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Abstract

Organisations in today’s neck-breaking competitive 
environment are continuously marching towards 
attaining a sustainable competitive advantage. 
Creativity is one such component that can increase the 
probability of the organisation in staying ahead. The 
importance of creativity is significantly evident by the 
available literature on creativity. This paper aims to 
explore the relationship between employees’ trust in 
the leader and employee creativity, and the influence 
of organisational culture on this relationship, based 
on the review of the literature. This study explores 
the moderating effect of different dimensions of 
organisational culture on the relationship between trust 
in the leader and employee creativity. By integrating 
literature on trust, organisational culture, and creativity, 
this paper aims at advancing our understanding of 
creativity, considering the employees’ trust in the 
leader and culture within the organisation. Based on 
the review of literature, propositions have been stated 
in this study, which can be empirically tested in further 
studies.
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Introduction
In today’s dynamic environment, where burgeoning 
competition and technological change are attaining 
the limelight, organisations face immense pressure 
to enhance creativity. Employee creativity has been 
consistently shown as the salient component of every 
successful organisation. Creativity not only contributes to 

the organisation’s capabilities, it also provides employees 
with satisfaction and the opportunity to stand out with 
their ideas and suggestions. With the accelerating interest 
of researchers in this area, there have been numerous 
attempts to study how different factors affect employee 
creativity. There has been a considerable shift in focus 
from analysing personality characteristics as the only 
influencing factors of creativity to analysing contextual 
factors as well. The significance of trust in enhancing 
employee creativity has long been advocated by 
researchers (Chen et al., 2020; Lee et al., 2019; Javed et al., 
2018; Mainemelis et al., 2015). Various studies have also 
suggested that employees tend to take risky alternatives 
when a trust-based relationship exists in their organisation 
(Schoorman et al., 2007), which, in turn, contributes to 
creative ideas. Succinctly, it can be stated that trust in the 
leader acts as a catalyst for employees to undertake a risky 
venture; thus, employees who trust their leaders are highly 
likely to exhibit creative behaviour. Employees engage in 
creativity where open discussion and debate is favoured 
by the culture of an organisation (Yu et al., 2018), since 
organisational culture can facilitate, as well as impede, 
employee creativity (Amabile et al., 1997, 1996). Despite 
an increase in the consideration of the organisational 
context in studying creativity (Krishnakumar, 2017; 
Martins & Terblanche, 2003), there is a dearth of research 
examining individual creativity through contextual factors 
(Agars et al., 2012). Despite significant literature on the 
effect of trust on creativity, where the trustworthiness 
has achieved considerable attention, there is a paucity of 
research on trust, considering behaviours exhibiting trust, 
which entails actual risk-taking. The purpose of this study 
is to explore and provide a more nuanced understanding 
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of the relationship and interactions between trust in leader, 
organisational culture, and employee creativity, where 
trust equates to employee’s willingness to be vulnerable 
and their acting on that willingness, rather than relying 
on perceiving other’s trustworthiness. Further, this study 
focuses on exploring the roles of different cultures in 
nurturing trust within the organisation, which is of 
significant importance in promoting creativity within the 
workplace.

Employee Creativity: A Brief Theoretical 
Background

Creativity entails the generation of ideas that are unique 
and should serve some problem or target the opportunity, 
since an idea can be original, but not necessarily perceived 
as creative every single time, if not serving the desired 
goal or a problem at hand. Zhou et al. (2019) highlighted 
that creativity perception heavily relies on the practicality, 
usefulness, and effort involved in the implementation 
of an idea or a product over originality. Creativity is 
often defined as the production of novel, appropriate, 
and useful ideas (George, 2007; Amabile, 1988, 1997). 
Scholars and practitioners have laid greater emphasis 
on creativity due to its substantial role in maintaining a 
sustainable competitive advantage. Without disregarding 
the contributions of previous research, where empirical 
studies focused on distinguishing creative and non-
creative individuals, undertaking the trait approach, 
various researchers shifted towards considering the 
cognitive abilities and social environment, to have an 
eloquent understanding of how individual creativity can 
be promoted within organisations (e.g., Jain & Jain, 2017; 
Furnham, 2016). Various researchers have considered 
creativity in terms of the creative process, creative 
person, and creative product. Since the identification of an 
individual as creative is in some or other way dependent 
upon the evaluation of the individual’s piece of output or 
product, this study adopts defining creativity as a product 
or an idea that is both original and useful at the same 
time. If we consider a painter, it is not the painter who is 
being observed and evaluated; it is the painting on which 
the criticism or appreciation is drawn. Similarly, Madjar 
and Ortiz (2008), in their empirical study, measured a 
hairstylist’s creativity based on their work delivered, 
for example, changing the appearance of the client and 
responding precisely to the needs of different clients.

