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Abstract

The emergence of sustainable team dynamics concept reflects a critical evolution in organizational
theory, aligning the foundations of effective teamwork with imperatives of sustainability. This paper
proposes an integrative conceptual framework of Sustainable Team Dynamics (STD) that brings
together constructs from organizational behavior, team science, and positive psychology. Grounded
in Social Exchange Theory, IMOI (Input-Mediator-Output-Input) model and psychological safety
models, the framework posits that factors such as organizational culture, team composition, task
characteristics, and social capital shape psychological safety and resilience, which in turn influence
team performance and long-term sustainability. To strengthen the theoretical model, a survey of 448
team members was conducted using a structured 24-item Likert questionnaire mapped to eight latent
constructs. Descriptive statistics confirmed high internal agreement on team functioning, and
correlation analyses supported the model’s directional expectations. Organizational culture,
psychological safety and resilience emerged as key predictors of performance, retention and
sustainability. These results strengthen the empirical credibility of the STD framework and reinforce
its potential for guiding leadership development and sustainable team-building strategies. The paper
concludes with implications for leadership development and sustainable HR practices, directions for
further validation and practical implementation.

Keywords: sustainable team dynamics; human resource management; team performance; conceptual
model; empirical validation; organizational sustainability; workforce development

Sustainability has evolved from environmental awareness to a strategic business principle, with
organizations recognizing its ethical and strategic advantages (Wu, 2022). Strong team dynamics play
a vital role in enabling sustainable work practices (Bonaconsa et al., 2021).

The Growing Importance of Sustainability for Businesses

Business success is no longer just about financial performance but also involves environmental
and social factors of TBL framework of people, planet, and profits (Elkington, 1994).Key drivers
making sustainability imperative include:

e  Resource Depletion and Climate Change: Businesses face risks and regulations. Sustainability
promotes resource efficiency and climate mitigation (Moslehpour et al., 2022).

e  Shifting Stakeholder Expectations: Stakeholders increasingly demand social and
environmental responsibility, influencing investment, talent retention and brand loyalty
(Suryasa, Rodriguez-Gamez & Koldoris, 2022).

e Regulatory Pressures: Compliance with stricter global regulations protects reputation and
avoids penalties.

o Efficiency and Cost Savings: Initiatives like energy efficiency and waste reduction lower
operational costs.

Benefits of integrating sustainability include improved reputation, innovation, risk
management, employee engagement, and talent retention.
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Team Dynamics — Engine of Sustainable Practices

Beyond social and environmental benefits, sustainability unlocks competitive advantage
(Belitski et al., 2021; Ding et al., 2023), enabled by effective team dynamics (Hristov & Chirico, 2023).
Teams that are diverse, motivated, and collaborative drive sustainable practices (Bates et al., 2023).
Critical roles of team dynamics include:
¢ Knowledge Sharing and Collaboration: Multidisciplinary expertise enables sustainable

solutions (Dinca et al., 2023).

e  Shared Vision and Goal Setting: Alignment fosters accountability and shared purpose.

e Problem Solving and Innovation: Safe experimentationspaces promote innovative
embedding of sustainability into processes.

e  Accountability and Ownership: Teams own sustainability goals, driving improvement.

e  Motivation and Engagement: Common goals and recognition of sustainability initiatives
enhance commitment.

Emerging Challenges in Team Management and Need for Holistic Approach

Globalization, technology, and knowledge economies demand nuanced team management
approaches (Hasan & Hassan, 2021). Beyond efficiency, today’s teams face new complexities.
Geographically dispersed and project-based teams require cross-time zone coordination and
adaptable teams capable of forming quickly and effectively (Silva et al., 2022). Tech-driven changes
increase the need for continuous upskilling (Li, 2022).

Emerging Challenges

Key concerns for workplace transformations include: maintaining team cohesion in dispersed
teams struggling with trust and camaraderie compared to co-located teams, requiring shared identity
and purpose (Hsiao & Dillahunt, 2021); managing work-life balance as technology blurs boundaries,
potentially causing burnout, requiring leaders to encourage healthy boundaries (Taherdoost, 2023);
enhancing creativity and innovation through diverse perspectives while managing conflict and
fostering psychological safety (Hornor, 2022); and addressing knowledge gaps from rapid
technological change requiring continuous upskilling and knowledge management (Li, 2022).

Conventional team management emphasizes output and fixed metrics. However, long-term
success depends on strong team dynamics, psychological safety and team well-being (Berthelot et al.,
2019; Edmondson & Bransby, 2022). A holistic model balancing results with team care is needed
(Hasan & Hassan, 2021).

Need For Holistic Approach

Holistic team management recognizes interconnected factors influencing performance (Sessitsch
et al., 2023). Key aspects include: psychological safety fostering trust and innovation (Du et al., 2022);
open communication building inclusion and value; team development activities on collaboration,
and conflict resolution enhancing dynamics and performance (Akaki et al., 2022; Elyousfi et al., 2021);
and prioritizing well-being through work-life balance and health resources.

Limitations of Traditional Team Dynamics and the Sustainability Imperative

Hierarchical, output-driven models are misaligned with modern sustainability needs. Today’s
environment demands inclusive, collaborative teams prioritizing psychological safety, open
communication, and empowerment.

Major constraints of traditional models include:

e  Short-Termism: Ignoring long-term impacts undermines sustainability.
¢ Rigid Leadership: Top-down control stifles innovation and ownership.
e Individual Performance Metrics: Competition limits collaborative sustainability efforts.
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¢ Neglected Well-being: Overemphasis on output reduces team contribution to sustainability.

The Sustainability Imperative

Environmental and social challenges make sustainability strategic for business survival:

¢  Resource Depletion and Climate Change: Risks from resource depletion and climate impacts
necessitate sustainable, resource-efficient practices for long-term viability.

e Stakeholder Expectations: Consumers, investors, and employees increasingly demand
corporate responsibility, influencing investment, talent retention, and brand loyalty.

e  Regulatory Pressures: Evolving environmental regulations require proactive sustainability to
avoid fines, disruptions, and reputational harm.

