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Impact of Team Goal Orientation and Information
Exchange on Creativity and Innovation in Advertising
Creative Teams of Pakistan

Atif Bilal!, Wisal Ahmad?
Abstract

The main objective of the study is to investigate the impact of team goal orientation and
information exchange on creativity and innovation in advertising creative teams of Pakistan.
The data is collected from 70 teams and 436 employees of the advertising agencies in Pakistan
and analyzed statistically using MEDTHREE analysis. The findings indicate that team goal
orientation induces information exchange among team members, which leads to organizational
innovation through team creativity in the advertising agencies of Pakistan. The mediation
analysis of the data shows that for the innovation it is necessary that information exchange and
creativity must exist at team level. The study may be useful for the managers of the advertising
agencies of Pakistan to deal with the studied factors for the enhancement of creative thinking
and innovation in the advertising agencies of Pakistan.
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1. Introduction

The interest of understanding creativity and innovation in business organizations
has increased in the last two decades (Perry-Smith & Mannucci, 2017). Organizations
these days are very much concerned to know how to enhance the generation (creativ-
ity) and practical implementation (innovation) of unique and novel ideas (Zhou &
Shelley, 2008). Recent studies, (e.g., Hirst, Zhu, & van-Knippenberg, 2009; Bilal &
Ahmed, 2015) have embarrassed the goal orientation theory in order to understand
creativity and innovation. These studies have identified the relationship of goal orien-
tation with creativity and established that there is a positive relationship between the
individual goal orientation and individual creativity. Another study (Gong, Cheung,
Wang, & Huang, 2012) has shown the positive relation of goal orientation with team
creativity, but these studies have not investigated the relationship of goal orientation
and creativity with the innovation—without which creativity has no value.
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The team learning goals can be taken as the urge to learn new things, gaining
positive outcomes, to compete and outperform the other teams and to avoid the failure
in the projects (Bunderson & Sutcliff, 2003; Mehta & Mehta, 2018). The informa-
tion exchange is the exchange of ideas, thoughts, knowledge and other work related
information among organizational members (Johnson et al., 2006). The creativity is
a creation of new and novel ideas which are important for all types of organizations
(Simonton, 2018). The innovation is the implementation of the creative ideas in
practice — newness/ novelty of the ad for the present study.

The literature on team orientation and information exchange reflects a positive
relationship between the variables (Gong, Kim & Lee, 2012; Guan, Xie, & Huan,
2018). It has been seen that if the goal orientation is high among members of a team, it
can lead to a higher level of information exchange within the organization (Kozlowski

& Klein, 2000; Rousseau, 1985).

In the same zeal some studies also saw the mediating role of team creativity and
information exchange (Bilal & Ahmed, 2015; Mesmer-Magnus & De-Church, 2009)
between team goal orientation and organizational innovation. The information ex-
change and the knowledge sharing are interrelated and are the foremost requirement
to enhance creativity in teams (Guan, Xie, & Huan, 2018; Smith, Collins, & Clark,
2005). The information exchange may be taken as the exchange of ideas, thoughts,
knowledge and other work related information with team members (Johnson et al.,
2006), which has a great impact on the individual creativity of the employees (Ramos,
Figueiredo, & Pereira-Guizzo, 2018; Van-Knippenberg et al., 2004). The team learn-
ing goals can be taken as the urge to learn new things, gaining positive outcomes,
to compete and outperform the other teams and to avoid the failure in the projects
(Bunderson & Sutcliff, 2003). Team creativity can be referred as the generation of
useful, new and unique ideas by the team, whereas the organizational innovation
is the successful implementation of these creative ideas for the betterment of the
organization (Sutcliff, 1998; Bilal, Ahmad, & Majid, 2018). Though the main focus
of the study is organizational innovation, yet the team creativity and its impact on
organizational innovation is an area of investigation.