Since prior studies have constructed creativity as the 
product that emerges from the interplay between different 
social and contextual factors, an individual’s traits, and 
behavioural characteristics (Amabile & Pratt, 2016; 
Woodman & Schoenfeldt, 1990), the investigation of 
the interaction between these factors is essential to have 
an in-depth understanding of workplace creativity. For 
example, an employee having a breakthrough idea would 
not dare to share it with the leader if the employee barely 
trusts the leader. Although trust in the leader allows an 
employee to be creative, the presence of a deviation-
repellent culture would obstruct the employee from 
taking risky endeavours. Literature review suggests that 
both the trust in the leader and supportive culture are 
of significant importance for inducing creativity within 
the organisation. Supporting the preceding statement, 
Khazanchi and Masterson (2011), in their empirical study, 
highlighted supervisors and organisation environment as 
important influences on creativity conducive behaviours. 
Following the interactionist perspective (Woodman 
& Schoenfeldt, 1990), it can be argued that employee 
creativity is significantly influenced by the interaction 
between organisational culture, which forms a salient part 
of the contextual factors, and the employee’s trust in the 
leader, which represents the behavioural characteristic of 
an individual. Further, Amabile and Pratt (2016) revised 
their componential model of creativity and innovation in 
organisations (1988) after 28 years by introducing four 
new factors to the already existing model, highlighting 
the role of leaders and organisational culture in their 
dynamic componential model (2016). Yet, the role of 
different dimensions of organisational culture in the 
enhancement of workplace creativity remains untouched. 
Past studies have focused on different antecedents of 
creativity, of which trust in the leader, a key precondition 
of encouraging employee creativity (Lee et al., 2019) 
did not receive enough consideration, and contextual 
antecedent factors are also less common. This interaction 
is explored in more detail in the sections that follow.

Trust in Leader: A Catalyst for Employee 
Creativity

Hon et al. (2016) assert that organisations dedicated 
to identifying different ways of enhancing creativity 
illuminate the importance of grooming creativity among 
employees. Many scholars and practitioners seek to better 
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understand how to facilitate and motivate individuals in 
organisations, to quickly generate creative breakthroughs 
to the problems at hand. Employees working in an 
organisation where creativity is of significant importance 
need to have trust in their leader, as it leverages 
employees to take the liberty to expose and share their 
ideas with the belief that they will not be penalised or 
criticised for it. Lack of such behaviour deteriorates 
employee contribution to the organisational performance, 
as one attempts to cover up oneself, thus refraining from 
sharing information. Different researchers have employed 
different definitions of trust. Mayer et al. (1995) define 
trust as “the willingness of a party to be vulnerable to the 
actions of another party based on the expectation that the 
other will perform a particular action important to the 
trustor, irrespective of the ability to monitor or control that 
other party” (p. 712). Contrarily, Schoorman et al. (2015) 
mention that like the Mayer et al. definition, McAllister 
(1995) also defines “trust as a willingness to act rather 
than the action itself” (p. 14). Many other researchers 
continued to confound trustworthiness and trust; various 
researchers have advocated that trustworthiness is an 
important determinant of trust but does not equate to 
trust (Schoorman et al., 2015; Gillespie, 2012; Mayer 
& Gavin, 2005). For example, in a student-teacher 
relationship, perceiving a teacher’s trustworthiness 
does not involve vulnerability or assumption of risk, 
but relying on the expertise of the teacher or sharing of 
personal information or views with the teacher entails 
risk. However, this example is not directly related to the 
organisational context, but fairly explains the point. In 
addition, Gillespie (2012, 2003) advocates that a person 
exhibits the willingness to take risks through engaging in 
trusting behaviour and gives a nearly closer measure of 
trust behaviour than the perceived trustworthiness of a 
target person, and therefore, works as a better measure of 
trust. Thus, trust, as a term, will be used here to refer to 
the employees’ willingness to be vulnerable by engaging 
in trusting behaviour, evincing active as well as passive 
vulnerability, for an employee is in a vulnerable state 
only when the employee acts upon their trusting attitude 
or willingness.

Zand (1972) suggests three elements of behaviour, i.e., 
information, the influence which relates to trust behaviour, 
and control which indicates distrust behaviour. Since trust 
and distrust are 2 distinct concepts (Oomsels et al., 2016; 

Van de Walle & Six, 2014), the control element is not 
considered in this study, as it focuses on trusting behaviour. 
These 2 elements of trusting behaviour, information and 
influence, are similar to what Gillespie (2003) mentioned 
in her study as disclosure and reliance. This study focuses 
on exploring trust based on 2 dimensions, i.e., disclosure-
based trust and reliance-based trust, as suggested by 
Gillespie (2003). Disclosure-based trust can be defined 
as the willingness to reveal personal intentions or work-
related sensitive aspects and information to another, and 
reliance-based trust is the willingness to accept influence 
and rely on another’s skills, knowledge, judgments, or 
actions, including delegating and giving autonomy (Le 
& Lei, 2018; Nienaber et al., 2015; Gillespie, 2003). 
Different types of trust have been explored in past 
researches – interpersonal trust, inter-organisational 
trust, trust between superiors and subordinates (trust in 
the leaders), political trust, societal trust, peer trust in the 
workplace, and organisational trust (Joseph & Winston, 
2005). Now the question arises: why, out of the different 
types of trusts mentioned in the preceding statement, 
this study emphasises on trust in the leader? The current 
study focuses on the aspects of trust in the leaders due 
to the immense role it plays in enhancing employee 
creativity in the workplace through motivating a sense of 
belongingness, courage, and reliability, and by promoting 
the creation of a knowledge repository. Contrarily, in 
organisations that suffer from a lack of trust, employees 
face the fear of judgment that precipitates employees to 
thwart the generation of creativity by withholding relevant 
information and hindering themselves from engaging in 
developing and exchanging ideas.

