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VABSTRACT

This study looks aflﬁow emotional intelligence helps
leaders meet the needs of their team. In order to be
successful, teams need to exist in an environment that is
burn-out preventative and fosters creativity. It was
hypothesized that leaders would help meet these needs by
creating an unthreatening work environment. Data was
gathered from 391 individuals working in existing self
managed work teams in private and public sectors. The
hypothesized model was tested using a multilevel analysis
approach of structural equation modeling. Results indicated
that a leader's emotional intelligence predicts an
unthreatening work environment for both between and within

teams, thus allowing for self managing work teams to be

more creative and burnout preventative.
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CHAPTER ONE

"INTRODUCTION

'The use of seLf managing work teémS‘(SMWTs).continues
to beéome more common in the -workplace. Mahy organizations
are using SMWTS sincé a body of literatqre claims that the
" use of SMWTs leads to greater productivity, innovation and
employee sétisfaction (Cook & Géff, 2002). These teams are
“mainly characterized by their high degree of decision
making autonomy and control at the group level.

. Consequently, much greater ‘emphasis is placed on control
within rather than from outside the group (Manz & Sims,
1987). 1In efforts to understand the control from within,
researchers have looked at leadei emergence and in doing
so, studies have looked at how-emotional'intelligence helps
emergeﬂt leaders successfully guide their teams. This study
adds tovfindings in the literatufe by looking at how
emotional intelligence helps emergent leaders meet the
needs of his/ her team.. According to Gilson and Shalley
(2004) and Elléy, Terpening, andeohls (2001) in order to
be successful, SMWTs_heed aﬁ.environment that'fostersl
creativity and.is-burﬁ—out pfeveptative. It was‘proposgd

that emergent leaders who are high on emotional



'intelligence‘would be able to create an environment that
fosters and supports 'individual creativity and reduces theé
likelihood of team member burndut.(Gilsqn & Shalley, 2004 -

and Zhou & George, 2003).

Self Managing Work Teams

As organizations have faced numerous problems such as
wbrkervdissatisfaction, decreasing quaiity of production,
highllevels of turn over and absenteeism, they havelsdught
Aout néw wayslof‘dealing with their complexities (Manz,.éims:
& Henry, 1987) One approach fhat organizations have used
to déai with‘these chailenges is.the use of.self managing
. work teams (SMWIs);,SMWTs are defined aé groups ofl
'interdepeﬁdent individualé able to self regulate their-
behaviors on relatively whole tasks. The_key
chafacteristics of SMWT’S include a). the employees’ power
to make decisions:about work assignmenté, work methods énd'ﬂ
schéduling activities as well as b). the responéibility for
"'making a product or providing a service,(Cohen, Ledfofd‘&.
Spreitzer,'l9965. SMWfs are also'knowﬁ as autonomous work
»groupsj ééﬁi— autonomous Qork groupS‘and self regulating

work-groups (Cohen, Chang & Ledford, 1997).



"Individuals in SMWTstwork interdependently to solve
tprobiems or accomplish a task. Interdependence can be
defined as the degree to which individuals_are dependent
_on, andisupport.others in the task accomplishment (Rafferty

&lTapsell, 2001) . The.use of SMWTs moves tne focns from
-individual_work ﬁetnods to grouplwerk methods. The rationel:
for using teams instead of individuals, stems from the idea
that a gronp can more effectively allocéte its resourees
.required to aecomplish an entire project than an aggregate
of individuals, eachiassigned eﬂpart df a project. When
.employees become members of a self managing work tean, they
define their work roles in terms of tne group’s primary
task rather than in relation to one specific job (Manz et.
al, 1987).

The term'work group and werk team have often been
used interchangeably altnough some argue that they are not
tne same. This difference is primarily attributed to the
‘greaterxr interdependence of a team. While groups focus on
" individual performance and goals, a team comes together to
.shere perspectives and insight, make decisions that help
members of their team to work better and reinferce eacn

other’s performance (Cook & Golf, 2002). By definition,



teams are committed to & common purpose and an approach for

~which they hold each other accountable (Cook & Golf, 2002).
_ _ .

Many organizations are now using SMWFS since studies

. |

have shown that their use often results in improved

|

production quality, less absenteeism, proﬁuctivity
increase, higher employee satisfaction and better decision
: . o

making (Cook & Goff, 2002 and Ford &‘Sullﬁvan, 2004) .

Although most empirical studies. report poeitive outcomes as

a result of using SMWTs, inconsistencies gre offen found.
‘Managers often see slow progress and some%imes nonexistent
progress in team member’s efforts to.take\responsibility
for decisions normally taken by manégere ¥Tata & Prasad,
2004). In addition, studies have also found that SMWTs do
" not always improve effectiveness (Tata & érasad, 2604).
Accofding to Tata and Prasad (2004) one féctor that
cdntributee to SMWT's ineffectiveness is crganizatienal

structure. In their study Tata and Prasad!(2004) looked at

" how two aspects of organizational structune, micro level

.centralization and formalization, moderated.the iﬁfiuence
- of self menagement on team effectiveness. They found that
. teams with high levels of self menégement were more
effective in organizations where the power te make

decisions about task performance'is distributed (an



organization with lowlcentfaiiiétion)jand inaorganizations
where few explieit rules, policies and procedures exists
(en organiéation with low formaliZation) (Tata & Prasdd,
.2004)., Thus, SMWTs are more likely to engege'inAdeciSion'
making, generate alternatives and be creative when. they
exiet in an environment that snpports this behavior.‘Since-
creativity (the consideration of multiple alternatives) was
of interest for thie proposal, only SMWTs that indeed have.

the power to make decisions were looked at.

The Needs of'Se;f Managing Work Teams

In order to be successful( SMWTs not enly need to
exist in a supportive work environment, but also need to
be creative in order to increase their performance (Gilson
& Shalley, 2004). Creativity has become critical for
_orgdnizations facing domestic and global competitien,vas
well as for those needing to adant to organizational
changes (Zhou & George, 2003).'These organizations need to.
come up with new ways oflperferming tasks.iAs
conceptuaiized by Gilson and Shaley (2004) team creafivity
is defined as members working tegetner in a way that they
link ideas from multiple sonrces( dive into unknown areas

to find unique approaches, or seek out novel ways of



. performing-a task. Creativity canvvary from minor changes
in work procedures to breakthroughé in technology,
_ Résearch on creativity rapidly began to-expand.after
J. P. Guilford claimed in his 1950 presidential address
that this fopic_deserved'more atféntion than it had
received (Simonton, 2000 and Sternberg, 2005). One of
Guildford’s most important.confributions to the study of
‘creativity was the breakdowﬁ of the vague notioﬁ of
creativity into'distinct-constructs. These constructs
include: fluency, the abilify to géneraté many idéaé,
flexibility which is the abilityito éenefate a wide range
vof ideas and originality, the ability.to generate novel
ideas and elaBoration is‘the ability to develop ideas
(Kylenv&'Shani,‘20025. Since Guiiford’s.time research oﬁ
creativity has addreséed'three general areas: the creative
thinkéfs cogﬁitivé pfocess, the ;reative personality and
behavioral elements éf the c?eative thinker, aﬁd( more
recently,-the envirénmental contéxt that interacts with and
-éupport5~crea£ive wérk (Kurtzberg & Amabile, 2601). The
‘original research on creativity adopted an individualistié
perspeétive. It was not until the late 70’s that more
. researchers begén to recognize that,éreativity.takes place'

iﬁ a social context (Simonton, 2001) . Nevertheless,-little



attention has been paid to team—;eﬁel creativity in which
creative ideas are genefated-by groups instead of being
generated by an indi&idual (Kﬁrtzberg & Amabile, ZOOl)L
Although there is very little reéearch on creativity
at the team-level,. work_in thg areas of grou§ problem
solving and decision making has shed some light. Groups can
éombine‘eXperiences and expertise of multiplevindividuais )
'persuing‘one goal (Kurtzberg & Amabile, 2001); With'the
right combination of personalities, diversity, resources,
cooperative process behaviors gr@gps can.be very.effeétive
in problem solving (Kurtzberg & Amabile, 2001)._Research on
organizatiénél decision-making shows that when decision
makers are creative (andAthus consider multiple
alternatives), they make highér—quality éhoices.(Nutt,
1999). Novel contributions by team mémbers eipaﬁd the range
of ideas and number of proposals'a team.considers. The more
plans a team creates, the more options it will have. A
consideration of several perspectives wili make it more
-likeiy thét a team will adopt a proposal capable of meeting
’or'exdeeding a project’s task requirements (Okhuysen;
I2001).:"The generation of multiple alternatives does not
bnly increase a‘teamhs chahqes bf making better deciéions,

but, it also increases team member learning (Ford &



' Sullivéﬂ/ 2004); Novel contribﬁtions froﬁ‘féém menbers
“allows for the expiofation.of many ideas and faciliﬁa#eS'
information exchange and mutual learning among team
members. Teams that are able to produce and evaluate novel
proposals are likely‘to pro&ide members a rich énd excitiné‘
learning environment.(Scharge, ZOOO).