The creativity is a creation of new and novel ideas which are important for all types
of organizations (Liu, Gong, Zhou, & Huang, 2017). The main purpose of creating
these ideas is to bring positive change and to produce new products or processes within
the organizations. Levitt (1963, p. 79) beautifully clarified the relationship between the
creativity and innovation by saying that “ideas are useless unless used”. Creativity is
the creation and innovation is the implementation of the new ideas (Amabile, 2016).
Therefore, creativity can only be useful for an organization if it is converted to tangible
new products or processes. Many organizations have the culture and mechanisms to
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foster creativity among the employees, yet a few fail to convert these unique ideas to
bring innovation in the organization. The creativity and innovation puzzle has been a
longstanding issue for many researchers (e.g., Guan, Xie, & Huan, 2018; Perry-Smith,
& Mannucci, 2017; Ramos, Figueiredo, & Pereira-Guizzo, 2018; Schumpeter, 1942;
Simonton, 2018). Amabile (1996) and Oldham and Cummings (1996) argued that
creativity is the making of new ideas and innovation is the process of implantation
of these ideas to make a unique product, process or a practice. The same has been
shared by a number of studies, for example Amabile (2017) and Gong et al. (2012).
The body of knowledge in the form of discussing studies provides a significant insight
about the importance of creativity for the innovation within the organizations.

The advertising agencies make adverts and ideas, which are the key to making
effective advertisements (Taylor, Taylor, & Hoy, 1996). There is no second opinion
that creativity and innovation are the soul of an advertisement and they may look
different because of the novelty and uniqueness of new ideas and their implementa-
tion (Cunado Nixon, & Carter, 2003). The advertising agencies in Pakistan attempt
to follow the trends of creativity and innovation, which are being adopted globally
(Antonietti & Colombo, 2017). They are gradually moving towards creativity and in-
novation because of the dynamic business environment. It is argued that information
technology wave has created intense competition in the corporate world, particularly
in the advertising agencies and forced them to become more creative and innovative
for their survival. The ads are made by the teams consisting of four to ten members
having separate job descriptions, yet they need to share ideas when it comes to creative
ads (Taylor, Taylor, & Hoy, 1996). Therefore, to answer the central research question,
the teams from the different advertising agencies of Pakistan are selected for the study.

For the present study, the goal orientation has been taken as a composition of
three dimensions, i.e., (i) the learning goal (ii) performance goal and (iii) performance
avoidance goals. The same typology has been used by a number of previous researchers
(Hirst, van-Knippenberg, Chen, & Sacramento, 2011). The goal orientation is present
at the team level if the team members are sharing information, helping each other for
team decision making, strive to learn new things and to come up with better decision
making with collaboration among the members (Bunderson & Sutcliffe, 2003). The
situational factors are very important to stimulate the goal orientation, which includes
the type of leadership, the goal setting of the team and the performance evaluation
of the members (Gully & Phillips, 2005). Most of the times the team members face
the same situations and consult each other to interpret the situation for which they
require sharing of information. As team members integrate into a squad, they forge
a shared goal perception in the contour of a team goal orientation (Bunderson &
Sutcliffe, 2003). In the present study it is argued that goal orientation facilitates the
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information exchange among team members which promote team creativity that
eventually becomes the stepping stone for organizational innovation. Therefore, the
main research question of the study is — does team goal orientation through information

exchange induces creativity and innovation in advertising teams of Pakistan?

The previous literature (Bilal et al., 2018; Hirst et al., 2009) looked into the rela-
tionship of goal orientation with creativity at individual level. The present study has
contributed towards the previous work by examining the relationship at team level.
As this study’s investigations suggest a direct and the indirect effect of the team goal
orientation with creativity, therefore, the study by Hirst et al. (2009) and Bunderson
and Sutcliffe (2003) in combination are consistent with our examination. Another
important study by Gong et al. (2012) indicates that team goal orientation is related
to team creativity with mediating mechanism of information exchange. The present
research furthers the previous findings by including the innovation as dependent
variable, without which creativity does not have much value. Although, prior research
talks about the relationship of information exchange and creativity in different
organizational contexts, this study has empirically examines the relationship in the
advertising agencies of Pakistan.