Supervisors and leaders have been recognised as 
having a critical role in providing an environment that 
encourages or impedes creativity among employees. 
To be successful, creative ideas are needed to be shared 
with the influential members of the organisation, as 
they are of differential importance for the generation of 
creative products. Creativity not only is the outcome of 
one or more individual’s ideas, but requires a supportive 
contribution from the leader. Studies have highlighted 
that the employee’s creative contributions are influenced 
not only by their cognitive abilities and motivation, but 
also by the leader’s support (e.g., Mainemelis et al., 
2015). Thus, before undertaking the risk of bringing forth 
ideas out of the box, the employee closely analyses the 
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leader, and the one with a high level of trust in the leader 
exhibits more mettle, in deviating from the religiously 
followed way of carrying out a task. Supporting the 
preceding statement, Chen et al. (2020) indicate in their 
study that subordinates’ trust in leaders motivates them 
to diversify their choices and are more likely to produce 
divergent thinking and creative ideas. Various researches 
have suggested a relationship between trust in the leader 
and employee creativity (Lee et al., 2019; Javed et al., 
2018). Le and Lei (2018) observed that disclosure-
based trust and reliance-based trust in a leader have 
positive influences on knowledge sharing behaviours. 
Employees can generate breakthrough ideas only when 
there is a fluent flow of knowledge and sharing of ideas 
in the organisation. In addition, Zand (1972) opined that 
employees exhibit their trust in one another by engaging 
in behaviour related to influence and information. 
Concerning information, people engage in disclosure-
based trust when they disclose accurate, timely, and 
comprehensive information, and share their ideas, which 
contributes to generating creative and mindboggling ideas. 
Sharing ideas creates a rich intellectual capital and pool of 
information, which assists as a great source of developing 
exemplary ideas. Moreover, Woodman et al. (1993) 
suggest that the free exchange of information is crucial 
for creativity in social settings. Employees, by engaging 
in more exchange of ideas and information, build stronger 
trust relationships with their leaders (Jain & Jain, 2017), 
and these trust relationships, in turn, increase employee 
creativity. Nienaber et al. (2015) mention that people 
exhibit reliance-based trust when they seek feedback and 
allow the leader to have a significant influence over their 
working lives; this is often manifested in sharing power 
with the followers.

Proposition 1: Disclosure-based trust is positively related 
to employee creativity.

Proposition 2: Reliance-based trust is positively related 
to employee creativity.

The Interplay of Trust in the Leader and 
Organisational Culture

Organisational culture is a broad concept that comprises 
a spectrum of core, complex, interrelated factors; it often 
goes undetected. It intertwines the different aspects 

of an organisation and explicitly influences employee 
behaviour in the organisation. Deal and Kennedy (2000) 
state that a strong culture is a system of informal rules 
that spells out how people are to behave most of the time. 
Organisational culture is often mentioned as “just the way 
things are around here” (Cameron & Quinn, 2011). In 
other words, it can be simply stated that organisational 
culture represents the array of behaviours and attitudes 
acceptable of people within the organisation, and thus, 
should be taken into consideration as the contextual factor 
for answering how trust in a leader can be promoted in 
the organisation, which, in turn could induce employee 
creativity. Exploring the organisational culture allows 
comprehending what arrangements are required to 
motivate employees for taking diverse initiatives and 
enhancing creativity in the workplace. Since creativity 
requires individuals to diverge from the pre-existing 
schemas for coming up with new ideas, there is always a 
probability of rejection of one’s proposed ideas. Thus, it 
is of extreme importance for the organisations to cultivate 
a culture where an employee has an assurance that one’s 
endeavour will be fairly assessed, acknowledged, and 
implemented. Encouraging the importance of organisation 
culture, Amabile (1988) states that what happens in the 
organisation is significantly influenced by individual 
creators, but individual creators are significantly 
influenced by what happens in the organisation. Creativity 
requires a green signal from the organisation for risk-
taking, idea generation, and experimentation, which an 
organisation can exhibit through propagating a culture of 
positive attitudes, beliefs, and perceptions encouraging 
employees’ active participation. Supporting the influence 
of organisational culture on creativity, McLean (2005) 
proposes organisational culture as a determiner of whether 
a particular behaviour will be accepted or discouraged. 
Organisations encouraging values and assumptions of 
risk-taking induce employees to effortlessly share and 
exchange their ideas with their leaders, which results 
in nurturing employee creativity. Such a work culture 
increases trust in their leaders, for they provide employees 
with the opportunity to audaciously share their ideas 
without fear of being judged for doing so.