In trying to understand creativity, researchers have
~asked, YWhét is the relationship between individual ana
overall team creativity?” More specifically, it has been

'-quéstioned whether’orlnot-team creativity can be seen as an
aggregate of team member creativity (Pirola-Merlo & Mann,
:I2004). In their study Pirola— Merlo and Mann (2OQ4) fqund.
evidence for their model depicting team.creativity as‘an
aggregate across people and time. Accordiﬁg to Pirola—Méflo
andeann (2004), team creativity at a particular point and.
time could be explained as an aVéfége or weighted average
of team membér creativity. The authors claim that somé
researchers like Taggar, th have not found evidence‘
supporting team creativity as an.aggregate of individual
creativity, have used a time general rating of'creativity
at the groﬁp levelvbut a'time spedific rating.of.iﬁdividual

creativity (Pi;ola—Merlo & Mann, 2004).



in-order to be éffectiVé'sélf-mahaéihg teams not only
need to be creative, but also need to fighﬁ against common
‘burnout. The term burnout_was first‘uSéa by Herbert
Freudenburger, a clinical psychologist in 1974 (Jackson,
Schwab & Schuler, 1986). Burnoutlcan be defined as a
" syndrome of emotional exhaustion, dépersonalization‘and a
reduced sense of personal accomplishment (Elloy et. al,
2001) . Because self managing work-teams. are given the
responsibility to complete whole tasks, make decisions on
‘how to complete the task, have to manage multiple
.relationships and schedule activities, emplo?egs can easily
feel worn out (Elloy et. al., 2001).

‘According to Elloy et. al (2001) the social
environment of self managing teams is a qontributing factor
of burnout. Lower burnout levels are related to suppdrtive'
 peer relationships while higher burnout levels are
associated with unsupportive peer relationships (Elloy et.
al., 2001). Thus the self‘managing teams that build
supportive working felationéhips are likely to éxperience
less burnout than thése that don’t. In addition to lbw co¥
"wOrker-support Elloy et. al (2001) found that role
conflict, role ambiguity and inadequacy of time to

- accomplish tasks also contributed to burnout. Never the



léss, findings suggest that negative contact witﬁ people
can be one of the largest sources of diotress and
f;ustration (Leiter &Maslach, 1987). Negative interpersonal
"relatiooships contrast with .the many positive and rewarding .
aspects of contaot with oo—workers (Leiter & Maslach,
1987). Thus, it is evident that challenging interpersonal.
relationshipé is one of the biggést factors leading to
emotiohalpexhaustion.

Most research on burnout has been focused in the
'phuman-oector services which inclode socialiworkers, nufses,
teachers, lawyors, police officers apd other occupations’
involving a lot of human oontact (Jacksop'et. al, 19806).
~Virtually all discussions of burnout have proposed it as a
result of both persooal and environmental factors.
'_Although, the bulk of roSearch éuggests that environmental
facto;s, pérticularly characteristics of the work setting,
are more related to burnout ﬁhan personal factors,’such_as
personality and demographic variables. Many of fhe work
jcharacteristios.fhat have been linked to burnout include
‘contact with other peoplé{ For example, difficult client
probloms, low degree_of'peer support, supervisory practices
and negative interactions with coworkers (Leiter & Maslach,

1987). The reported consequences of burnout have been very

10



diversé. They'have'included lowered job-perfofmancey poor
care Qf clients, disruption df‘family-life, poor héalth,
absenteeism and turnover. Once again it is evident that
people weigh heawvily the interpersonal component of -work.
In some cases, inferactions with coworkers have been cited
‘as the most important sources of job stress and bﬁrﬁout
(Leiter & Maslach, 1987).

Research on buﬁnout has primarily focused én the -
individual rather than on teams (Gérman,-Corrigan.& Morris,
ZOOé)f.Team burnout refers to the shared level 6f burnout.
that employees working together in the same teém have in
ﬁommon (Garman et. al., 2002). Garman et. al (2002) tested
to see if a group-level burnout construct could be
identified. They tested their théory by exaﬁining burnout
in psychological rehabilitation teams. Participants in
their study completed the Maslaéﬁ Burnout Inventory, a self:
reported burnout measure. After conducting a group level
analysis Garmen .et. al (2002) confirmed the existencé of a
meaningful team-level bufnéut éonétruct. Their multi_ieVel
' analysis of burnout'suggested that each of its‘three
components (émotional exhaustion, depersénalization,-and
persoﬁal accomplishmént) was significantly affected by team

level factors. In addition, in support of team-level

11



burnout, other research indicated a burnout contagion
phenomenon..In their étudy on employees working invone of
47 teams, at a large banking and insurance company, Garman
et. al (2002) found that team burhout is directly related
to individual team member burnout'primarily, exhaustion,
cynicism and reduced professional efficacy. While other
variables such as job demanas, jéb-céntfol, ahd'perceived
social support are indirectly related.

In étudying SMWTS, éescosolido (2001) found that
emergenﬁ leaders haﬁe a very strong effect on_group_géals-
and performance (primarily by influencing group efficacy).
According to researchers, émergent leaders, as opposed ﬁo
éxternal leaders, are beneficial' for SMWTs since too much
.external leader involvemenf can damage their performange
(Cohen, Ledfoid & Spreitzer, 1996, Beekun, 1989, and
Pescosolido, 2001). Furthermore,:Yammarino (1996) claims
that if leaders emerge and are not appointed, their groupsl
show increaéed productivity. Relyiné on external leaders
to govern sélf—managing teams may be problemétig because of
their tendency to oVer control the group (Pescosolido,
2002).3Re5earch indicates that external leaders are
impoftant for self managing teamé buﬁ that their ;ole

should be to help the group lead itself and to communicate

12



~ with the gfoupfs informal leader (Mahz & Sims, 1987). The
most important external leader behaviors are those that
~help the team manage itself through self observation, self

evaluations and self reinforcement.

Leader Emergence in Self Managing Work Teams
and Emotional Intelligence

"In trying to understand»personality traits that
prediét the emergence of informal leaders, researchers have
looked at emotional intelligence_and have primarily focused
on emétion management, both of self and others
(Pescosolido, 2002, Taggér , Hackett & Saha, 1999, and
Eby, Cader & Noble, 2003). However, because emotional
intélligence-is a hierarchical construct, in describing-how
emergent leaders manage emotions, authors have also alludéd
to use of the other emotional intelligencé components
(percéiving emotion, understanding emotioﬁs and
assimilating emotions). For exémple, in describing how
emergent leaders manage the emotions of a group-Pescoéolido
(2002) claims that emergeﬁt leaders first empathize and
identify with the emotional state of the group. They then

- understand what factors are causing the emotional state of

the group and respond and act as they see fit. 1In this

13



Imanner the leader sets the tdne for the grdup and
influences their response. In the previousvphrase
Pescosolido indirectly says that an emergent';eader uses
all components of emotional intelligence to inflgence'the
‘group’s response. First the leader perceives and
.understandsAthe emotions of thé groﬁp tﬁeﬁ aésimilates a
response and fihally manages the:emotions of the group.
Like Pescosolido (2002), Taggar et. al, (1999) also

support-the ideé that emergent leaders use emotional .‘
intelligenéevtq manage tﬂeifggroup}s emotions. The emergent.
‘leaders perceived the teaﬁ’s requireménts then selecﬁed an
' app;opriate behavior to the perceived emotions. In other
words the emergent leaders_perceive and understand the
emétions of the group then assimilate the correct emofional'
response. |

'In addifion, Yammarino (1996) claims that emérgenti
'leaders are responsive to follower’s needs, which indicate
that they perceive the groups hegds-and'respond accordingly
(using emotional inteiligence). Finaily,.Woif, Pescos§lido :
and Druskat (2002) proposed and found evidence for their
-model which predicted leader emergence. Their model claimed
that émoﬁional intelligence (primarily empathy) is the

foundation for KSAs that predict leader emergence. A

14



further indication, that emotional intelligence is crucial

in predicting leader emergence.