Strategies for Building Effective Sustainability Teams

Leaders can foster effective teams through promoting diversity and inclusion to foster
innovation; training and development equipping employees with necessary skills; ensuring open
communication and transparency on goals about goals building trust and alignment; empowerment
and recognition fostering accomplishment and commitment; and Integrating sustainability into
performance management systems

Literature Review

Team success stems from intricate interactions that enable groups to achieve more than the sum
of individual efforts (Dinca et al., 2023). In contemporary, dynamic environments, communication,
personality, and shared objectives critically influence effectiveness (Balakrishnan, 2022).
Understanding these dynamics is central to fostering collaboration and performance (Hagen, 2012),
particularly when aligned with sustainability imperatives.

Rethinking Team Dynamics in the Sustainability Era

Modern team models increasingly emphasize sustainability through foundational shifts in

mindset and practice. Key elements shaping sustainability include:

e Shared Vision and Long-Term Goals: Integrating sustainability into core missions
encourages collective commitment (Woodard et al., 2022).

e  Psychological Safety and Open Dialogue: Safe environments foster innovation and surface
hidden concerns.

e Diversity and Inclusion: Heterogeneity improves problem-solving in complex contexts.

e  Cross-Functional Collaboration: Multidisciplinary engagement is essential for addressing
sustainability challenges.

¢  Continuous Learning: Ongoing development supports adaptability to emerging demands.
Leaders advance sustainable teams by enabling ownership, recognizing contributions,

incorporating sustainability metrics into performance systems, and emphasizing well-being to

maintain motivation. While team effectiveness has a long scholarly history, its intersection with

sustainability is more recent.

Sustainability as a Strategic Framework

No longer limited to environmental goals, sustainability now incorporates social and economic
responsibility. It emphasizes meeting present needs without compromising future generations (Ryan
& Deci, 2017); and integrates environmental, social, and economic considerations into organizational
decision-making, driving resource efficiency and social impact alongside profitability (Xu et al.,
2023).

Revisiting Team Effectiveness
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Research on team effectiveness evolved from exploring composition and leadership (Elms, Gill,
& Gonzalez-Morales, 2022) to include psychological safety and group dynamics (Levi, 2020; Wang et
al., 2022). Today’s volatile environments demand adaptability and shared purpose (Hindricks et al.,
2020; Mazzetti & Schaufeli, 2022).

Emergence of Sustainable Team Dynamics

The concept of STD stems from converging strands of sustainability and team functioning. As
organizations embed sustainability within core strategies, aligning team processes with these
priorities becomes essential (Suryasa, Rodriguez-Gamez & Koldoris, 2022).

Relevant sustainability principles reflected in team dynamics include:

o Intergenerational Equity: Emphasis on learning and well-being sustains team viability

(Melia, 2016).

¢ Long-Term Thinking: Aligning team goals with sustainability ensures continuity (Lam et al.,
2016).

e  Systems Thinking: Recognizing interdependencies promotes open collaboration (Yao & Liu,
2022).

Evolving Definitions and Trends

Early frameworks like “high-performance sustainable teams” introduced in the late 1990s (Raff
et al., 2022) and ecological analogies such as the “natural systems perspective” (Liu et al., 2022) paved
the way for contemporary understandings. Current directions focus on developing metrics,
embedding sustainability in leadership development, and leveraging technology for virtual
collaboration.

Value of STD for Organizations

Adopting sustainable team principles strengthens resilience and adaptability (Bonaconsa et al.,

2021). Key benefits include:

¢ Innovation: Diversity and safety enhance creativity (Szromek et al., 2022).

e Purpose Alignment: Sustainability-linked objectives foster lasting purpose (Maurer,
Whitman & Wright, 2023).

o Engagement: Well-being strategies improve satisfaction and reduce attrition (Sypniewska,
Baran & Klos, 2023).

e  Agility: Learning cultures adapt to change (Wu, Liu, & Huang, 2022).

e  Resource Optimization: Efficient, lean operations emerge from sustainable practices.

Challenges in STD Implementation

e Balancing short-term business needs with long-term sustainability.

e  Creating psychologically safe spaces for diverse participation.

¢  Countering burnout culture to protect health and motivation.

e  Developing valid measures of sustainability-oriented team performance.

Strategic Levers for Leaders

Leaders can shape STD by:
e Aligning teams with a shared vision.
¢  Promoting inclusion and leveraging diversity.
¢  Fostering empowerment and recognition.
o  Facilitating continuous learning in sustainability practices.
e  Using performance systems focused on long-term priorities.

Theoretical Foundations
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As sustainability becomes a strategic imperative, aligning team functioning with environmental,
social, and economic concerns is crucial. Several theoretical models offer lenses to understand and
build STD.

Social Exchange Theory (SET)

SET, as developed by Homans and Blau, views social behavior as exchange-driven, where
individuals assess effort versus expected returns (Ahmad et al., 2023). Core dynamics include:
e  Reciprocity: Balanced exchanges reinforce mutual commitment (Xia et al., 2023).

e  Trust: Consistent, supportive interactions build confidence and risk-taking.

e  Commitment: Shared vision and belonging enhance persistence and creativity.
SET provides a useful scaffold for team interventions:

e Promoting fairness and recognition.

¢  Building trust through consistent leadership.

e  Strengthening shared goals to foster engagement.

Additional constructs within SET, like Team-Member Exchange (TMX) and Leader-Member
Exchange (LMX), shape satisfaction and performance (Wijaya, 2020). Perceived Organizational
Support (POS) and Perceived Procedural Justice (PPJ) influence team behaviors (Rhoades &
Eisenberger, 2002; Colquitt, 2001), reinforcing engagement and productivity (Ahmad et al., 2023).

In evolving work settings, SET remains relevant; though it must adapt to remote work settings
having reduced in-person interaction and altered supervisory norms(Blau, 1964; Cropanzano &
Mitchell, 2005).