An employee engages in creative actions and manifests 
creativity through the exchange of information, 
encouragement of employees in the decision-making 
process (Li & Zhang, 2016), support, assistance from 
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their leaders, and a close leader-follower relationship 
characterised by a high degree of trust (Lee et al., 2019). 
Conversely, the organisational culture which does not 
exhibit enough support weakens employee capabilities of 
generating breakthrough ideas. The gravity of supportive 
organisational culture for employee creative competencies 
has been debated by various researchers (Ogbeibu et al., 
2018; Lukic et al., 2014; Amabile, 1998).

Competing Values Framework (CVF) is a theoretical 
foundation based on empirical evidence that can narrow 
and focus the search for key cultural dimensions (Cameron 
& Quinn, 2011). It categorises organisational culture into 4 
quadrants – hierarchy, market, clan, and adhocracy, based 
on 2 dimensions. One dimension reflects a continuum that 
ranges from flexibility on one end to control on the other; 
the other dimension indicates a continuum that ranges 
from internal orientation on one end to external orientation 
on the other. This study employs the competing values 
framework (CVF) for assessing an organisational culture, 
as considering all the factors for diagnosing the culture 
of an organisation would be a tedious task and implicitly 
impossible to encompass every single factor.

The Moderating Effect of Hierarchy Culture

Hierarchy organisational culture is more concerned about 
stability, predictability, and efficiency, and is characterised 
by a formal and structured workplace, where ceremonial 
procedures and rigid rulebooks administrate people’s 
actions (Cameron & Quinn, 2011). An organisation with 
an emphasis on hierarchy culture focuses on adherence to 
order and standardised rules and regulation; the leaders 
tend to be more conservative, cautious, and pay close 
attention (Denison & Speitzer, 1991). Where control 
mechanisms are too strong in the organisation, employees 
are less likely to take initiatives in diverting from the usual 
rigid processes and procedures. McLean (2005) infers that 
a culture that supports and encourages control will result 
in diminished creativity. Supporting this inference, Gupta 
(2011) concludes that an organisation where the culture 
is characterised by high preference to role adherence and 
where, sometimes, employees may even have to sacrifice 
to do so, seldom allows the employees to deviate from 
the usual and unveil their creative self. Evidence from 
literature suggests that an employee actively participates 
in activities that lead to breakthrough ideas where culture 
motivates risk-taking and autonomy; thus, the culture that 

provides this support enhances employee creativity (Hon 
et al., 2016; Baer, 2012). Ogbeibu et al. (2018) mention 
the case of Hewlett-Packard (HP) Corporation; when the 
new CEO joined, in 1999, he propagated the culture of 
fear and reflected core values of hierarchy culture, which 
led the corporation to face mass layoffs and loss of trust, 
and a decline in employee perceptions of their leaders’ 
trustworthiness. This caused them huge loss in revenues. 
In other words, the organisational culture which is 
characterised by strict control and bureaucracy obstructs 
trust in the leaders, and thus, lowers employee creativity.

Proposition 3: Hierarchy culture dampens the relationship 
of trust in leader and employee creativity.

The Moderating Effect of Market Culture

Market organisational culture lays greater emphasis on 
external positioning. The market culture organisations are 
oriented towards customers, profitability, productivity, 
and results, where leaders are demanding and strictly 
focused on winning (Cameron & Quinn, 2011). Gallagher 
et al. (2008), based on their study of Le Touessrok Hotel, 
a five-star hotel owned by the Sun Hotels Group in the 
Republic of Mauritius, and other successful firms like 
Toyota, state that a strong market culture emphasises 
on sharing the intelligence gathered on customer insight 
and competitor awareness activities with the employees, 
thus empowering employees to act, and recognising and 
rewarding them for delivering memorable experiences for 
customers. Such culture expresses clear goals and focuses 
on driving people towards productivity and devising 
incentive plans to motivate them to perform effectively, 
thus giving birth to the motivation among employees to be 
more productive. A culture where leaders are transparent 
regarding goals, policies, workplace procedures, a fair 
recognition system, and information gathered regarding 
customers and competitors enhances employees’ trusting 
behaviour towards their leader. In addition, Gillespie 
and Mann (2004) concluded that rewarding based on 
achievement of goals and sharing of common values 
builds followers’ trust in the leader, thus inducing creative 
behaviour among employees. Extrinsic motivational 
factors that provide information and present rewards, 
recognition, and feedback that confirm competence 
have more additive effects with the intrinsic motivation 
(includes interest, enjoyment, satisfaction, and challenge 
of the work itself), thus enhancing creativity (Amabile 
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& Pratt, 2016). Hartnell et al. (2011) state that market 
cultures exhibit the strongest association with innovation. 
Organisation culture aspiring for innovation assures high 
creativity in the organisation, as individual creativity 
sows seeds for innovation (Amabile, 1993). A creative 
environment for potential individuals can be created by 
providing them with clarified goals, required resources, 
and considerable autonomy. Such employees provide 
creative ideas and solutions to the prevailing problems 
(Amabile & Pratt, 2016).