Emotional Intelligence

qutional intelligence is related to sbcial
inteiligeﬁce, which Was first identified by Thorndike (Wong
1 & Law, 2002). After Thorndike, Gardner conclgded that
social intelligence is comprised of knowledge of self -and
‘others,-Emotional intelligence focuses on thé recognition
énd use of éwn and others’ emotional sfates to solve
problems énd regulate behaVior'(Salovey‘& Mayer, 1990).'As
stated by Salovey and Mayer (1990) emotional intelligence
is the'ability to monitor ones own and other’s feelings and
emotions, to discriminate among them and to use this
information to guide one’s own thinking and actions.

Emotional intelligence is divided into four sub-
_ Components which are arranged from lowér to higher level
skills. The first levél of.skilliis the pérception and
appraisal of embtions (Mayer et. al, 2000). This 'is défined
as-the ability to perceive emotions in one self and others |
ahd includes empathy (Day & Carroll, 2064 and Zhou & |
Geofge, 2003) . The secondAlevel is the éssimilafion of

emotions (Mayer et.-al, 2000). This is explained'as the

15



ability tolgenerate emotions in order to use them in other
proceSsesl(béy & Carroll, 2064)..According to Zhou.and
George (2003), the assimiLation of emotion helps people to
effectively process information. For example,.emotions are
- used to focus on important concerns, make choices between
'competing‘optionS‘and increase the flexibility §f>
inforﬁation processing. Thé third 1evei of skill involves
the uhderstanding and reasoning about emotions (Mayer et.
él, 2000) . This is the ability to understand and reason
about . emotional information and hoﬁ emotions combine and
progfess through relationship transitions_(Day & Carfoll,
2004). The fourth higheSt lével involves the management and
~regulation of emotions (Mayer et. al, 2000). It is defined
as the ability to monitor one’s and other’s emotions, to
discriminate among them, and to use this information to
-’guide thinking and actions (Trinidad & Johnson, 2002) .
-Emotional intelligence describes a set of abilities

" not preferred courses'of action (Mayer, Caruso & Salovey,
.'2000).-Clinicians have long recognized that people differ
in their capacity to understand and express emotion. These
_ differences may be rooted in undérlying skills (Salovey &
Mayer, 1990). According to Wolff, Pescosolido, and Drﬁskaﬁ~

(2002) individuals vary in their ability to take in and

16 -



underétand>affective information —:émotional‘intelligenCe.
:Since émofional intelligence is an ability; iﬁdividuals who
are high in emotional intelligeﬁce wiii.utilize it in
response to situations, while thoée that are low in
emqtional'intelligence, cannot usé it because they lack the
ability.

In this proposal emotional intelligence is considered
‘an ability ‘although there is considerable debate over.its
conCeptuaiization and measurement. Mayer and Salovey havg
defined emotional intelligence as an ability, emphaéizing
individual differenges in ﬁhe cognitive proéessing of
.information. Others suggest emotional ihtelligenée includes
a variety of'emotional skills, including_aspects of
personality, motivation-and affective dispositions (Lyons &
Schneidér, 2005 and Bastian, Burns & Nettelbeck, 2005).:The
former use ability based models while the later use trait
or mixed ﬁodels (Lyons, Schneider, 2005). The ability of
emotional intelligence has typicélly been measured by
maximal performance measu;es. Mixed models havé been -
assessed by self- report (performance) measures (Lyons,
Schneider, 2005). The fact that emotional has been measﬁred
with performance measures has caused some concérn. As

'reported by Mathews, Roberts ananeidner (2003) there may

17



pe individual differences .in emotional intelligence that .~

‘are not captured by: self rreport’or performance based =
5méa$ufésgjUnfortuﬁately, there is no measure that is not
Vperférménée baséd;andlit may.be:to sdonfﬁofdétermine'ﬁ

' whéthér‘or'th-this-difficulty-may be ,6ver¢omeﬁ&Maﬁhews,f"

Roberts & Zeidnéer, 2003). As-a result .a performance based -

measure.was used to. capture.the  construct..

Méeting_thé'ﬁeeds'of_Seif'Maﬁaging Work Teams -

‘}:Ageqrdiﬁg'ﬁo'ﬁumfbfa (ébd3y_iﬁfteam{séttihgsléféatiVity;1f
fié.enp§uragedxby éu?éqrti§glchafismatic-;égdeﬁ%hip aﬁd_éh 
3f0§eqlappréachfﬁo;éméiéing i§sue§; Mo;é.épedifié?ily,ﬂ;‘}
faccord;ng-;o Zhou and Geérgél(ZOOS} oné‘contextuél»faéﬁoilfiif;
 that}iﬂfluépéésfqréatiﬁity“is the éméfibnal intgiligéﬁc;‘offj'
Ailéédé?sL-:Emotibﬁai’iﬁtelligeﬁcefalloWS them,to5§ary'#héir*5
" ‘behaviors'depending o the emotions felt by the. |
:Sgbd?diﬁétes;vThe:émétipﬂalfintéiligégée'bf-ﬁhé leé&er céﬁ;'f"

" help awaken créativity. For example; an employee who ‘is

“can either neglect his / her duties énd'withdraw“frdm*the. -

. is at this point a leader with emotional intelligence is

ﬂlikely.to}befawéré'of theﬁémploy¢ePs:embtidné;'be.likely’tégfr

spportunity’to bé creativé. It .



respond well to difféient‘emotions. Accordinglto Riggio,
Salinas and Cole (2003) leéders‘with emotional intelligence
have better leader follower felationships. Because their
relationships are stronger, followers are more likely to
express new ideas and their desire fbf change.

Building on the discussion above, Jackson and Dutton
(1998) conducted an experimént-wifh mahagers and found thaf
they were more sensitive to threat consistent inforﬁation
than to opportunity consistent information. Managers>were
.quick to acknowledge the presence of threats and found it
hard to disregard them. These findings are relevant to
creativify in that while engaging in creative decision
making individuals rely on their ability to-consider
several options (Barron, 1998 § Guilford, 1987). Thus the
findings: that people are more sensitive to threat
consistent information rather than opportunity consistent
information, indicate a restriction in cognitive
flexibiiity. When people perceivé a threatening work
environment they limit the set of options that they offer
and Qonsider (Dewett, 2004). For.this reaéon it'is aA
_ logical_concluéion that leaders who are high on emotional
intelligence and create a less threatening work

environment, will allow more opportﬁnity for creativity.

20



People in their-teamé wili feel free éo'generate and
consider more alternative ideas and thus be more'creative.
Leaders who are high on emotibﬁal intelligence can
not only create a less threatening work envirpnment, but
can also help prevent team burnout. As it‘hés been
mentioned previously, lower burnout levels are associated
with supportive peer relationships. Conversely, having to
deal with mﬁltiple relationships in a team and taking on
new responsibilities, can lead to emétional exhaustion
(Elloy et. al, 2001)._ Emergent léaders th ére high on
emotional intelligence can develop and maintain better
working relationshipé than those low on emotional
intelligence. More specifically leéders who are high on
emotioﬂal intelligence demonstrate approval, respect,
esteem, and affection which lead.to better relationships
(Wong & Law, 2002). Since interactions with coworkers have
been cited as one of the most important sources of stress
and burnout, it is expected that leaderé who ére high on
emotional intelligence will reduce the chances of burnout
in SMWT’s. This is because of their ability to strenéthen"

and develop positive working relationships.
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Hypothesis
Please see figure 1 for the hypothesized model.

Measurement Model. There were four hypothesized latent

variables, emotional intelligence, unthreatening work
‘environment, creativity and burncut. The emotional
intelligence-factor'nas hypothesiied to have'4 indicatorsp
appraisal of emotions, assimilation of emotions,
understanding emotions and emotion management. An
individual’s perceptions of their leéder’s\emotional
intelligence was hypothesized to. predict greater numbers on
the emotional intelligence subscales. Unthreatening work
environment had 3 indicators: teémvsuppcrt, team inclnsion,
tolerance and admitting errors.Alndividual’s perceptions of
an unthreatening work environment was hypothesized to
predict the individual’s perceptions of team support, team'
inclusion tolerance and admitting errors. Team burnout also
had three indicators: personal accomplishment; emoticnal
exhaustion and depersonalization; Higher individual burnoutv
levels were hypothesized to predict higher-scotes on
depersonalization, emotional exheustion and lower scores on
personal accomplishment. Creativity had 7 indicators,
questions.that were used to assess team creati&ity. Higher:

scores on individual’s perceptions of team creativity were
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hypothesized to predict higher scores on questions 1-7.

Direct.Effecté. It was hypothesized that emotional'
intelligence-wouldvpredict an unthreatening wﬁrk
environment;‘the higher the leader’s score on emotional.
intelligence, the more the team was predicted to‘perceive
"an unthreatening work‘environment. A more unthréatening:
work environment was'hypofhesized to predict greater

creativity and less burnout.