Tuckman’s Stages of Development

Tuckman’s five-stage model (Forming, Storming, Norming, Performing, Adjourning) offers a
roadmap for understanding team evolution (Jones, 2019; Tuckman & Jensen, 1977). Though often
linear in presentation, teams may cycle back as circumstances change. Adaptations for virtual teams
emphasize establishing clarity early and supporting shared norms of collaboration and
communication (Bush, 2023).

Punctuated-Equilibrium Model

Gersick (1988) proposed that teams do not evolve linearly but oscillate between stability and
rapid change. A midpoint transition typically marks reflection and a renewed push toward
completion. This model highlights the role of time pressure in shaping productivity patterns.

Hackman’s Model

Hackman (2002) outlines five conditions for team effectiveness andsuccess:
¢  Clear boundaries and interdependence.
e A compelling direction.
e  Enabling structure and norms.
e  Supportive resources, rewards and leadership.
e  Expert coaching.
This model is widely used to diagnose and improve team performance across sectors
(Cavanaugh et al., 2021).Assessments of Hackman’s model are used diagnostically and summatively
to evaluate team functioning (Hwang, 2018; Smith & Tushman, 2005; Tudor &Trumble, 1996).

IPO and IMOI Models

The Input-Process-Output (IPO) model posits that team effectiveness hinges on how inputs are
transformed into outputs (Kozlowski & Bell, 2003). Inputs include individual traits, team design, and
environment; processes involve interaction mechanisms; outputs encompass performance and
morale. Critics argue for more dynamic feedback, leading to the IMOI model, which introduces
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mediators and cyclical inputs; recognizing that outcomes can inform future inputs and
processes(Ilgen et al., 2005).

Salas Et al.’s Team Performance Model

Building on IPO, Salas et al. integrate contextual elements like organizational climate, Team
Design, Team Processes, communication structures, and shared mental models (Bouwmans et al,,
2021), acknowledging the critical influence of external factors on internal dynamics.

Dysfunction Models

Katzenbach and Smith, and separately Lencioni (2002), identify five common dysfunctions of a
team: absence of trust, fear of conflict, lack of commitment, avoidance of accountability, and
inattention to results (Elms, Gill & Gonzalez-Morales, 2022). Addressing these requires deliberate
cultural and structural change.

Belbin’s Team Roles Model

Belbin’s emphasizes team composition and behavioral diversity(Lu, Lin & Chen, 2017),
identifying nine distinct roles (Ren et al., 2019), categorized into:
e  Thinking: Plant, Monitor Evaluator, Specialist
e  Action: Shaper, Implementer, Completer Finisher
. People: Coordinator, Teamworker, Resource Investigator

Each role brings strengths and challenges. For example, Plants offer creativity while
Implementers drive execution. Effective teams balance roles to optimize task allocation and
strengthen group dynamics (Johnson, 2021).

Additional Models

Frameworks such as the Drexler/Sibbet Model, GRPI, and Team Performance Curve offer further
insight into team development and alignment. Each highlights unique aspects of team success, from
purpose and roles to interpersonal relationships (Drexler et al., 2008; Rubin et al., 1978; Katzenbach
& Smith, 1993).

Integrative Insights and Future Directions

Integrating these theoretical perspectives enables organizations to craft comprehensive
strategies for building effective, sustainable teams. SET’s focus on fairness and trust complements
structural models like IPO and Hackman’s framework. Behavioral models help identify and correct
dysfunctions.

Future inquiry should explore how cultural, technological, and individual variables shape team
dynamics; particularly in virtual and hybrid environments. As work settings evolve, continuous
research is needed to adapt and refine models of team performance and sustainability.

Reframing Sustainability for Team Application

The Brundtland Commission’s definition of sustainable development emphasizes
intergenerational responsibility (Singh, 2022). Sustainability comprises three interdependent pillars:
e  Environmental: Focused on climate mitigation, biodiversity, and resource efficiency.

e Social: Concerned with justice, human rights, and access to health and education.
e  Economic: Promotes long-term growth through resource efficiency, CSR, and responsible
investment.

These dimensions must operate in harmony. Ignoring one undermines the others. Organizations
must weave these principles into all decisions, ensuring long-term impact (Wang, Xu & Meng, 2023;
Camiré et al., 2021; Clauss et al., 2022).

© 2025 by the author(s). Distributed under a Creative Commons CC BY license.


https://doi.org/10.20944/preprints202507.2161.v1
http://creativecommons.org/licenses/by/4.0/

Preprints.org (www.preprints.org) | NOT PEER-REVIEWED | Posted: 25 July 2025

Integrating Insights from Literature

The reviewed literature underscores a growing convergence between traditional team
effectiveness frameworks and the evolving imperatives of sustainability. Classic models such as
Hackman's contextual conditions, Tuckman’s developmental stages, and the IPO framework provide
foundational understanding of how teams form, function, and deliver results. Meanwhile, constructs
rooted in social exchange theory bring to light the relational mechanisms — trust, reciprocity, and
commitment — that underpin effective collaboration.

Overlaying these with sustainability principles reveals new dimensions of team functioning;:
long-term orientation, systemic awareness, inclusivity, and resource consciousness. This alignment
suggests that sustainable team dynamics are not merely an extension of existing models but a
conceptual evolution shaped by broader societal shifts.

Despite growing attention to this convergence, there remains a need to clarify how organizations
can deliberately cultivate such dynamics, operationalize them across diverse settings, and measure
their effectiveness beyond output metrics. These gaps provide a compelling foundation for the
present study, which seeks to build an integrative model of sustainable team dynamics grounded in
both theoretical rigor and contemporary relevance.

