviors Recommended Climate Dimensions
Overall Innovative  Role-modeling, Consulting, Delegating, Challenge, Idea Support, Trust/Openness,
1WB Support for Innovation, Recognition Debates
Idea Intellectual ~ Stimulation,  Stimulating ~ Knowledge Idea Time, Challenge, Idea Support
Generation Diffusion, Providing Vision, Task Assignment
ldea Support for Innovation, Recognition, Consulting Idea Support, Trust/Openness
Championing
Idea Rewards, Providing Resources, Recognition, Consulting Playfulness/Humor, Risk Taking,
Implementation Trust/Openness, Idea Time

e Supported by literature review
e Supported by case study
e Supported by both

6. CONCLUSION

The main goal of this research was to illuminate the influence of leadership behavior and
innovative work climate on IWB. Hence, the central research question reads as follows:

“In what ways do innovative work climate and leadership behavior influence employees’
IWB?”

This research showed that leadership behavior, innovative climate, and IWB are
multidimensional constructs. IWB, for instance, includes idea generation, championing, and
implementation while leadership behaviors could be divided into thirteen different behaviors
and innovative work climate could be segmented into ten dimensions. It was found that most
of the leadership behaviors are especially suitable for certain IWB phases while most climate
dimensions support overall IWB and the different phases almost equally. Nevertheless,
reducing innovative climate only to one single climate and disregarding its various
dimensions is not recommendable since there are still some dimensions which are particularly
suited for certain IWB phases and of which organizations can make use.

Therefore, in order to optimally exert influence on employees’ IWB during the different
phases, it is essential to decide upon the most suitable leadership behaviors to use and climate
dimensions to create. Consequently, when the behaviors and climate scales match the specific
IWB phase, they are able to strongly influence employees’ innovative work behavior.
Additionally, there are compatible leadership behaviors and climates which are clearly
interrelated. For instance, a leader’s support of innovative ideas depicts an antecedent of a
supportive and welcoming climate towards innovation for employees to experience.
Therefore, when a company aims to establish a supporting atmosphere for certain employees
in which innovative ideas are welcome, it is essential that, as an antecedent for such a climate,
the employees’ leaders behave open and supportive towards their subordinates’
innovativeness. Hence, leadership behavior and climate are closely linked. Leaders play a
crucial role in creating innovative climates and continue to play an important part in
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maintaining it and contributing to its eventual success in influencing employees because it
does not suffice to create a climate in order to foster innovation but leaders have to continue
to be committed and stimulate their subordinates. This demonstrates that, primarily, climate is
subject to leadership behavior in order to emerge. Once present, however, climate and
leadership behavior go hand in hand and leaders have to make an effort to preserve the
formerly created climate

Most importantly, the structured literature review and especially the case study analysis
revealed that leadership behaviors can autonomously influence employees’ innovative work
behavior while climates cannot independently emerge and exert influence and require the
support of leaders.
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9. APPENDIX

9.1 Guiding principle of the case study company
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