Indirect Effects. It was hypothesized that an unthreatening
work environment would mediate the relationship between

emotional intelligence and creativity and burnout.
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CHAPTER TWO

METHOD.

Participants
Fdr this proposal,iorganiéatiohs using4self managed
work teams were asked to participate. To ensure tﬁe
identification éf SMWTs and not traditional teams, all
teams were screened by asking the contact person the
‘_following questions based on Cohen’s et. al, (1997)
definition of SMWT’s:
1. Are the teams responsible for making a product or
providing a service?
2. Do the teams have the power to make decisions about
‘ work assignments, work methods, and the power tQ
make scheduliﬁg decisioné?
3. Are the teams responsible for setting goals, making
evaluations, and developing neceésary correctioﬁs?A
Thé teams were considered SMWTS if the contact person’
answered yes fo the‘three questions. Volunteers from these
organizations were asked to complete a set of

" questionnaires. Data was gathered from 391 participants.
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Procedﬁre
Beéausé>I was interested in the’emotional suppoft
" that a leader provides and thié.suppoit can come from
either an emergént or an appointed leader, participants
were asked to identify who their leader is aﬁd whether or
not he/she is an emergent or appointed leader. Participants

A)Y

were given the following definition of emergent leaders “a-
team member who exerts significant influence over the

members -of the team although no formal authority has been

given to him or her” (Taggar et. al, -1999). Participants
were then asked, “Is your.leaders an emergent leader or an
' appointed leader.” They were then asked to identify who the
leader of his or her team is. They were asked.to rate his
or her leader’s emoti@nal intelligence by completing.thé
measure created by Evelyn and Gilbert. The participants
_were then asked to fill out the Maslach Burnout. Inventory,
whiCh was used to measure team burnout'(Maslach & Jéckson,
1986). They were then asked to réte fhe teams creative
accomplishments and to complete the questionnaires that

were used to measure a non threatening work environment.
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Measures

Non-threatening Work Environment

A non-threatening team environment was défined as an
environment in which work relationships are supportive and
inclusive. It is an environment in which employees feel the
-freedom to voice disagreement with the team, adﬁit errors
and present new ideas without fear of severing team
relationships or being negatively judged. A non threatening
work environment was measured by. assessing team support,
team inclusion, tolerance and by assessing how comfortable
employees feel in admitting errors. Scores on each ofvthese
sub scales were used fo measure employee’s peréeptions of
an unthreatening work environment.

Team Support

Perceived team support was defined as a person’s
belief concerning the extent to which the team values their
contributions and cares about their well being (Chen, Aryee
& Lee, 2005). In their study, Eiéenberg & Huntington (19865
and Chen et.al (2005) used a 9 item short version of the
~ Survey of Perqeived Organizationél Support to measure
organizational support. Becéuse there is no measure of

perceived team support, the short version of the Survey of.

Perceived Organizational Support was modeled to capture
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 teaﬁ support. I changed the Survey of Perceived .
Organizatibnal Support to read “my team” as opposed to “my
organization”. Respohseloptions raﬁged froﬁ (1) stronély
disagree té (5)_strongly agreé. Sample items included “help
ié available from my team when I have a problem” and‘“the
team cares about my opinions”. The scale’s alpha
reliébility as reported by Wayne, Shore &'Linden (2002) is:
.92. The. scale’s alpha reliability.in the present study is
'92', Pléase see appendix A for a copy of the measure.

Team Inclusion

Team inclusion was defined as the degree to which
‘individuals feel part of a critical team process. It
'includes théir belief about having access to information,
connectedness to cofwérkefs, work group engagement and
ability to participate in and influence the decision ﬁakiné
proCess (Mor Barak, Findler & Wind, 2001). Team inclusion
was measured using the Inclusion- exclusion scale, a 9 item
questionnaire, one df the items Qas reversed scored.
Response options ranged from (1) strongly disagreé to (5)
strongly agree. The scale was modified to read “my team” aé
opposed to “my orgénization”. Sample quéstioﬁs included “I
am able to infiuence decisions that éffect my team” and “I

have usuélly been involved in choosing my team
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-assignments”, Higher Scofes on the scale fefléct.a'higher N
sense~of team inclusion. The scale’s alpha reliability as
| reported by Mor-Barak et. al (2001) is .90. The scale’s
~alpha reliability in the present-study‘is .87. Please see
appendix A for a copy of.thé measufe;

Admitting Errors

Employee’s perceptions of their'ability to admit
errors to the team was measured by asking.thém to rate the
following statements (which I developed) on a scale of 1
(meaning strongly disagree) through 5 (meaning strongly
agree). Items 1, 2, and 5 were reverse coded. The items
.were pilot tested by volunteer CSUSB graduate students
before they were used on my thesis. The scale’s alpha
reliability in the presénﬁ sfudy is .76.

*1. If I were td admit a mistake, my team-mates would

look down on me or view me as being incompetent. -
*2. Once you make a mistake, people in this team don’t
trust you as much.

3. It is safe to bring up concerning situations in.
this team.

4. My team acéepts that miétakes are normal and a
part of life.

*5, If I were unsure of a decision that I’ve made in
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this team, I would not feel'comforfable admitting

to the team.
Tolerance

I defined tolerance as the extent to which the team
allows for deviation from the standard (what is considered
normal) and accepts differences.‘Tolerance was measuréd by
asking participants ﬁo rate the following statements, whiqh
I created, on é scale of 1(meaning strongly disagree)
through 5 (strongly agree). Items 3 and 4 were reverse
coded. Before these items were used on my thesis they were
pilot tested by volunteer CSUSB graduate students. The
scale’s alpha reliability iﬁ the present stﬁdy is .70.
1. I feel comfortable letting my team-mates know that

I disagree with a decision_or idea.

*2. People in my team criticize those that have
different views.

*3. I sometimes do not share my honest opiniop with my
team-mates because they'are likely to disregard
it.

4. Peoplé in this team feel free to play devil’s
advocate. |

5. Constructive criticism is welcomed by the team.
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Emotional Intelligence

The individual’s perception of their leader’s emotional
intelligence’wés measured using the Emotional Inteiligenceu
Survey. The survey consists of twénty seven items which
assess four emotional infelligenbe sub scales; the
~appraisal, assimilation and understanding of emotions and
emotion management. The survey has béeh'validated in two
_settings by Jan Kottke and Janelle Gilbert. However, they
-are in the process df writing~theirfarticie. In the present
study, the alpha reliability of appraisal of emotions is
.91, assimilation of emotions. is .95, understanding
emotions is .90, and emotion management is .91. ‘Piease séé'
- appendix A for a copy of the measure.

. Leader Emergence

Participants were given the definition of an emergent
"leader, “a group member who exerts significant influence
ové} otﬁer members of the group although no formal
.authority has been given to them” (Taggar et. al, 1999).
In order to measure léader emergence each individual was

asked “Identify who the emergent leader is on your team”

Pescosolido, 2001).
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Burnout

Burﬁout was measﬁred usipg the Maslach Burnout
‘Inventory-(Maslach & Jackson, 1986). This scale is a 22—
item measure which produces three scores: emotional
:exhaustion, depersonalizafion and personal accomplishment.
It takes approximately_lB minutes to complete. The
frequency that.the;respondent ex;eriences feelings relatedv
to each subscale is measured using a six point, anchored
response format. A high dégree of burnout is reflected in
‘high scores on the emotional exhaustion and
depersonalization subscales and_dnllow scores in personal
'accomplishment subscaie. An average level of burnout is
- demonstrated by average scores on all three subscales.
‘Finally a low degree of burnout is depicted by low scores
on the emotional exhaustion and depersonalization subscales
and a high score on the personallaccomplishment subscale
| (Lane é Curbow, 1994).

The scores are considered high if they are in the
upper third of the normative distribution, average if inl
the middle and low if in the. bottom third.(numerical
.cufoffs will be seen in the apbehdix). The three scores are
not combined into a singleAtotal score, they are considered

separately (Lane & Curbow, 1994). Maslach .and Jackson .

31



(1986) reported a reliability coefficient of .71 for the.
personal accomplishment scale, .79 for the
-dépersonalization scale and ;90 for the emotional
exhaustion scale. In fhe present_study the alpha
reliability for persohal accomblishment is .82, for
depersonalization is .78,. and for emotional éxhaustion is
.89. |

The items on thé Maélach Burnout Inventory were
modified in order for them to apply to a team setting. For:
.examplé the statement, “I feel frustrated by my job” was
modified fo read “I feel frustrated by my feam” and the
statement “In my work, I deal with emotional problems very
calmly” was modified to read “In my team, I deal with
emotional problems very calmly”. Please see appendix A for
a:copy of the measure.