The componential model of creativity (Amabile & Pratt, 2016) suggested that
in order to be creative, the exchange of information, new ideas and knowledge is
required at the workplace. The team goal orientation and the information exchange
among team members are closely related to the suggestion of componential model
of creativity for creativity and innovation. As the arguments of this paper also sug-
gest that for creativity and innovation, the team goal orientation and information
exchange are necessary. Therefore, a noteworthy contribution of this research is the
extension of componential model of creativity. The study is an extension of team
goal orientation theory and departs from previous studies by analyzing the sequential
mediation of information exchange and creativity between the relationship of goal
orientation and innovation.

2. Literature Review

2.1. Goal orientation and information exchange

Sharing of information has always been an effective way of building knowledge
(Johnson et al., 2006) and knowledge is a foundation and building block of creative
ideas (Munoz-Pascual & Galende, 2017). The information exchange among the mem-
bers can be characterized by the consultation, questioning, seeking information &
feedback, and discussing work related problem to find solutions (Edmondson, 1999).
Put it simply, information exchange is a process of giving and receiving work related
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information. De-Dreu et al. (2008) argued that team goal orientation is a strategy by
which teams achieve goals within the organization, which compel them to share in-
formation as the work of all the team members is interdependent (if one fails all will
fail). Therefore, one of the dimensions of goal orientation, i.e., goal striving leads to
the exchange of information among the team members (Chen, Mathieu, & Bliese,
2004). The team goal orientation also reflects the complete understanding of the
team task for each member and to get the whole information team members share
information among themselves (Bunderson & Sutcliffe, 2003; Gong & Fan, 2000).

H,: Team goal orientation is positively associated with information exchange
among the team members.

2.2. Information exchange and creativity

The team outcomes mainly depend on the level of information exchange among
the members. Studies (e.g., Gong et al., 2012; Mesmer-Magnus & DeChurch, 2009)
concluded that knowledge sharing is the centerpiece of idea generation (creativity).
The literature on creativity and information exchange suggests that through knowl-
edge sharing employees connect their idea with the ideas of other employees, which
help them craft new knowledge (Kogut & Zander, 1993; Nahapiet & Ghoshal, 1998).
Other researchers have suggested that exchange of information gives birth to product
innovation, especially in the R&D teams (Smith et al., 2005). Innovation is different
from creativity as it is the implementation of the creative ideas; still the foundation of
innovation is creativity (Bilal et al., 2018). By sharing information the team members
sharpen their competence as well as bring new insight to their other members in a
team. The pool of information which is accumulated in the process of information
exchange help employees generate new and unique ideas for a better product or process
development (Shin et al., 2012). Individuals learn from each other (Bandura, 1986;
Sanford, 2017) and the information obtained from other people makes a foundation
for the generation of new ideas (Amabile, 2017). The literature and the theoretical
understanding of the relation between information exchange and creativity guides
us to develop our hypothesis:

H,: Information exchange among team members impacts team creativity.

H,: Information exchange among team members mediates the relationship be-
tween goal orientation and organizational innovation.

2.3. Creativity and innovation

Research on creativity and innovation supported that creativity is the stepping
stone for an organization. One of the landmark studies by Clegg et al. (2002) found
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that there is a positive relationship between idea generation (creativity) and idea im-
plementation (Innovation). In another study West (2002) argued that the connection
between the creativity and innovation is tightly coupled. Creativity is defined as the
novel, unique and useful idea, while the innovation is the practical implementation
of these ideas (Amabile, 1989); therefore, both novelty and the usefulness of ideas is
a requirement of creativity. In this regard the implementation part may be compro-
mised due to the too much novelty of the idea negatively impacts its practicality (Bear,
2012). The frequency of idea generated has a positive impact on innovation. When
a large number of ideas are generated by the employees, it will add to the total idea
bucket of the organization and innovation will be easy (Perry-Smith & Mannucci,
2017). Therefore, it is hypothesized that:

H £ Team creativity has a positive association with organizational innovation.

H.: Team creativity mediates the relationship between information exchange and
organizational innovation.

Based on the discussion on Hypothesis 3 and 5 another hypothesis (serial medi-
ation) has been derived that:

H,: Information exchange and team creativity mediate that relationship between
team goal orientation and organizational innovation.