Conceptual Development: Sustainability in Team & Organization
Team Sustainability: A Contemporary Perspective

From an organizational behavior lens, team sustainability reflects a team’s capacity to sustain
effectiveness, productivity, and healthy interpersonal dynamics while advancing organizational
goals (Mathieu et al., 2019). It denotes a team’s endurance, adaptability, and its ability to foster
collaboration, trust, and ethical conduct over time (Wijaya, 2020). The concept increasingly intersects
with organizational sustainability, integrating environmental, social, and economic considerations
(Bansal & Roth, 2000). A sustainable team meets immediate targets while contributing to long-term
stakeholder well-being and organizational resilience (Dyllick & Hockerts, 2002).Dimensions central
to team sustainability include:

e  Longevity: Maintaining functional performance over time.

e  Adaptability: Embracing change and evolving work practices.

e  Resilience: Recovering from setbacks to maintain cohesion and productivity.

e  Ethical Conduct: Upholding integrity and contributing to broader societal and environmental
good.

Key enabling factors include trust, shared purpose, psychological safety, effective
communication, and continuous learning; each reinforcing team cohesion, innovation, and long-term
performance.

Sustainability in the Organizational Context

Organizational sustainability operates across three interrelated pillars:

e  Environmental: Resource efficiency, emissions reduction, and waste management.
e  Social: Ethical labor, employee well-being, diversity and community engagement.
e  Economic: Financial viability pursued responsibly.

These three interconnected pillars emphasize the need to balance economic goals with social and
environmental responsibilities (Elkington, 1997).

Sustainability principles permeate operations, supply chains, and human resources. For
instance, operations may integrate energy-saving technologies (Lam & Lai, 2015); supply chains may
enforce ethical sourcing (Krause et al., 2009); and HR may focus on inclusive practices and continuous
development (Avery, 2005). Leadership and organizational culture are critical enablers (Schein, 2010),
embedding sustainability into employee behavior and decision-making (Bansal, 2005).
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Merging Sustainability with Team Management: Theoretical Bases

Although comprehensive frameworks combining sustainability and team management are still
emerging, existing theories provide strong grounding. SET emphasizes reciprocity and fairness,
enhancing engagement in sustainability when contributions are acknowledged and supported
(Cropanzano & Mitchell, 2005; Cooper-Thomas & Morrison, 2018).

Team effectiveness models — Hackman’s and IPO — are adaptable. Hackman’s “compelling
direction” can incorporate sustainability goals, while “enabling structures” and “supportive context”
facilitate sustainable practices (Hackman, 2002). IPO frameworks allow sustainability to be treated as
input (e.g., team expertise), process (e.g., cross-functional problem solving), and output (e.g.,
environmental or social contributions).

Team development models such as Tuckman’s (Tuckman & Jensen, 1977) and Gersick’s
Punctuated-Equilibrium Model also inform integration strategies. For example, sustainability values
can be embedded during norming, and reinforced during midpoint transitions when teams
reevaluate direction.

Team Dynamics and Organizational Sustainability (TDOS)

Research increasingly underscores the interdependence between team dynamics and
sustainability outcomes. Organizations with collaborative cultures and long-term orientation are
more likely to innovate sustainably and engage employees meaningfully (Bansal, 2005). While
individual pro-environmental attitudes matter, team cohesion often proves more decisive for
successful sustainability initiatives (Robertson, 2021).

Organizations institutionalize sustainability through governance mechanisms like board-level
oversight and performance-linked incentives (Flammer, 2013). Leadership remains pivotal —
visionary, sustainable leaders align environmental, social, and economic priorities, cultivating
commitment and trust (Avery, 2005).

Though still conceptually evolving, team sustainability is being shaped by theoretical insights,
leadership behaviors, and organizational culture (Elkington, 1997; Dyllick & Hockerts, 2002).

Emerging Trends at the TDOS Intersection

Contemporary models (e.g., SET, Hackman, IPO, Tuckman) offer building blocks for embedding
sustainability into team functioning. “Team sustainability” represents a shift from short-term output
focus to long-term organizational contribution, supported by psychological safety, shared purpose,
and continuous learning.

Recent research highlights micro-level factors such as employee green behavior (Ones &
Dilchert, 2012) and their cumulative effect on organizational sustainability. Scholars now emphasize
systemic, multi-level approaches rather than isolated strategies.

Future work should focus on developing frameworks that explicitly link team effectiveness with
sustainability. Research can also explore how communication, conflict resolution, and learning
processes influence sustainability outcomes. Longitudinal studies tracking the performance and
longevity of sustainability-oriented teams could provide practical insights.

Understanding STD is vital as organizations navigate increasing environmental and social
expectations. Teams must evolve into both performance units and stewards of sustainable
development.

Key Drivers of TDOS: Empirical Insights

Leadership and Management Practices

Transformational leadership fosters cohesion, innovation, and engagement through vision and
individualized support (Baker & Hoidn, 2023). Empowering leaders who delegate and develop team
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capabilities drive sustainability-focused innovation and engagement (Zhang & Bartol, 2010). Clear
goal setting and performance feedback remain central to long-term team success (Mehra, 2022).

Team Composition and Diversity

Empirical findings on diversity remain mixed. Demographic diversity may initially challenge
communication but enhances creativity in the long term (Nayak & Agarwal, 2011). Cognitive
diversity typically supports better decision-making (Rolin et al., 2023). Inclusivity and effective
diversity management are essential to leveraging diverse viewpoints (Cunningham et al., 2023).

Communication and Information Sharing

Transparent communication builds trust and cohesion (Waters et al., 2020). High-quality
information sharing correlates with problem-solving effectiveness (Zha et al., 2022). Psychological
safety and climate significantly shape how freely ideas are exchanged (Nguyen, 2021; Orekoya, 2023).

Conflict Resolution and Problem Solving

Constructive conflict management approaches such as collaboration and compromise support
innovation and mutual understanding (Kay & Skarlicki, 2020; Higgins, 2011). Destructive styles like
avoidance harm performance and increase stress (Ausat et al., 2023). Clear roles and structured
methods aid effective resolution.