Proposition 4: Market culture facilitates the relationship 
of trust in leader and employee creativity.

The Moderating Effect of Clan Culture

Clan culture emphasises trust, respect, teamwork, 
employee empowerment, employee participation, and 
high organisational commitment to employees (Cameron 
& Quinn, 2011). Organisations featuring clan culture 
are internally oriented, which shows strong concern 
for employees by emphasising long-term benefits and 
motivating employees to voice their ideas and suggestions. 
An organisation that desires employees to take risks, and 
express and share ideas is required to create a culture where 
emotions can be freely discussed and people are not frowned 
upon for developing relations at the workplace (Rouse, 
2020). As there are employees in the organisations capable 
of contributing creatively, but may not necessarily intend to 
bring forth their ideas (Gupta, 2011), there is requirement 
of supportive leaders, which can be found in clan culture, 
where employees observe their leaders as mentors and 
from whom they receive the required support (Cameron 
& Quinn, 2011). Evidence from literature suggests that 
employee creativity will flourish if the manager garners 
greater trust (Chen et al., 2020; Mayer & Gavin, 2005) 
and provides an opportunity to the employees to openly 
participate and share their ideas and knowledge; the culture 
that practices such norms, therefore, facilitates employee 
creativity (Li & Zhang, 2016).

Proposition 5: Clan culture facilitates the relationship of 
trust in leader and employee creativity.

The Moderating Effect of Adhocracy Culture

The adhocracy culture focuses on the external environment 
and flexibility. It is a dynamic, entrepreneurial, and 
creative workplace, where the focus is on new knowledge, 

products, individual initiative, freedom, risk-taking, future 
anticipation, and information sharing (Cameron & Quinn, 
2011). In such a culture, leaders tend to be more idealistic 
and willing to take the risk, concentrating more on 
acquiring additional information and developing a vision 
for the future (Denison & Speitzer, 1991). Leaders who 
promote and manifest transparency through exhibiting 
behaviours such as communicating adequate information 
may contribute to boosting trust and diminishing 
the information discrepancy within an organisation 
(Javed et al., 2018). Further, Puccio and Cabra (2010) 
mentioned the importance of organisational culture in 
creativity, highlighted by Andrew et al. (2007) in their 
Boston Consulting Group’s survey of senior managers, 
wherein 38% of the 2,468 senior managers identified 
a risk-averse corporate culture as the prime barrier to 
innovation in their organisations. Jain & Jain (2017) point 
out that if the prevailing organisational culture is risk-
averse and withholding resources, individual creativity 
tends to decline; on the other hand, in a culture where 
open appreciation of creative ideas prevails, employee 
creativity increases. Evidence suggests that the display 
of such characteristics of a culture instigate employees’ 
level of trust in their leaders (Javed et al., 2018), and thus 
appear most effective in contributing to creativity (Lee et 
al., 2019; Agars et al., 2012).

Proposition 6: Adhocracy culture facilitates the 
relationship of trust in leader and employee creativity.

Discussion

This study contributes to the literature on creativity. 
It focuses on the significant role that trust in the leader 
displays in cultivating creativity within the organisation; 
trust has been reflected as the willingness of an individual 
to be vulnerable, through enacting on that willingness 
that gives a closer measure of trust. In addition, this 
study assists in deepening our understanding of how trust 
can be enhanced in the organisation through fostering 
an appropriate culture. This study further emphasises 
the influence of organisational culture on employee’s 
trust in leaders, highlighting the need for managers to 
continuously monitor the culture that prevails, if they 
aspire to be a creative organisation. Therefore, managers 
must ensure that they provide the culture that nurtures 
trust in the workplace, as it encourages employees to be 
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courageous enough to take up divergent perspectives and 
challenges, and bring forth their breakthrough ideas, thus 
acting as a catalyst for creativity.

Most of the existing researches that have attempted 
to study trust with creativity have assessed other’s 
trustworthiness rather than trust, which lacks the element 
of vulnerability. However, Schoorman et al. (2015) 
mention trustworthiness as a significant antecedent of 
trust. Many researchers have considered it as a proxy 
of trust. Since trustworthiness could be an important 
determinant of trust although it cannot replace trust, this 
study focused on understanding the interplay between 
trust and culture, accentuating the role of trust in the 
form of trusting behaviour of individuals towards their 
leader, which reflects one’s actual vulnerability. Since 
employee creativity is not only affected by the presence 
of trust, but is also influenced by the contextual factors, 
undertaking the interactionist perspective, this study 
focused on studying employee creativity as the product 
of the interplay between behavioural characteristics and 
contextual factor, i.e., between trust in the leader and 
organisational culture. Many researchers have studied 
organisational culture in context with trust and creativity 
(Lukic et al., 2014; Masood et al., 2011; Martins & 
Terblanche, 2003), yet failed to examine the influence 
of different dimensions of organisational culture. Since 
organisational culture is too general to operationalise, 
it must be responded to by subcategorising or labelling 
different types of culture (Song et al., 2019). This study 
explored the possible influence of different dimensions 
of organisational culture on the relationship of trust in 
the leader and employee creativity, and emphasises how 
different cultures contribute to promoting trust.