Creativity

Team creafivity was measured in two ways. First, each
participant was asked to rate their team’s creativity in
the last 3 months by rating the following statements which
I created on a scale of 1-(meaning strongly disagree) to 5
(meaning strongly agree). The iﬁéms with the astricé were -
reverse coded. The scale’s alpha reliability in the preéent

study is .83.
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1. My team haé.generated original ideas.
*2. My team has not conSidered a large number of
ideas.
3. My team has considered a wide range of ideasﬁ
. *4, My team has a difficult.time figuring out héw to
make our ideas come true.
5. My team has come up with unique, successful
solutions.
*6. My team has been too busy to explore or come up
with new alternatives.
7. My team has turned a broad and general idea into a
- good, specific solution. |
Because self report measures are often criticized
mainly by the argument that some people are unable to
report accurately because of poor introspection, team
creativity was also measured by having the team’s manager
rate the team’s creativity (Kratzer, Leenders and Van
Engelen, 2004). The managers were asked to rate the team’s
creativity by using the same questionnaire, except thé
. 1tems were modified to read, “the team” as opposed to “my

team”.
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CHAPTER THREE -

RESULTS

The Hypothesized Model
The hypbthesized modél is illustrated -in figure i in

appendix C where Circles represent latent variables while
réctaﬁgles represent measured &a;iables. Absence of é.iine
éonnecting the variables represents a lack of hypothesized. -
direct effects. Hypothesiied relationships between
variables are indicated by a liné with an arrow. Emotional
intelligence is a latent variable with four indicators
.(appraisal of emotions, assimilation of emotions,
understanding emotions and emotion management) .
Unthreatening work enviroﬁment is also a lateht variable
with four indicators (team support, team inclusion,
tolerance and admitting errors. Creativity and burnout are.
also both latent variables. Creativity has seven items that
serve as indicators while burnout has three indicators
(persoﬁalIaccomplishment, emotional exhaustion and

depersonalization).
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Assumptions_

Before eva;uating assumptions'individﬁal scores were
: computed for.unthreafening work environment (team support/-
teém inclusion, tolerance and admitting errors),_burﬁout
(depersonalization, émotional exhaustion and personal
accbmplishment):and emotional intelligence (emotion
managemént, understanding emotiohs, assimilation of
-emotions and appraisal of emotions). Creativity scores
‘were not computed since the seven items are being tested at
the individual item level. A miséing value analysis was
.done using SPSS on a sample of 401 team members.-All the
missiné data was less than 5 %. Little MCAR’s test waé
examined, it was found to be not significant x? (51) =
68.84 Q > .05, indicating.data is missing at random. As a
result, the missing data was imputed using EM algorithim.

The data was then examined for normality and outliers
_using SPSS.Using Mahalonobis distance with a critical
distance of 42.31 and 18 degrees.of freedom at p < .001, lb
.multivariate.outliers'were-found. Since they-all had ﬁnique,
patternsvwhich were not representative of.the sample, they
were déleted. Please see table #1 in appendix B for the
variance, statiStical evidence,vand descriptives of the

multivariate outliers.
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After deleting tﬁeviO mulﬁivariate outliers the data
was examined for .univariate outliers: and nérmality using a-
sample size of 391. Because of the large sample size a
criteria z score of 3.5 was used to examing all univariate
outliers. No univariafe outiiérélwere identified. According
to Uilman (2001) a sample.size of 391 is adequate since iO
subjects per parameter are récommendéd;

Creativity items 1, 2, 3, 4,'5Vand 7 were found to be
' significantly negatively skewed and not kurtotic. qut
people.ratéd their team high on éreativity. Creativity item
nunmber 6 was found to be kurtotic. All the emotional
intelligence sub-scales were found to be significantly.
negatively skewed and kurtotic. Most people rated their
leader high bn emotional intélligence. Teém support and
team inclusion were found to be negatively skewed. Most
pedple felt very supporﬁed by their team and included in
decisions. Emotional exhaustion and depersonalizafion'were
found to be positively skewed and kurtotié. Most people
reported low levels of emotional exhaustion and
depersonalization. Although 14 out of the 18 -variables
were féund to be skewed, none will be transformed since
they were expected to be skewed. We also concluded that

since no univariate outliers were found, the variables were
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naturaliy‘skewed. Sinéé thé Vériéblés afe hot normal:,
: Satorra— Béntler chi Squaré‘and fit indibés were
. interpﬁetéa. Please look at table.Z in appendix B fof the
skewness and kuftosis of -the variableé. |

Most people rated their leader high on emotionali
intelligence. In addition the means for team support,
.tolerance,.inélusion,.and admitﬁing errors were relatively
high. In addition the.means'for emotional exhaustion and
 dépers6nalizatiQn were low. As we hyppthesized‘when péople
felt that tﬁey lgader was high in emotional_intelligeﬂce'
they reported low levels of burnout (emotionallexhaﬁstion
aﬁdAdepersonalizationf. Please see table 3 ih'appendik B
for the means and standard deviations of the variables.

| ‘ﬁinearity was aséessed By examining pair-wise ‘scatter

prts between appraisal of emoti§ns and all the other
.Vériables. Since the.scatter plots were oVél-shaped o%
loOked_like a blob, linearity was assumed. The assﬁmptiohs
of multivariate.normality, muticollinearity,‘singularity
.éhd homoscedasticity were examined using EQS. Mutivé:iate
normality‘was violated since thé-normalizéd estimate is
13.86'which is greatef than *3.3. This is not problematic
-since our variables were expectedlto be skewed.and since'

robust statistics will be reportéd. The determinant is
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.19933D-05, this is greater than 0, indicating that we do
' not have multicollinearity or singularity. The distribution
of the residﬁals was largely centered around O,'indigating

that we have normality of residuals.

Model'Esﬁimation
A multilevel analysis approéch uéing EQS was takéﬁ._
..Howéver; since thebdata violateé nofmalitynand multiléVel
analysié AQ not.aliow us to test Satorra—Beﬂtlér.
statistics (which are interpretéa When normality'is
violated) the model fit and assqmptions were tested at the
individual level. The comparativg fit index (CFI) and foot
" mean-square error of approximétion (RMSEA) . indicated that
.the ﬁqdelvdid nét fit the data, x2? (132, N = 391) ='5i4;88;
p < .05, CFT = .91 < .95, RMSEA — .86 > .06. The
MultivariatelLagfange Multiplier test indicated‘that..
_éovariénCes:between the unexplained variances of
creativity’s réverse coded items: (E4, E2 & E6, E4 & E6, E2)
'neeaed to -be addéd in order for the model to-ﬁit'the data.l:
Thué indicating that a,meésurement factor (more
spécifically, a reverse codedlfaCtor) existed in the
unexplained vafiance of the creativify variable. As a

result these covariances were added in a post hoc analysis.
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The CFI and RMSEA indicated a good model fit, x2 (129, N=.
391)‘=‘353.49L p < .05, CFI = .95 = .95, RMSEA = .067 >
.66. All the paths in the modél were significant. Mofeover,
a chi square difference test was computed. It indicated
that adding the covariances significantly improved the
model. fit x? (21, N = 391) = 56.42, p < .05. All the
covariances were found to be sigﬁificant and positively
correlated. The unexplained variances of creativity items 4
and 2 had 20.7% of the variance in common. The unexplained
variance of the creativity itemsr6 and 4 had 15.21% of the
variance in common. The unexplained variance of the
creativity items 6 and 2 had 17.13% of the variaﬁce in
" common. Please see table 4 in appendix B for the
unstandardized and standardized coefficients and
correlations of the covariances..As it was mentioned
'previouély, the covariances which were added dealt with a
minor measurement factor (more specifically, a reverse
cdded factor). After the measurement factor was accounted
for, our hypothesiéed model was supported.

Interclass correlations were computed using EQS.in
order to see if-ény variance in tﬁe variables éould be
accounted for by being part of the same team and if indeed

a multilevel analysis would be appropriate. The wvariance
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accounted for by being part of the eame team ranged from
.127 and .395. Thirteen percent of the variance in
.cteativity item 6 was accodnted for by being part of the

- same team. Forty nine percent: of the-variance in emotion
management was acccuhted formcy'beihg-ﬁeft cf the same
team. Please see table 5 in appendix B.fcr a deecription of
all the interclass correlations.