Organizational Support and Resources

Resource availability — financial, technological, training — enhances performance and satisfaction
(Burack et al., 2023). Cultures that value learning, collaboration, and recognition strengthen team
sustainability by reinforcing prosocial behaviors.

Integrating Sustainability Principles with Team Dynamics

Modern workplaces demand more than efficiency; they require teams capable of advancing
holistic sustainability goals. Traditional output-centric models fall short when navigating the
complexities of sustainable operations.

Sustainability now transcends environmental concerns, encompassing holistic business
practices for environmental responsibility, social justice, and economic viability. Simultaneously,
team research has shifted from static traits to dynamic collaboration and adaptation. The convergence
of these fields leads to the concept of STD as reorientation of teams toward long-term, systems-
focused, and ethical functioning.

Sustainability Principles Aligned with Team Dynamics

Core sustainability principles align well with concept of STD:

e Intergenerational Equity: Like sustainability, teams must nurture continuous learning and
capability building.

e  Long-Term Thinking: Sustainable teams look beyond immediate goals to enduring impact.

e  Systems Thinking: Recognizing interdependence, teams adopt collaborative, cross-functional
strategies.

e  Resource Efficiency: Mindful use of time, talent, and tools reflects sustainable practice.

e Innovation: Teams that support experimentation and diverse inputs adapt better to complex
challenges.

Linking Team Models with Sustainability

Established effectiveness models provide valuable frameworks to support STD through
adaptation:
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e Hackman’s IPO Model: Incorporate sustainability in inputs (team design), processes
(collaboration on green goals), and outputs (triple bottom line results).

e Salas et al’s Contextual Model: Embed sustainability into organizational influences like
leadership and culture.

e Katzenbach and Smith’s Dysfunctions Model: Extend accountability to include environmental
and social commitments.

e Belbin's Roles Model: Highlight the creative and evaluative roles essential for sustainable
innovation.

Practical Strategies for Building Sustainable Teams

Practical leadership actions include:
e  Shared Vision: Align team missions with sustainability goals to foster commitment.
e Diversity and Inclusion: Use heterogeneous teams to generate innovative, inclusive solutions.
e Empowerment and Recognition: Support ownership of sustainability efforts and reward
contributions.
e  Continuous Learning: Offer training in sustainability tools and foster knowledge sharing.
e  Aligned Performance Management: Integrate sustainability metrics into team evaluations.
¢  Well-being Focus: Promote work-life balance to sustain motivation and reduce burnout.
e  Sustainability-Oriented Leadership: Cultivate leaders who model long-term thinking and
collaborative action.
This integrated approach bridges traditional team dynamics with sustainability imperatives,
enabling organizations to build resilient, effective teams that contribute meaningfully to sustainable
development goals.

Implementation Challenges

Key challenges include:

e Balancing Goals: Leaders must reconcile short-term business pressures with long-term
sustainability.

e  Fostering Trust: A psychologically safe climate is essential for inclusivity and risk-taking.

¢  Measuring Impact: Developing sustainability-aligned metrics for teams remains a work in
progress.

Conceptual Development: STD

Understanding STD involves requires defining its core attributes and dimensions before
proposing a theoretical model explaining factors affecting teams’ long-term viability and
effectiveness.

Defining STD and Its Core Attributes

STD refers to enduring patterns of team interaction and shared understanding that enable goal
achievement while preserving team member well-being and long-term viability (Melia, 2016). Unlike
conventional team success models focused on short-term outcomes, STD emphasizes the durability
of team functioning, adaptability, and ongoing positive contributions.

Core attributes of STD include:

e  Shared Purpose and Vision: Unified goals guide team efforts (Wyatt, 2021).
e  Mutual Trust and Respect: Foundation for psychological safety and open communication (Liu

et al., 2023).

e  Effective Communication: Ensures clarity and coordination across tasks.
e  Constructive Conflict Management: Navigates disagreements productively, fostering learning

and innovation (Kay & Skarlicki, 2020).
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e  Collective Learning and Adaptability: Supports reflection, improvement, and resilience (Folke
et al., 2010).
These attributes have been touched upon in the broader literature on team effectiveness and
sustainability, as discussed earlier, and remain vital in conceptualizing STD as a long-term capability.

Dimensions of STD

Building on insights from models like Hackman’s IPO, Tuckman’s team development stages,
and SET, STD comprises several interrelated dimensions:

e  Sustainable Team Leadership: Leaders model ethical conduct, empower members, and promote
inclusive decision-making that builds collective ownership and accountability (Igbal &
Piwowar-5Sulej, 2023).

e  Sustainable Team Processes: Teams sustain performance through open communication,
transparent decision-making, active listening, collaborative conflict management and a
knowledge-sharing culture (McMullin & Dilger, 2021; Lewis, 2022; Yeboah, 2023).

. Sustainable Outcomes: STD is reflected in team well-being (reduced stress, satisfaction,
belonging), longevity (maintaining cohesion), and adaptability (responding to shifting
demands) (Ji & Yan, 2020; Torricelli & Pellati, 2023).

¢  Organizational Support: Adequate resources and a culture that values collaboration and
development are crucial (Dimas et al., 2023; Lacerenza et al., 2018).

These dimensions echo themes already covered in team sustainability and TDOS, reinforcing
their relevance to STD.

Emerging Literature on STD

Literature on STD is nascent but growing. It reconceptualizes performance as sustained
functionality rather than episodic success (Lam et al., 2016). Core dimensions frequently cited
include:

e  Sustained Performance: Continuous achievement under evolving demands.

e Member Well-being: Psychological and physical health, job satisfaction, and sense of belonging.
e Longevity and Viability: Teams that remain effective over time despite disruption.

e Adaptive Capacity: Flexibility and learning to navigate uncertainty.

These aspects have been discussed previously. Attributes supporting STD include high levels of
trust and psychological safety, strong shared purpose, effective communication and knowledge
sharing, constructive conflict management, and a continuous learning culture.