Furthermore, this study states a few propositions that 
suggest that disclosure-based trust and reliance-based 
trust are positively related to employee creativity; clan, 
adhocracy, and market culture facilitate trust in the leader, 
which, as a result, enhances the employee creativity in the 
organisation; hierarchy culture, on the other hand, impedes 
trust in the leader and thus, hinders employee creativity as 
well. The creative theorists have advocated the importance 
of individual creativity as a necessary precondition for 
innovation (Amabile & Pratt, 2016; Woodman, 1993), thus 
focusing on the fact that creativity increases the probability 

of extended innovation in the organisation, which leads it 
to attain a sustainable competitive advantage.

Future Research

Although several studies state the positive influence of 
organisational culture (and its dimensions) on employee 
creativity (Ogbeibu et al., 2018; Gupta, 2011), several 
researches suggest that there is no significant or negative 
relationship between organisational culture (and its 
dimensions) and employee creativity (Masood et al., 
2011). This expresses the conflicting arguments in the 
field of organisational culture and employee creativity, 
and thus proclaims that the paradigms of organisational 
culture and employee creativity are yet growing and still 
require considerable work.

In the hierarchy culture, leaders behave as per strict 
rules, and regulations may give an impression of  
professionalism, which in turn may influence their 
followers. Considering the example given by George 
(2007), employees may be influenced by their supervisors 
due to the belief that they are more professional and 
knowledgeable, which leads to high cognitive trust. 
Such belief may prompt them to generate ideas for 
improvements. Gillespie (2012) mentions that reliance-
based trust is influenced by the abilities of the target 
person, therefore including cognitive assessment of 
the trust target. This reasoning raises the possibility 
of reliance-based trust in the hierarchy culture, which 
may facilitate employee creativity in such culture. This 
possibility can be investigated in future studies.

Researchers have conflicting opinions regarding the 
relationship of market culture with creativity and 
innovation. Hartnell et al. (2011) conclude that market 
culture has positive effects on innovation. However, 
some researches support that market culture negatively 
affects employee creativity (e.g., Ogbeibu et al., 2018). 
Future researches can contribute to shedding more light 
on this equivocal relationship. Employee creativity is 
influenced by different institutional contexts (Amabile & 
Pratt, 2016), and thus, future studies could explore more 
factors that impede or facilitate employee creativity in 
the organisation. Researchers could explore the influence 
of other moderators and different effects of possible 
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mediators on the relationship of trust in the leader and 
employee creativity.

References
Agars, M. D., Kaufman, J. C., Deane, A., & Smith, B. 

(2012). Fostering individual creativity through or-
ganizational context: A review of recent research 
and recommendations for organizational leaders. 
M. D. Mumford (Ed.), Handbook of Organizational 
Creativity (pp. 271-294). New York: Elsevier. 
doi:10.1016/B978-0-12-374714-3.00012-4

Amabile, T. M. (1988). A model of creativity and in-
novation in organizations. In B. M. Staw & L. L. 
Cummings (Eds.), Research in Organizational 
Behavior, 10, 123-167. Greenwich, CT: JAI Press.

Amabile, T. M. (1993). Motivational synergy: Toward 
new conceptualizations of intrinsic and extrin-
sic motivation in the workplace. Human Resource 
Management Review, 3(3), 185-201. doi:https://doi.
org/10.1016/1053-4822(93)90012-S

Amabile, T. M. (1997). Motivating creativity in organiza-
tions: On doing what you love and loving what you 
do. California Management Review, 40(1), 39-58. 
doi:https://doi.org/10.2307/41165921

Amabile, T. M., Conti, R., Coon, H., Lazenby, J., & 
Herron, M. (1996). Assessing the work environment 
for creativity. Academy of Management Journal, 
39(5), 1154-1184. Retrieved from http://links.jstor.
org/sici?sici=0001-4273%28199610%2939%3A5%
3C1154%3AATWEFC%3E2.0.CO%3B2-W

Amabile, T. M., & Pratt, M. G. (2016). The dynamic 
componential model of creativity and innovation in 
organizations: Making progress, making meaning. 
Research in Organizational Behavior, 36, 157-183. 
doi:http://dx.doi.org/10.1016/j.riob.2016.10.001

Baer, M. (2012). Putting creativity to work: The im-
plementation of creative ideas in organizations. 
Academy of Management Journal, 55(5), 1102-1119. 
doi:https://doi.org/10.5465/amj.2009.0470

Cameron, K. S., & Quinn, R. E. (2011). Diagnosing and 
changing organizational culture: Based on the com-
peting values framework (3rd ed., pp. 40-63). San 
Francisco: Wiley.

Chen, C., Su, T. S., Cui, X., Yang, C., & Ma, W. (2020). 
Consistency at different levels: A meta-analytic ex-
amination of organizational trust and performance. 
Nankai Business Review International, 11(4), 
2040-8749.