The CFI and RMSEA indicated that the multilevel model
fit the data x2 (258, N = 391) = 404.08, § < .05, CFI =
.994 > .95. RMSEA = .024 < .06. fhere were a total of 104
teams. The average team size was 3, with teams of 2 being
the smallest and teams of 11 being the largesti Individual
‘differences in the creativity items could be significantly
predicted by the creativity constrcct after removing the
variance -due to being part of the same team. The path
between item 1 and creativity was fixed to one. Individual
differences in the emotional intelligence sub components
(gnderstanding emotions, emotion  management, epbraisal of
emotions, and assimilation of eﬁotions) could be’
significently predicted by the emotional intelligence
construct after removing the variance due to being part of
the same team. Individual differences in team support,

tolerance and admitting errors could be significantly
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pgedicted by'unthréatening work énvirénment after removing
the variance dug to being pért of ﬁhe saﬁe team.‘The path
between team inclusion and unthreatening work environment
was fixed to one. Individual differénces in emotional
exhaustion and depersonalization'could be significantly
predicted by burnout after removing the variance due to
being part»of the same team. Individual differeﬁces in
personal accomﬁlishment could nof be significantly
predictéd after remdving the variance due to being part of -
the same team. Individual’s perceptions of an unthreatening
work environment could be significantly predicted by their
perceptions of their leader’s emotional intelligence after
removing the variance due to being part of the same team.
For every one unit increase in their perceptions of their
leader’s emotional intelligence we can predict a .23 qnit
increase in their perceptions of an unthreatening work
environment. Individual’s perceptions of their team’s
creativity could be significantly predicted by people’s.
perceptions of an unthreaténing work environment after
remdving.the variance due to being part of the same team.
For every éne unit increase in pérceptions of an
unthreatening work environment, we can predict. a .87-unit

increase in creativity. We can significantly predict
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 burnout-fr§m an individual’s perception of an unthreafeﬁing
;Qork environﬁent aftéf removing the &arianCe due;to being_-
part of the same team. -For every oné:unit increase in
-peoplefs perception of an unthreatening work environment»we
can prediét a 1.07 unit décrease in burnout; Please éée"
figure 2 in appendix C for the path coefficients.fof the
within teams anélysis..Differeﬁcéé between tééms in the
creativity items could be significantly predicted by the
creativity construct éfter‘rempving thé vafiéncé due'to

- individual differences. Differenées between teams in -
understanaing emotions, emotion-maﬁagément, apprdisgi of
emotions and assimilatioﬁ_of.embﬁions could.be
.significantly predicted by emotional intelligence after
removing the'variance.dﬁe_to individual differences.
Differences between teams in team support, tolerance énd
-admitting erfors could be prediéted by unthreatening work
environment after removing-the variance due to individual‘
differences. Differences between teams in personal
accomplishment and depersonalizatioﬁ couid be predicted by
burnout after removing the variance due to individual
'differences. We could'significéhtly pfedict differencés
between teams in.their perceptions of an unthreatening work -

. environment from their perceptions of their leader’s
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"émotiéﬁal intelligence'éftér removinglthe variance due to
.individﬁal differences. For.everyuone unit increase in |
their in ﬁheir perce?tioﬁs of‘their'ieaderfs‘emotional<
~intelligénce we caﬁ predict'a .24 unit increase their
pérceptions of an unthreatening work environment. We-could
significantly predict.differences in teams in creativity
from unthreatening work envifonment after removiﬁg the
vériance due to individual differences. For every one ﬁnit
iﬁcrease in unthreatening work environment we caﬂ preaict a
1.28 uhit increase in creativityZ We can significant
predict differences in teams.in burnout from unthreatening
- work éﬁvironment after removing,the variance due té -'
individual,differences. For eﬁery one unit increase in
uﬁthreatening work'envifonmeﬁt we can predict a-1.13_unit,
decrease burnout. Please see figure 3 in appendix C for
the path cqefficients for the be£ween teams analysis.

As a secdndary'énalysig, we*wanted to see if the team
members and the_teaﬁ‘supervisors.agreed on the team’s.
éreativity scores. Scores were obtained from a total‘of 75
team.supervisofs. Only these 75 teams which had'supervisor
icreatiﬁity ratings were included in this analysis. Théré
was no significant correlation between team member’s

creativity and the team supervisor’s creativity scores, r =
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.21, p > .05. The élpﬁa reliability for the team leadér’s_
creativity.scale.is .85. Please see table 6 in appendix B
for the bi—variaté correldtions between all the variables.
As a secondary analysis wé.also examined-if the team
“supervisor’s.perception éf the teém’s creativity could be
predicted by the emotional intelligence of the team’s
leader and unthreatening work environment. A regression
analysis was run using SPSS with unthreatening work
envirdnment as the IV'and the team leader’s perception of
the team’s creativitylas the DV. It was found that we
could not significantly predict the team supervisor’s
perception of the team’é creativity by the unthreatening
work environment, Multiple R = .241, R square = .058, Adj.
R square = .004, F (4, 70)= 1.084 p > .05. A regression
.analysis was also run with emotional intelligence as the IV
'and the team leader’s perception of the team’s créativity
as the DV. It was found that we could not significantly
predict the team supervisor’s perception of the team’s
creétivity by the team leadexr’s émotional intelligence,
Multiple R = 1297, R square = .088, Adj. R square = .036, F

(4, 70) = 1.695 p > .05.
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CHAPTER FOUR

DISCUSSION

The present study examined how emétional intelligence
helps leaders meet the needs of his or her team..According
to Gilson and Shalley (2004) and Elioy, Terpening and'Kohls
© (2001) in ordér.to be successful; SMWTs need to existrin.énj
environment that fosters creativity and is burnout
preventative. It was hypéfhesized.that the emotional
" intelligence of a leader would help teams be burhout »
preventative aﬁd help fosﬁér team creativity. All of the
hypotheses were simultaneously tested using a multilevel
‘analyéis approach of structural équatioﬂ modeling. fhus'all
of the hypotheses were tested between and within groups. As
it was ﬁypothesized it was found that a leader’s emotional-
intelligence predicts an unthreéfening work environmént fof
both within and between teams. The higher the individual’s
perceptions of their leader’s.em0£ional intelligence the
more they perceive an unthreateping work environment,‘ It
was also found that people’s percgption of an unthreatening
iwork environment predicts péoblefs perception of'the'téam’s:
- creativity for both within and between teams. The more

people feel. the environment they work in is unthreatenihg '
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' the hi§her.c£eétivi£y:scores they report. The hypothesis
indicating that burnoﬁt can be.prediCted_by an
-unthreatening wérk‘environmént Qas also subported for both
within and<bétween teams. The more people perceive an
ﬁnthreatening work envi?ohment-the lower burnout sCQreS"‘
- they report. It was found'that perceptions of an
- unthreatening Wbrk environméﬁt>médiatewthé relétionship
between emotionél ipfelligence and creativity‘and,bﬁrﬂout..'
All thevconstruéfs thét“were:measﬁied Qefe predicted
_ by théiriindica#ors for 5oth within and between teams
except one. Individgal differences.in personal
“accomplishment could ﬁot bevsigﬁificantly_pﬁedicted after
remoﬁing the_ﬁafiance due to beihg part of fhe same team. .
Iﬂ oﬁder to ﬁeasuré pérsonal.accomplishmenﬁ individﬁ#ls
- were asked to rate statements such as “I feel I'm
positively_inflﬁencing other peoble’s‘lives through my work
with thé'team” and “I have accomplished many worthwhile
things with this team.” Thééé stéteménts are written in
such a way as to focus the partiéipants én-their» |
accomplishments within the team and hot outside of their
feam participation. fhus it makeS<seﬂse>that.after femoving
the variance in persohal accomplishmént due to being part

of the same team there is no significant variance left.
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. This may indicate tﬁere are no other contributing facfors
té théir-team personai'accomplishment. |
As a secondary anaiysis we examined if team members

‘and team supervisors agreed on the teamfs creétivity
scores. As it was mentioned in the results séction, no
significant correlation was found. This indicates that the
team.membef’s perception 5fkthe.team’s creativify is not
fhe samé as an outsider’s (the téam’é Supervisbfs)
perception of the team’s Creativity. Although people may
.have intended to repo?t acéuratelscores, their pérceptiéns_
'may'often be biased. -Perhapé the team member’s perception
of the team’s creativity is not. the same as team’s actual
’ creativityé In addition, Creativity is a complex construct
with several dimensions. It:is likely that our measure of
Acreativity does not capture all of its dimensions.

| . The éreéent study’s fihdings are consistent wifh Zhou
and George’s (2003) énd Gilson and Shalley’s (2004)
_findiﬁgs which iﬁdicate that contextual factors,
 particularly the emotional intelligeﬁcé of a leader,uﬁléy a
‘critical role in enabling and supporting team creativity,.
"The eﬁotional intelligence-of the leader may ‘help team
'members'bqiid better interpersonél felationships and thus,

help team members feel free to discuss and consider new
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.ideas. Having great interperéonéi relétionships helpsé,‘
individuals perceive fheir envirbnment.as being
‘ ihtérpersonally‘non—threaténing (Gilsgn;and Shalley,;2004),-~
'allowiﬁg'them:tb feel_ffee;tg explgregnéw_ideas even Qhen '
they might féil. Thug ingi§iduélé feel free'togconéider
multiple alternatives and take fisks;.The emotional
intelligence of the ieadef élso‘enaglesvhiﬁ.or her to
‘respond appropriatelyjto thé,emoﬁions'(for example
discourégément or excitement) £ﬁat-a team member.
experienCes-whiie engaging in creativity (Zhog and George,
2003). For examble, the leader ié able to suggest caution .
if the team meﬁbér is overly excited and support whén‘hé or
she. is feeling discouraged. Thislis also-consistentlwith.
.VMuﬁford’s (2003)gidea‘that creativity ié encouragedlby"
leaders!