Frameworks and Empirical Evidence

Emerging frameworks often build on the IPO and IMOI (Input-Mediator-Output-Input) models
(Zhou et al., 2021), integrating cyclical and temporal perspectives. Positive team climates lead to
sustained performance and reinforce enabling behaviors over time. Adaptive mechanisms, such as
learning culture and resilience, feature prominently.

Empirical studies, while not always labeled as STD-specific, support many antecedents and
outcomes. For example, collaborative organizational cultures foster sustainability (Meisenbach &
Brandhorst, 2018), diversity may contribute to team longevity (Liu et al., 2021), while effective
communication and conflict resolution drive cohesion (Kay & Skarlicki, 2020).

Meta-analyses have confirmed the role of leadership, communication, team resilience, diversity
and psychological safety in enabling long-term effectiveness (Mazeed et al., 2023; Dimas, Torres &
Lourenco, 2023). These findings echo themes already developed in earlier sections on leadership and
team dynamics.

Benefits of STD:

STD offers tangible benefits that extend beyond productivity:
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¢ Innovation and Complex Problem-Solving: Teams that feel safe and supported are better
positioned to tackle sustainability challenges with creativity.

e Employee Engagement and Retention: Prioritizing well-being correlates with satisfaction and
reduces attrition (Sypniewska, Baran & Ktos, 2023).

e  Efficiency and Cost-Reduction: Sustainable teams make better use of resources, enhancing
organizational efficiency.

e  Resilience and Adaptability: Teams grounded in learning are better equipped to handle change
and uncertainty.
These benefits reinforce why STD is not merely a theoretical concept but a practical imperative

for future-ready organizations.

Synthesis: Toward a Sustainable Teaming Paradigm

As seen across prior sections, Sustainable Team Dynamics represent a vital evolution in team
theory — shifting focus from episodic performance to long-term effectiveness grounded in well-being,
adaptability, and purpose. STD integrates lessons from team effectiveness models, sustainability
principles, and organizational behavior theories into a unified framework.

By cultivating trust, open communication, supportive leadership, and adaptive processes,
organizations can build teams that not only deliver results but sustain themselves — and their people
— through change. As the global workplace becomes more complex and values-driven, investing in
STD offers a roadmap for aligning human potential with sustainability goals.

Proposed Theoretical Model of STD

Building upon the aforementioned dimensions, a theoretical model of STD is proposed in Figure
1, conceptualizing the interplay of key organizational constructs that drive enduring team success.
The model posits that organizational culture, team composition, and task characteristics serve as
antecedents shaping initial team conditions.

Model of Sustainable Team Dynamics

Social
Capital

Organizational
Culture

‘ Employee

Retention

Antecedents

Figure 1. Theoretical Model of STD.
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A collaborative, learning-oriented culture emphasizing well-being forms the foundational
contextfor sustainability. A team composition enriched with diverse skills and perspectives enhances
collective problem-solving and adaptability; while complex and interdependent tasks heighten the
need for strong collaboration and effective communication.

These antecedents influence team sustainability through mediating mechanisms such as social
capital, psychological safety, and team resilience:

° Social Capital, encompassing trust and shared norms, facilitates cooperation and information

sharing (Nutakor et al., 2023).

o Psychological Safety enables open, risk-tolerant communication, which is essential for
innovation.

e Team Resilience, the capacity to adapt to adversity and recover from setbacks, sustains
performance and promotes long-term viability.

The synergy of these mediating factors leads to a range of desirable outcomes, including team
performance, employee retention, and organizational sustainability:

e  High performance emerges through enhanced collaboration, problem-solving, and adaptability.

e Employee retention improves due to increased well-being, engagement, and a sense of
belonging.

e  Organizational sustainability benefits from a resilient, innovative, and productive workforce.

Adopting a systems perspective, the model highlights dynamic interconnections rather than
linear causality. It aligns with foundational theories such as:

e  Social Exchange Theory (SET) — emphasizing reciprocal relationships and fairness,

e  Conservation of Resources Theory (COR) - focusing on resource acquisition and preservation,

¢ Broaden-and-Build Theory of Positive Emotions - illustrating how positive experiences foster
resilience and growth.

This integrated model bridges structural and psychological elements vital for sustained team
functioning, offering both a theoretical foundation for empirical research and a practical framework
for cultivating resilient, high-performing teams in complex organizational ecosystems.

STD thus emerge as central to organizational effectiveness and long-term success. A deep
understanding of their core attributes and dimensions enables organizations to create environments
that support both immediate objectives and long-term team viability.

The proposed model provides a comprehensive framework for investigating the interplay of
antecedents, mediators, and outcomes. Future research should furthertest and refine this model by
exploring context-specific variables and developing targeted interventions to foster sustainable
teams across diverse organizational settings

Conceptual Framework

The conceptual framework integrates multiple levels of influence to explain how STD emerge
and impact organizational outcomes. It begins with organizational culture — when centered on trust,
learning, and well-being, culture shapes team norms and fosters psychological safety. A supportive
culture encourages openness, risk-taking, and adaptability, laying the groundwork for sustainable
team functioning.

Team composition — including personality traits, skills, and shared values — affects how
effectively teams utilize resources and interact. Meta-analyses indicate that teams characterized by
high levels of conscientiousness, agreeableness and value congruence tend to perform better.
Similarly, task characteristics such as complexity, interdependence, and meaningfulness influence
engagement and collaboration. While such tasks stimulate motivation and commitment, they also
increase the need for robust internal support mechanisms.

At the core of the framework lies team social capital — defined as the network of strong
interpersonal relationships, trust, and shared norms within the team. Social capital acts as a mediator
between inputs (organizational culture, team composition, and task design) and team outcomes.
High levels of social capital enable:
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Effective knowledge sharing,

Collective problem-solving, and

Informal emotional and task-related support.

In turn, this nurtures team resilience — the collective capacity to withstand, adapt to, and recover

from adversity. Notably, psychological safety and social capital are mutually reinforcing and pivotal

to resilience, as they allow teams to experiment, adapt, and sustain performance without fear of

blame or failure.