Information Team
Exchange Creativity

Team goal Organizational

orientation Innovation

Figure 1: Theoretical Framework

3. Research Method

The data were collected from 70 teams (involved in ad making) of the advertising
industry in Pakistan. The Sample frame consists of 132 advertising agencies from three
cities of Pakistan, i.e., Islamabad, Lahore and Karachi. The criterion for inclusion was
that the selected companies must be in business and making at least one ad a month
from last 12 months. The free consent was obtained and teams were contacted for
data collection. A questionnaire was used for data collection from the employees. A
total of 4306 filled questionnaires were returned out of 900 questionnaires distributed
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(response rate of 48%). The participation was voluntary and the data confidentiality
was assured. The sample characteristics are shown in Table 1.

Table 1: Sample Characteristics

Gender
Frequency
Male 189
Female 247
Age
26-35 years old 91
36-45 years old 224
46+ years old 121
Experience (Working in teams)

1-5 years 96
6-10 years 231
10+ years 109

3.1. Measuring instrument

The items in the survey questionnaire were adapted from the previous literature.
The reason for adapting the scales from previous literature was twofold. First, the
scales were used by a number of studies in different organizational settings. Second,
the reliability of the adapted scales was adequate in the previous literature. For team
goal orientation VandeWalle’s (1997) was referred from which 5 items (o= 0.778)
were used; the same items were also used in the previous studies (Chan, 1998; Chen,
Mathieu, & Bliese, 2004). For information exchange the scale of Youndt, Subrama-
niam, and Snell (2004) was referred and four items (o= 0.889) were selected for the
measurement. Team creativity measurement scale was adapted from Zhou’s (2008)
and Amabile’s (1987). Four items from Zhou’s (2008) and six items from Amabile’s
(1987) were studied out of which 6 items were selected for the data collection (o=
0.779). For the organizational innovation, Zhou and George’s (2001) 8-items scale was
referred. All eight items were selected and used for the data collection (o= 0.717). For
all the variables 5-point Likert Scale was used, ranging from 1 = strongly disagree to 5
= strongly agree). The data were analyzed statistically using SPSS, 20. The Pearson’s
correlation and regression were applied for hypothesis testing. For the mediation

analysis Hayes (2013) MEDTHREE analysis was used, which is considered to be the
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most sophisticated method of serial mediation available today.

3.2. Data analysis

There are two types of hypotheses of the study, i.e., direct hypotheses and indi-
rect hypotheses. Primarily the descriptive statistics and frequencies were calculated
in order to get the feel of the data. To test the direct hypotheses, regression analysis
using bootstrapping method is used. For the analysis of simple and serial mediation
the process suggested by Hayes (2013) is applied. The MEDTHREE analysis (model
6) by Hayes (2013) is supposed to be the most sophisticated method available for
serial mediation. Therefore, the MEDTHREE analysis is used to test the mediation
hypothesis to answer the central research questions of the study.

4. Results and Findings

Table 2, shows the descriptive statics and the correlation among variables. The
correlation test was applied to measure the strength and direction of the relationship
between variables of the study. The value for team goal orientation (M= 3.14, SD=
0.81), for information exchange (M= 2.94, SD= 0.57), for team creativity (M= 3.11,
SD=0.70), and for organizational innovation (M = 3.00, SD= 0.55).

Table 2: Descriptive Statistics and Correlation

Descriptive Statistics Correlation
Mean SD 1 2 3 4
1. Team goal orientation 3.14 0.81 1
2. Information exchange 2.94 0.57 0.45** 1
3. Team creativity 3.11 0.70 0.51** 0.69™* 1
4. Innovation 3.00 0.55 0.49** 0.80** 0.76™* 1

** Correlation is significant at the 0.01 level, N = 436

The correlation matrix indicates the relationship between the different variables
of the study. The team goal orientation and information exchange have moderate pos-
itive correlation (r = 0.45, p = 0.00), showing that team goal orientation can enhance
information exchange among team members. The information exchange and team
creativity have a strong positive correlation (r= 0.69, p = 0.00). The organizational
Innovation was the main dependent variable of the study and the results show that
team creativity and organizational innovation are highly positively correlated (r = 0.76,
p = 0.00). This indicates that when team creativity is enhanced, the organizational
innovation is also enhanced.
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Table 3: Direct Hypotheses Testing