. The present study has several strengths and
WeaknesSes. One.of its sfréngthé ié the féét that data wasi
‘collected‘from'existing work—-teams in actual wofk—settings.
Thus thevpartigipants had workedttogether over a
significant period-of time. In addition the SMWTs were very
, diversé.and consisted gf individuals from both privaté andg
“public sectors This allows. for generélizééble'findings.

- Also no other study had attempted to:explain how emotional
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inteliigence helpé leédersfﬁeet the néeds‘bf'hisiorbher
.team.'This_study provides évideﬁce_sup?orting that
:emOtiohal'intelligence helps leaders meét fhe needs (ﬁhe'
need fof<creativity and burnout prevention) of their feam'
by creating an unthreatgning work environment. Finally,
this-ié'oné of few empirical étudies.on emotional

intelligence.

Limitations

This study has several limitations.which should be taken
in accoqnp before considering the findingsr As it was
mentioned previously, the measure of emotional intelligence
that was used is not an ability based measure (Roberts and:
Zeidner, 2003). Thus there may be variance in the leader’s
emotiéﬁal intelligence that we'féiled-tb capture. HoweVer,:
the measure used does capture the leader’s typical
response.. Aléo, perceptions of the team’s creativity were
measured as bpposed ﬁo the team’s actual creative
ﬁerformance. Because the teams sampléd came from_various.
organizations, performed different types éf projects, and
'exist-in different environments, giving them all'the éamej
_type of'projéct to measure their. creative pérformance_and

controlling for confounding variables would be very
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.difficult.'Futﬁre stuaiés should‘conéider capturing actual
QreatiVegéutcomeé as Qpposed’to-perceptions. Finally,
~sampling différent types of teams can be é streﬁgth as it
was mentioned earlier but, it can also limit the findings.
"Debending on the nafuré'bf'the team, individuals may be
moré.likely to experience bdrnbUti’For example a team of
nurses working together to provide services to a very 1l11°
patient may bé more like;y.to‘exberience'bdrnout ashopposed_'
to a team of peachers wgrkiﬁé tégéther £o puf oh a reading:
onrkshop. Tt may be napurally more stressful to feel
respohsible for an individuai’é'héaltﬁ than for a workshopf
;Tﬁus in this situation a team of nurses may reportjﬂighef
vburnoutilevels than a team of teachers regardless.if leader

~high on emotional intelligence. . R

Implications aﬁd-thure Research
Future possible researchers should consider -
>I¢ontrolling the nature of the_teams samﬁled; For gxamplg,
theyAshould consider the differences bétween é team of
_nurSeS and a team of teachers. These two diffe:ent.teams
existvin very different en?ironmentS'which can affect tﬁe
‘degree of bufﬁout éxperienced'aﬁd the amount of creativity g

“they.engage.in.vFor éxample; the team of teachers may
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eﬁgage in more-cfeatiVe processes simply because the'-
outcome (whether their new approach fails or not) may not
‘cause someone to loose ﬁheir lifé. A team of nurses.may
engage in trying new alternatives less often because the
ﬁncerfainty of the results may be too risky and dangerous.
In their study on empathy and forgiveness Toussaint
and Webb (2005) found that women were more empathetic'than
men. Empathy has been identified as an impdrtant part of
emotional inﬁelligence, primarily emotion management
(Pescosolido, 2002). According to Pescosolido (2002),
.leaders mange the embtions of a group by first empathizing-
with the emotional stéte of a group. Thus a leader may‘be
higher on emotional intelligence than another simply
' because of their gender. it would be interesting to
investigate if the gender of a leader affects the
creativity and burnout levels of teams.

The findings from tﬁis study propose several
implications. The emotional intelligence éf managers may
strengthen work outcomes such as creativity. Perhaps
_organizations whose success heavily depends on innovation
such és Sony‘should consider hiring ménagers who are high
on émotional intelliéence. Managers who are high on

emotional intelligencé can help create a great work
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environmént that wili,afféét tne:creativityxof the team.
Perhaps organizations‘that are. wondering why their
employees are not créative, should investigate the type of
environment they are creating.fof their amployees. Alao
organizations_that‘fonus on humanitarian sefvices (where
burnoun levels are generally high) should choose leaders
who aie high on emotional intelligenna.-Their strong people
skills (listening, perception ofvemotions and emotion
management) will help them create an interpersonal
environﬁent that will help prevent burnout. Finally, the
findings fnom this study suggest, that emotional

intelligence is a valuable ability for leaders to have.
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Survey of Perceived Team Support

Please rate your team on the following statements. Indicate the extent to which you

~ strongly disagrée or strongly agree with the following statements by circling a number

from 1 to 5.»

1.
2,

3.

The team strongly considers my gdals and values.

Help is available from the feam when I have a prbblem. |

‘The team really cares about my well-being.

The team is willing to extend itself in order to help me perform rriy job to the best

- of my ability.

* Even if I did the best job possible, the team would fail to notice.

' The team cares about my general satisfaction within the team.

_* The team shows very little concern for me.

The team cares about my opinions.

The team takes pride in my accomplishments within the team.

* indicates that the item will be reverse scored. -
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Ihch_lsion- Exclusion Scale -
PIease indicate the éxtent to wh'ic;h you strongly disagree or étrongly agree with fhe '
) folléwing Stafements by circling a ;mmber from 1 fo 5. :
1. Ihave usuglly beeﬁ involved in choosing rﬁy job assignments.
2.- T am able to influence decisions that affect .my team.
3. 1 ha\;e a signiﬁcant say in the Way impoﬁant work is performed by my work te‘ar:ri. '
4. Thave input in;co the procesé of how my work team gets routine work done.
5. I am usually coﬁsulted before being asked to be part of a task team.
6. I feel that I have the cooperation of the p'éople in my work team.
7. I can ask anyone in.my team to assist me with. my: tasks.

8. * I feel isolated from my work team. -

9. My coworkers openly share work related information with me.

. * indicates that the item will be reverse scored.
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10.

1.

12.

13.
14,
15.
16
17.
18.
19.
20.

21.

Emotional Intelligence Survey

. Understands his/her own strengths and weaknesses.

Handles stressful situations in a constructive manner.

. Able to recognize different emotions in self and others. -

Seeks mutual understanding and welcomes sharing of information.
Promotes a friendly and cooperative climate.

Able to regulate temper outbursts.

. Communicates effectively with employees when a problem arises.

Handles stressful situations effectively. -

Abilify to energize and direct a project.

Willing to take initiative and set goals.

Is patient and persistent in the face of setbacks.

Makes everyone around him/her enthusiastic about assignments.
Guides the performance of others while holding them accountable.
Articulates and arouses enthusiasm for a.shared Visioﬁ and mission.
Is attentive to emotional cues and listens well.

Shows sensitivity anci understands others’ perspecﬁves.

Fosters open communication and is receptive to bad news as well as good.
Cultivates relaﬁonships- with employees.

Shows concerns for employees’ needs.

Encourages understanding points of view of others employees.

Develops interpersonal relationships with employees.
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2. Respects and relates Weli to people from'varie.d backgrounds.