Denison, D. R., & Speitzer, G. M. (1991). Organizational 
culture and organizational development: A compet-
ing values approach. Research in Organizational 
Change and Development, 5(1), 1-21.

Furnham, A. (2016). The relationship between cogni-
tive ability, emotional intelligence and creativ-
ity. Psychology, 7(2), 193-197. doi:10.4236/
psych.2016.72021

Gallagher, S., Brown, C., & Brown, L. (2008). A strong 
market culture drives organizational performance 
and success. Employment Relations Today, 35(1), 
25-31. doi:https://doi.org/10.1002/ert.20185

George, J. M. (2007). Creativity in organizations. 
Academy of Management Annals, 1(1), 439-477. 
doi:https://doi.org/10.5465/078559814

Gillespie, N. (2003). Measuring trust in working relation-
ships: The behavioural trust inventory. Paper pre-
sented at The Academy of Management Conference, 
Seattle, WA.

Gillespie, N. (2012). Measuring trust in organizational 
context: An overview of survey based measures. 
In F. Lyon, G. Möllering & M. N. K. Saunders 
(Eds.), Handbook of Research Methods on Trust. 
Cheltenham, UK: Edward Elgar Publishing.

Gillespie, N., & Mann, L. (2004). Transformational lead-
ership and shared values: The building blocks of trust. 
Journal of Managerial Psychology, 19(6), 588-607. 
doi:https://doi.org/10.1108/02683940410551507

Gupta, B. (2011). Organizational culture and creative be-
haviour: Moderating role of creative style preference. 
International Journal Innovation and Learning, 
10(4), 429-441. doi:10.1504/IJIL.2011.043100

Hon, A. H., Hon, A. H., Lui, S. S., & Lui, S. S. (2016). 
Employee creativity and innovation in organiza-
tions: Review, integration, and future directions 
for hospitality research. International Journal of 
Contemporary Hospitality Management, 28(5), 862-
885. doi:10.1108/IJCHM-09-2014-0454

Jain, R., & Jain, C. (2017). Employee creativity: A 
conceptual framework. Management and Labour 
Studies, 41(4), 294-313. Retrieved from https://
EconPapers.repec.org/RePEc:sae:manlab:v:41:y:20
16:i:4:p:294-313

Javed, B., Yarawwas, M., Khandai, S., Shahid, K., & 
Tayyeb, H. H. (2018). Ethical leadership, trust in 
leader and creativity: The mediated mechanism and 
an interacting effect. Journal of Management and 
Organization, 24(3), 388-405.



Trust in Leader, Organisational Culture, and Employee Creativity: Understanding the Interplay      43

Joseph, E. E., & Winston, B. E. (2005). A correla-
tion of servant leadership, leader trust, and or-
ganizational trust. Leadership & Organization 
Development Journal, 26(1), 6-22. doi:https://doi.
org/10.1108/01437730510575552

Khazanchi, S., & Masterson, S. S. (2011). Who and what 
is fair matters: A multi-foci social exchange model 
of creativity. Journal of Organizational Behaviour, 
32(1), 86-106. doi:https://doi.org/10.1002/job.682

Krishnakumar, S. (2017). Organization culture on in-
novation: Understanding the influence using its 
variables. FIIB Business Review, 6(3), 61-70. 
doi:10.1177/2455265820170309

Le, P. B., & Lei, H. (2018). Fostering knowledge sharing 
behaviours through ethical leadership practice: The 
mediating roles of disclosure-based trust and reliance-
based trust in leadership. Knowledge Management 
Research & Practice, 16(2), 183-195. doi:https://doi.
org/10.1080/14778238.2018.1445426

Lee, A., Legood, A., Hughes, D.,Tian, A. W., Newman, 
A., & Knight, C. (2019). Leadership, creativity 
and innovation: A meta-analytic review. European 
Journal of Work and Organizational Psychology, 
29(1), 1-35. doi:10.1080/1359432X.2019.1661837

Lee, J., Kim, S., Lee, J., & Moon, S. (2019). Enhancing 
employee creativity for a sustainable competi-
tive advantage through perceived human resource 
management practices and trust in management. 
Sustainability, 11(8). doi:https://doi.org/10.3390/
su11082305

Li, M., & Zhang, P. (2016). Stimulating learning by em-
powering leadership. Leadership & Organization 
Development Journal, 37(8), 1168-1186. 
doi:10.1108/LODJ-01-2015-0007

Lukic, T., Dzamic, V., Knezevic, G., Alcakovic, S., & 
Boskovic, V. (2014). The influence of organiza-
tional culture on business creativity. Innovation and 
Satisfaction Management, 73, 49-57. doi:10.7595/
management.fon.2014.0027

Madjar, N., & Ortiz-Walters, R. (2008). Customers as 
contributors and reliable evaluators of creativity 
in the service industry. Journal of Organizational 
Behaviour, 29(7), 949-966. doi:https://www.jstor.
org/stable/30163358

Mainemelis, C., Kark, R., & Epitropaki, O. (2015). 
Creative leadership: A multi-context conceptualiza-
tion. The Academy of Management Annals, 9(1), 
393-482. doi:http://dx.doi.org/10.1080/19416520.2
015.1024502

Masood, K., Shahzad, C., Nosheen, R., & Awais, K. 
(2011). Effects of self-leadership, knowledge man-
agement and culture on creativity. European Journal 
of Business and Management, 3(8), 1-12.