Model 1 (Outcome = IE)
R R? MSE F df1 df2 P
0.45 0.20 0.26 110.00 1 434 0.00
B SE t P LLCI ULCI
TGO 32 0.03 10.49 0.000 0.26 0.38
Model 2 (Outcome = TC)
R R? MSE F dfl df2 p
0.73 0.53 0.22 25.00 2 433 0.00
B SE t P LLCI ULCI
IE 0.7 0.04 15.83 0.61 0.79
TGO 0.22 0.03 7.04 0.16 0.28
Model 3 (Outcome = OI)
R R? MSE F dfl df2 P
0.85 0.72 0.08 389.18 3 432 0.00
p SE t p LLCI ULCI
IE 0.49 0.03 14.68 0.00 0.42 0.56
TC 0.29 0.02 10.00 0.00 0.23 0.34
TGO 0.04 0.02 2.35 0.01 0.00 0.08

Number of bootstrap 1000, Level of confidence 95.00

The results (see table 3) of the hypothesis 1 indicate that there is a 20% vari-
ation (R? = 0.20, F = 110, p = 0.00) in information exchange because of team goal
orientation. The results support the hypothesis B = 0.32, t = 10.49, CI [.26, .38]
that team goal orientation has a positive impact on information exchange among
team members. The results (table 3) of the hypothesis 2 indicate that there is a 53%
variation (R? = 0.53, F = 25, p = 0.00) in team creativity is because of information
exchange and team goal orientation. The results support the hypothesis = 0.70, t =
15.83, CI [.61, .79] that information exchange among team members has a positive
impact team creativity. The results (table 4) of hypothesis 3 indicate that Information
exchange among team members mediates the relationship between goal orientation
and organizational innovation. The results B = .15, SE = 0.20, CI [.11, .20] shows
the indirect effect of information exchange between the relationship of team goal
orientation and organizational innovation. It shows that information exchange has
51% mediation role of information exchange.
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The results (see table 3) of the hypothesis 4 indicate that there is a 29% variation
(R?=0.29, F = 389.18, p = 0.00) in organizational innovation is because of infor-
mation exchange team creativity and team goal orientation. The results support the
hypothesis f = 0.29, t = 10, CI [.23, .34] that team creativity has a positive impact on
organizational innovation.

Table 4: Medthree Analysis for indirect hypotheses testing

(Total, Direct and indirect effects)
Effect (B) Boot(SE) LLCI ULCI
Total indirect effect 0.289 0.028 0.230 0.340
M1 (information exchange) 0.158 0.200 0.110 0.200
M2 (team creativity) 0.064 0.012 0.043 0.019
M1 & M2 (information ex- 0.065 0.009 0.048 0.087
change and team creativity)

Note: Indirect effects (with bootstrap 95% CI and standard error)

M1 = Mediator one, M2 = Mediator two

The results (see table 4) of hypothesis 5 indicate that team creativity mediates
the relationship between information exchange and organizational innovation. The
indirect effect hypothesis § = 0.06, SE =.012, CI [.04, .01] shows the indirect effect of
team creativity between the relationship of team goal orientation and organizational
innovation. It shows that information exchange has 21% mediation role of team
creativity. The results (table 4) of hypothesis 6 indicate that information exchange
and team creativity mediates the relationship between information exchange and
organizational innovation. The results B = 0.06, SE = .010, CI [.04, .08] shows the
indirect effect of team creativity and information exchange (combined indirect effect)
between the relationship of team goal orientation and organizational innovation.
It shows that information exchange has 22% mediation role of team creativity and
information exchange (serial mediation results).