Key Interacting Components

This framework proposes that six interacting components — organizational culture, team

composition, task design, social capital, psychological safety, and resilience — form a virtuous cycle.

When aligned, these elements reinforce each other and produce three primary outcomes:

1.
2.

Team Performance: STD enhance innovation, adaptability, and consistent output over time.
Employee Retention: Supportive, growth-oriented teams reduce burnout and turnover,
fostering long-term engagement.

Organizational Sustainability: Resilient teams contribute to human capital preservation, help
meet strategic goals, and align with sustainable human resource management (HRM)
principles.

Empirical Validation of Proposed Model

Research Objectives

The study aims to empirically validate the STD model by:

Testing relationships among antecedents, mediators, and outcomes.

Confirming the mediating roles of social capital, psychological safety, and team resilience.
Assessing the predictive power of antecedents on team performance, retention, and perceived
sustainability.

Research Hypotheses

H1: Organizational culture positively influences social capital.

H2: Team composition diversity positively influences psychological safety.

H3: Task interdependence positively influences team resilience.

H4: Social capital positively affects psychological safety and resilience.

H5: Psychological safety and resilience mediate the relationship between antecedents and
outcomes.

Hé6: Higher levels of social capital, psychological safety, and resilience predict enhanced team
performance, lower turnover intention, and greater perceived team sustainability.

Constructs and Measures

Please refer the Table-1.

Table 1. Constructs and Measures.

Construct Type Example Indicators

Organizational Culture Antecedent  Trust, learning orientation, supportiveness

Team Composition Antecedent Diversity in skills, values

Task Characteristics Antecedent Complexity, interdependence

Social Capital Mediator Trust, shared norms, mutual help
Psychological Safety Mediator Safe to express ideas, tolerance for mistakes
Team Resilience Mediator Recovery from setbacks, adaptability
Team Performance Outcome Innovation, productivity, responsiveness
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Retention Intention Outcome Commitment to remain
Perceived Sustainability Outcome Long-term viability and cohesion
Methodology

Research Design

A quantitative, cross-sectional survey design was adopted to test the conceptual framework of
STD, incorporating key variables across organizational, interpersonal, and psychological domains.

Instrument Development

A structured 24-item Likert scale questionnaire (1 = Strongly Disagree to 5 = Strongly Agree) was
developed, with three items per construct:
e (Q1-Q3: Organizational Culture
o (Q4-Q6: Team Composition
o  (Q7-Q9: Task Characteristics
e (Q10-Q12: Social Capital
e Q13-Q15: Psychological Safety
o  (Q16-Q18: Team Resilience
o  (Q19-Q21: Team Performance
e (Q22-(Q24: Retention & Sustainability
For same set of 24 questions, four different questionnaires were prepared where each
questionnaire had six questions worded negatively. The responses were reverse coded accordingly
before analysis. Construct scores were calculated as the average of the relevant items.

Sample Design

. Population: Cross-functional teams (e.g., Operations, HR, MM, Marketing, R&D, CSR, L&D,
Management) across sectors (corporate, nonprofit, academic).

e  Sampling: Stratified purposive sampling based on sector and function.

e  Sample Size: ~450 responses. This value was confirmed through AI tools to be sufficient for
Structural Equation Modeling (SEM) and exceeding the minimum requirement based on
G*Power and parameter estimation norms.

Data Analysis Plan

e Data Preparation: Reverse-coded negative items.
e Reliability & Validity: Cronbach’s Alpha for each construct and for entire questionnaire > 0.70.
e  Hypothesis Testing;:

o  Pearson correlations among constructs

o  Multiple regression analysis
Data Collection and Statistical Processing

Survey was concluded after receipt of 448 responses. The response dataset was generated in MS-
Excel for statistical analysis.

Results

Descriptive Statistics

All constructs were measured on a five-point Likert scale. Descriptive analysis of the 448
responses yielded the insights as in table-2.

Table 2. Descriptive Statistics.
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Variable Mean SD  Skewness Kurtosis Min Max Range
Organizational Culture 3.999 0.405 -0.018 -1.001 3.33 4.67 1.34
Team Composition 4.001 0.403 -0.065 -0.982 3.33 4.67 1.34
Task Characteristics 3.999 0.407 -0.011 -0984 333 4.67 1.34
Social Capital 4.000 0.401 0.023 -1.026  3.33  4.67 1.34
Psychological Safety ~ 3.999 0.413 -0.024 -0976  3.33 4.67 1.34
Team Resilience 4.000 0415 -0.063 -1.044 333 4.67 1.34
Team Performance 4538 0.163 -0.469 -1.788 433 4.67 0.34
Retention Sustainability 4.537 0.163 -0.450 -1.806  4.33 4.67 0.34

Interpretation. Can be summarized as:

e  The mean scores (#4.00) reflect consistently favorable perceptions across all constructs.

e Low standard deviations in outcome variables (Team Performance and Retention and
Sustainability) suggest high agreement and low dispersion. Predictors show moderate
variability (SD ~0.4).

Correlation Statistics

As shown in the table-3, all variables show positive directional correlation.

Table 3. Correlation Statistics.

Org Culture 1 1.000
Team Composition 2 0.740 1.000
Task Characteristics 3 0.750 0.724 1.000

Social Capital 4 0.716 0.741 0.722 1.000
Psych Safety 5 0.733 0.754 0.746 0.754 1.000
Team Resilience 6 0.721 0.727 0.752 0.721 0.763 1.000

Team Performance 7 0.667 0.657 0.612 0.649 0.665 0.663 1.000
Retention Sustainability 8  0.665 0.656 0.674 0.659 0.689 0.673 0.643 1.000

Regression Analysis

Model 1: Predicting Team Performance. Table 4 shows results. R?=0.553, Adjusted R2 = 0.547,
F(6, 441) = 91.01, p < 0.0001.

Table 4. Regression Analysis (Model 1: Predicting Team Performance).