23. Understands diverse worldviews and is sensitive to group differences.
24. Able to detect social networks within the organization. -

25. Cultivates and maintains extensive informal networks.

26. Seeks out relationships that are mutually beneficial.

27. Makes and maintains personal friendships among work associations.
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Maslach Burnout Inventory

On the following pages there are 22 statements of job related feelings. Please read

~ each statement and decide if you feel this way about your job. If you never had this

feeling, write “0” in both how often and how strong columns before the statement. If you

have had this feeling, indicate how often you feel it by writing the number (from 1 to 6)

that best describes how frequently you feel that way. Then decide how stfong the feeling

is when you experience it by writing the number (1 to 7) that best describes how strongly

~'you feel it. An example is shown below.

Statement:

I feel depressed in my team.
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Example:
How Often
0 1 2 3 4 6.
- never | a few times once a a few times once a " every
ayearorless  month or a month a week day
less
| pr Strong
0 1 23 4 6 7
never - very mild moderate major
barély notiéeable ifery strong
| How Often How Strdng
0-6 0-7



If you never feel depfess‘ed in-your téam,‘ }.f{)ulwlould 'lwrite the number “0” 6n both
lines. If you rarely feel depressed in your team you, wouid write the number 1 on the line
under the heading “How Often."’ If your féelings of depression are fairly strong, but not
" as strong as you can imagine, you would write a “6” under the Heading “How Strong.” |
.How Often - How Strong Statements:

0-6 07

I feel emotionally drained from the work in my team.

I feel used up at the end of my team work day.

I feel fatigued when I get up in the morning and have to face.

another'day with my team.

I can easily understand how my team-mates feel about things.

I feel that I treat some team-mates as if they were impersonal

objects.

Working with my team-mates is really a strain on me.

I deal very effectively with the problems of my team-mates.

I feel burned out from the work in my team.

I feell I’'m positively influencing other peoples lives through
my work with the team.

’ve become more callous toward people since I began

working with this team.

I wofry that working with this team is hardening me

emotionally.
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I fcei very ehergetic.
- I feel frustrated by my team.
Tfeel 'm wo-rki,ng too hard on this feam.
I don’t really care what happens té' some team-'mates.:. :
Working with my team-mates directly, puté too much stress on |
me.
- I can easily create a relaxed atmosphere with my team-mates.-
I feel exhilarated éfter working closely with rﬁy téﬁm—f_ﬁates. '
I have accomplishea many worthwhile things with this team.
[ feel like I’'m at the end of my rope.
In my team, I deal with emotional problems very calmly.

] feel team-mates blame me for some of their problems.
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Table 1

Variance, Statistical Evidence, and Descriptiveé for the Multivariate Outliers

Multivariate Average
Outlier R? F ratio Variable ‘Score Score
1 0.11 2.52* creativity 1 1 3.84
creativity 7 4 3.73
team suppoft 1.22 3.88
, ‘ admitting errors 3 3.83
2 0.11 2.62*% creativity 5 5 3.8
‘ creativity 7 1 3.73
: personal accomplishment . 0.75 3.72
3 -0.11 2.63*  emotion management 2.6 4.79
appraisal of emotions 2 4.78
] 'aséimilation of emotions 4.33 4.84
4 0.12 2.77* creativity 5 5 3.8
creativity 7 1 3.73 .
: personal accomplishment 0 3.72
5. 0.12 2.77%  creativity 7 1 3.73
personal accomplishment 0.38 3.72
6 0.12 2.81*%  creativity 1 1 3.84
: creativity 3 5 3.79
7 0.12 2.97*  creativity 3 5 3.79
emotion management 2.2 4.79
assimilation of emotions 4.25 4.84
8 0.13 3.25*%  creativity 4 ‘ 5 3.51
creativity 5 1 3.8
creativity 6 1 3.37
creativity 7 5 3.73
9 0.13 3.29%  creativity 7 2 3.73
_appraisal of emotions 2.5 4.78
personal accomplishment 5.88 3.72
depersonalization 6.8 1
10 0.16 4.07% creativity 1 1 3.84
creativity 3 2 3.79
understanding emotions 5.5 4.83
emotion management " 3.8 4.79
team support 5 3.88
personal accomplishment 1.63 3.72
df=13,382 * p<.05
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- Table 2
Z Scores for Kurtosis and skewness

variable : skewness Kurtosis

- creativity 1 -5.36%  -0.73
creativity 2 : ' ‘ -4.17*% -2.52
creativity 3 : -4.98%* -0.55
creativity 4 ' o =377 -2.89
creativity 5 : . -4.88% . -0.87
creativity 6 ' -2.65 -3.76*
creativity 7 _ -4.91% 0.01
understanding emotions -10.73* 8.64*
emotion management : -9.71%* 5.32%
appraisal of emotions -9.65% 5.43*
assimilation of émotions - . -10.86%* 7.93%

~team support = . -5.33% 0.49
tolerance -0.69 - -1.14
admitting errors -3.15 -2.58

~ team inclusion , ' _ -3.79* -0.76
emotional exhaustion 9.44%* 4.59% .
“personal accomplishment ' : 321 -0.36

. depersonalization - , : 12.63* 9.02*

*z>33

63



Table 3
Means and Standard Deviations

Variable . Mean Standard Deviation .
creativity 1 3.84 1.02
creativity 2 352 1.20
creativity 3 3.79 1.02
creativity 4 3.2 122
creativity 5 3.80 . 1.03
creativity 6 337 ' 1.27
creativity 7 o 3.73 1.00
understanding
emotions 4.83 0.98
-emotion management 4.79 1.06
appraisal of emotions 4.78 1.06

~ assimilation of , ' N
emotions : 4.84 0.98
team support 3.88 0.80
tolerance 3.62 0.74

" admitting errors : 3.83 - 081
team inclusion 3.68 0.77
emotional exhaustion 1.56 1.37
personal _
accomplishment 3.72 1.35
depersonalization - 1.00 1.25
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- Table 4 _
Unstandardized & Standardized Coefficients, and Correlations Between Covariances at
the Individual Team Member Level -
Unstandardized  Standardized

Covariances Coefficient Coefficient R
E4, E2 0.565%* 0.091 0.455
E6, E4 0.542%* 0.091 0.39
E6, E2 0.535% : 0._09 0414
*p<.05
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. Table 5. - KR
" . Interclass Correlations

-, Variable -

" creativity item'l - -
" “creativity item2
. creativity item 3 ,
- creativity item 4
.- creativity item 5

creativity item 6

. creativityitem7 . - - -

-, understanding. emotlons ST

- *-emotion management
appraisal of -

© . emotions S

* . assimilation of emotions - -

team support

" tolerance .
- admitting error's -
. . team inclusion
- emotional exhaustion -
", personal accomplishment
~ depéersonalization '

0327 -

10182
0256
".0.225.°

- 0.252

0127
0217 ST
0349 -
0.395

0.278

C0211
0189 T
L0233
L0213

.66

f;:dsSi,,ﬁ;iJ-u
240389 1 e v
10278
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Table 6

Bi-variate Correlations Between Variables

.undrstdng.' e. >ap.p.‘of ass.of team

e mgt. e. e. supp. - fc
Understan-
ding Emotions 1.00
Emotion .
Management 0.89** 1.00
. Appraisal of )
Emotions 0.92* 0.87* 1.00
Assimilation of
Emotions 0.95* 0.88**  0.92** 1.00
Team Support 0.44™ 0.36*  0.41*  0.41* 1.00
Tolerance | 0.45™ 0.37** 0.38* 0.38 0.74*
Admitting
Errors - © 045 . 032" 0.38* 037 077
Inclusion 0.44** 0.36*  0.40** 0.39* 0.78*
Emotional . o :
Exhaustion -0.34* -0.31*  -0.27* -0.35* -0.54**
Personal :
Accomplish- o
ment 0.38* 0.37** 042 0.39* 067"
Depersona-
lization -0.23 -0.18 -0.17  -0.25* -0.54*
Team Member .
Creativity 0.42* 0.33** 0.41* 042~ 0.75
Leader

Creativity 0.06 0.07 0.14 0.02

0.19



person

admtng. Emtnl. -al © deperson t.m. .
I, . errors incl. exh. _acc. -alization  creativity 1. criteativy
1.00
0.72** - 1.00
0.75** 0.64* 1.00
-0.45** -0.50**  -0.39** 1.00
0.59** 0.46™ 0.65** -0.28* 1.00
-0.38** -0.44* -0.28 081 -0.31* 1.00
0.64** 0.62** 0.68** -0.52** 0.56** - -0.46* 1.00
0.12 0.17 0.05 0.00 0.15 -0.04 0.21 1.00

*x

Correlation is significant at the 0.01 level (2-téiled).

Correlation is significant at the 0.05 level (2-tailed).
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Figure 1 Hypothesized model , '
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- Figure 2  People Within Teams
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Figure3 People Between Teams .
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