Mayer, R. C., Davis, J. H., & Schoorman, F. D. (1995). An 
integrative model of organizational trust. Academy 
of Management Review, 20(3), 709-734. doi:https://
doi.org/10.5465/amr.1995.9508080335

Mayer, R. C., & Gavin, M. B. (2005). Trust in manage-
ment and performance: Who minds the shop while 
the employees watch the boss? The Academy of 
Management Journal, 48(5), 874-888. doi:https://
doi.org/10.5465/amj.2005.18803928

McLean, L. D. (2005). Organizational culture’s influence 
on creativity and innovation: A review of the litera-
ture and implications for human resource develop-
ment. Advances in Developing Human Resources, 
7(2), 226-246. doi:10.1177/1523422305274528

Nienaber A. M., Hofeditz M., & Romeike P. D. (2015). 
Vulnerability and trust in leader-follower relation-
ships. Personnel Review, 44(4), 567-591. doi:https://
doi.org/10.1108/PR-09-2013-0162

Ogbeibu, S., Senadjki, A., & Peng, T. L. (2018). 
An organizational culture and trustworthiness  
multidimensional model to engender employee 
creativity. American Journal of Business, 33(4), 
179-202.

Oomsels, P., Callens, M., Vanschoenwinkel, J., & 
Bouckaert, G. (2016). Functions and dysfunctions 
of interorganizational trust and distrust in the pub-
lic sector. Administration & Society, 51(4), 516-544. 
doi:https://doi.org/10.1177/0095399716667973

Puccio, G. J., & Cabra, J. F. (2010). Organizational cre-
ativity: A systems approach. In J. C. Kaufman & 
R. J. Sternberg (Eds.), The Cambridge Handbook 
of Creativity (pp. 145-173). New York: Cambridge 
University Press.

Rouse, E. D. (2020). Where you end and I begin: 
Understanding intimate co-creation. Academy of 
Management Review, 45(1), 181-204. doi:https://
doi.org/10.5465/amr.2016.0388

Schoorman, D. F., Wood, M. M., & Breuer, C. (2015). 
Would trust by any other name smell as sweet? 
Reflections on the meanings and uses of trust 
across disciplines and context. In B. Bornstein & 
A. Tomkins (Eds.), Motivating Cooperation and 
Compliance with Authority, Nebraska Symposium 
on Motivation (vol. 62). Cham: Springer.



44      International Journal on Leadership	 Volume 9 Issue 1 & 2 April & October 2021

Schoorman, F. D., Mayer, R. C., & Davis, J. H. (2007). 
An integrated model of organizational trust: Past, 
present, and future. The Academy of Management 
Review, 32(2), 334-354. doi:https://doi.org/10.5465/
amr.2007.24348410

Song, Z., Gu, Q., & Wang, B. (2019). Creativity-oriented 
HRM and organizational creativity in China: A 
complementary perspective of innovativeness. 
International Journal of Manpower, 40(5), 834-849. 
doi:https://doi.org/10.1108/IJM-05-2016-0108

Van de Walle, S., & Six, F. (2014). Trust and distrust as 
distinct concepts: Why studying distrust in institu-
tions is important. Journal of Comparative Policy 
Analysis: Research and Practice, 16(2), 158-174. 
doi:https://doi.org/10.1080/13876988.2013.785146

Woodman, R. W., & Schoenfeldt, L. F. (1990). An inter-
actionist model of creative behaviour. The Journal of 
Creative Behaviour, 24(4), 279-290. doi:https://doi.
org/10.1002/j.2162-6057.1990.tb00549.x

Woodman, R. W., Sawyer, J. E., & Griffin, R. W. (1993). 
Toward a theory of organizational creativity. The 
Academy of Management Review, 18(2), 293-321. 
doi:https://doi.org/10.2307/258761

Yu, M., Mai, Q., Tsai, S. B., & Dai, Y. (2018). An empiri-
cal study on the organizational trust, employee-orga-
nization relationship and innovative behaviour from 
the integrated perspective of social exchange and 
organizational sustainability. Sustainability, 10(3), 
864. doi:https://doi.org/10.3390/su10030864

Zand, D. E. (1972). Trust and managerial problem solv-
ing. Administrative Science Quarterly, 17(2), 229-
239. doi:https://doi.org/10.2307/2393957

Zhou, J., Wang, X. M., Bavato, D., Tasselli, S., & Wu, 
J. (2019). Understanding the receiving side of 
creativity: A multidisciplinary review and im-
plications for management research. Journal of 
Management, 45(6), 2570-2595. doi:https://doi.
org/10.1177/0149206319827088