5. Discussion

The main findings of this study provide overall support to the framework. It was
found that team goal orientation is positively associated with information exchange
among the team members. Gong et al. (2011) and Johnson et al. (2006) argued that
sharing of information has always been an effective way of building knowledge, which
is a foundation and building block of creative ideas (Amabile, 2017; Edmondson,
1999). The team goal orientation also reflects the complete understanding of the
team task for each member and to get the whole information, team members share
information among themselves (Bunderson & Sutcliffe, 2003; Gong & Fan, 20006).
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The study also found that information exchange among team members impacts
team creativity, and it also mediates the relationship between goal orientation and
team creativity. The results of these hypotheses are also consistent with the previous
studies. The team outcomes mainly depend on the level of information exchange
among the members (Guan, Xie, & Huan, 2018; Mehta, & Mehta, 2018). It is also
reported that the interaction among all the members can be termed as the climate of
the organization, and research suggests that climate is very much responsible for the
general outcomes, i.e., trust, creativity or innovation. Gong et al. (2012) suggests that
individual creativity ultimately leads to team creativity, which leads to organizational
innovation (Amabile, 2017).

The hypothesis that team creativity has a positive association with organizational
innovation and team creativity mediates the relationship between individual creativ-
ity and organizational innovation are also accepted, and the results were consistent
with the previous studies. Dong et al. (2017) asserted that research on creativity and
innovation support that creativity is the stepping stone for an organizational inno-
vation. Clegg et al. (2002) found that there is a positive relationship between idea
generation (creativity) and idea implementation (innovation). When a large number
of ideas will be generated by the employees, it will add to the total idea bucket of
the organization and innovation will be easy (Perry-Smith & Mannucci, 2017). The
hypothesis 6 postulated that there is a serial mediation of information exchange and
team creativity between the team goal orientation and organizational innovation.
The results support that there team goal orientation enhance information exchange,
which increases tam creativity, which ultimately leads to organizational innovation.
This relationship has not been tested in Pakistani context by previous studies, which
contributes towards the literature of team goal orientation, information exchange,
team creativity and organizational innovation.

5.1. Managerial and theoretical implications

The study adds to the literature of creativity and innovation. This study theorizes
and empirically examines, for the first time in Pakistani advertising agencies, the
bottom-up process among goal orientation, information exchange, team creativity
and organizational innovation. Furthermore, the study adds to the existing theory
of team goal orientation by looking into its influence to enhance creativity and
innovation in advertising agencies of Pakistan. The previous research focused on
the relationship of team goal orientation with creativity (Gong et al., 2009), but the
present research extends this relationship by introducing innovation as an outcome
variable. Furthermore, the present study also extends the understanding of the rela-
tionship between information exchange, creativity and innovation by analyzing the
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sequential mediation model. Another theoretical contribution of this research is the
validation of componential model of creativity (Amabile & Pratt, 2016). This model
suggests that to be creative, the exchange of information, new ideas and knowledge
is required at the workplace. The relationship of team goal orientation and the in-
formation exchange among team members are closely related to the suggestion of
componential model of creativity. As the arguments of this paper also suggest that
for creativity and innovation, the team goal orientation and information exchange
are necessary. Therefore, a noteworthy contribution of this research is the extension
of componential model of creativity.

As creative activities are often carried out by teams, understanding team creativ-
ity is of practical importance to managers. Managers may find it useful to foster the
team learning goal, and this can be done through situational factors such as assigned
objectives and sharing information among the team members. For example, managers
could help to develop the team learning goal by serving as role models for the team
members. Moreover, they may foster the trust relationship with a team leader, thus
unleashing the power of the team learning goal to facilitate information exchange
and creativity.

5.2. Limitation and future research

This study is limited in scope that is important to mention. The respondents of
the study were from the advertising agencies of Pakistan and the data was collected at
one point of time. The results that come out of a cross sectional data can hardly be
generalized. Therefore, it is recommended to empirically test the conceptual frame-
work over a large/different sample of respondents for the more generalizability of
the results. Although, the creative teams from advertising agencies were included for
data collection, there are some other industries (fashion, software, apparel designing
etc.) which are involved in the creativity and innovation. The future research can take
into account such organizations’ creative teams to revalidate the results. Team goal
orientation has a number of other dimensions, but the present study measured it as a
composite variable. The future research may examine the relationship of dimensions
of team goal orientation to enhance the understanding of the studied variables. No
variables were controlled for the hypothesis testing for this study; therefore, it is rec-
ommended for further studies to validate the results by controlling some demographic
variables for example age, gender, education etc.
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