Predictor B Coeff. Std. Err. t-Stat. p-Value Significance
Intercept 3.205 0.058 53.31 <0.001 Significant
Org Culture 0088 0023 389 oo “isnificant, Strong positive
influence
Team Composition  0.061 0.023 2.63 0.009 Significant, Moderate influence
Task Characteristics  -0.010 0.023 -0.44 0.662 Not Significant
Social Capital 0.058 0.023 255 0.011 Significant contributor
Significant Statistically

Psychological Safety  0.061 0.024 256 0.011
relevant

Significant, Positive, solid

Team Resilience 0.076 0.022 3.39 0.001
effect

Interpretation. R? (0.553):55.3% of variance explained. Adjusted R? (0.547):Model is robust,
adjusted for predictors. F(6, 441) = 91.01, p < 0.0001:Model is statistically significant. Team
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Performance is significantly driven by organizational factors, team environment, and resilience. Task
characteristics do not significantly impact performance.

Model 2: Predicting Retention and Sustainability. Table 5 shows the results. We found R2=
0.575, Adjusted R2? = 0.569, F(6, 441) = 99.41, p < 0.0001

Table 5. Regression Analysis (Model 2: Predicting Retention and Sustainability).

Predictor B Coeff. Std. Err. t-Stat. p-Value Significance
Intercept 3.168  0.057 5594 <0.001 Significant
Org Culture 0.058 0.022 262 0.009 Significant Positively related
; S >
Team Composition ~ 0.038  0.023 166  0.097 Margmauyosg’;r)uﬁcam (P
Task Characteristics  0.062  0.023 2.76  0.006 Significant in this model
Social Capital 0.050 0.022 225 0.025 Meaningful contributor
Psychological Safety 0.075  0.023 325  0.001 Strong predictor
Team Resilience 0.059 0.022 2.69  0.007 Important role

Interpretation. R? (0.575):57.5% of variance explained. Adjusted R? (0.569): Model is robust,
adjusted for predictors. F(6, 441) = 99.41, p < 0.0001:Model is statistically significant. Retention is
influenced by job-related factors, safety, culture, and resilience. Team Composition’s effect is weaker
here.

Interpretation Summary

The regression models reveal that both team performance and retention and sustainability are
significantly influenced by a cluster of psychosocial and structural factors. Organizational culture,
psychological safety, social capital, and team resilience consistently emerge as strong predictors
across both models, affirming their foundational role in team sustainability.

e  Organizational Culture positively shapes team dynamics by fostering a supportive, values-
based environment.

e Psychological Safety enhances both innovation and retention by enabling open dialogue and
reducing fear of failure.

e  Social Capital, through trust and shared norms, bolsters collaboration and resilience.

e Team Resilience contributes not only to adaptive functioning but also to consistent outcomes
over time.

Notably, team composition plays a more critical role in driving performance than retention,
while task characteristics significantly affect retention but not performance. These divergent effects
underscore the context-sensitive nature of STD.

Discussion

The empirical findings offer robust support for the proposed STD model. Consistent with earlier
conceptualizations, sustainability emerges as a multi-dimensional construct shaped by cultural,
structural, and relational antecedents that interact through key mediators such as psychological
safety, social capital, and resilience.

The differential effects observed between team performance and retention and sustainability
provide important practical implications:

e For enhancing performance, efforts should prioritize skillful team composition, resilient
mindsets, and psychological safety that nurture innovation.

e  For promoting retention, attention to task design, supportive culture, and interpersonal trust
becomes essential.

e Focus on strengthening Organizational Culture and Psychological Safety to enhance both
performance and retention.

© 2025 by the author(s). Distributed under a Creative Commons CC BY license.


https://doi.org/10.20944/preprints202507.2161.v1
http://creativecommons.org/licenses/by/4.0/

Preprints.org (www.preprints.org) | NOT PEER-REVIEWED | Posted: 25 July 2025 d0i:10.20944/preprints202507.2161.v1

18 of 25

e Investin team resilience training programs to support sustained outcomes as it’s a cross-cutting
driver.
e  Evaluate task designs to improve employee retention.
e Refine team composition strategies (Adjust team structures) to boost immediate team
performance gains.
The high explanatory power (R? > 0.55) of both models and statistical soundness of predictors
underscore the model’s utility for strategic HRM, team coaching, and organizational design.
This analysis underscores the multifaceted drivers of team outcomes. Strategic emphasis on
culture, safety, and resilience can significantly improve both employee effectiveness and retention.
These findings align with existing literature emphasizing the value of inclusive leadership,
adaptive structures, and well-being-oriented environments in cultivating high-functioning and
enduring teams (Liu et al., 2023; Sypniewska et al., 2023; Zhou et al., 2021).

Conclusions and Implications

This study aimed to conceptualize, model, and empirically validate the construct of STD — as a
novel HRM concept focused on long-term viability through supportive social and structural
mechanisms — by investigating the interplay of organizational antecedents, psychosocial mediators,
and team-level outcomes. Drawing upon established theories and emerging literature, the study
proposed and tested a comprehensive model integrating elements such as organizational culture,
team composition, task characteristics, psychological safety, social capital, and team resilience.

The empirical analysis, based on survey data from 448 respondents across cross-functional
teams, provided strong support for the hypothesized relationships. Both regression models
demonstrated high explanatory power (R?=0.553 for Team Performance; R?=0.575 for Retention and
Sustainability), validating the robustness of the proposed framework.

Key conclusions emerging from this research are as follows:

Theoretical Contributions

e  The study advances the conceptualization of team sustainability by integrating temporal,
structural, and psychological dimensions into a unified framework.

e It empirically demonstrates that sustainable team outcomes are not merely a function of
performance but are significantly shaped by relational dynamics (trust, psychological safety,
shared norms) and adaptive capacities (resilience, learning).

e  The identification of distinct predictors for team performance and retention and sustainability
adds granularity to the literature on team effectiveness and sustainability.

Practical Implications

The findings have several implications for organizational leaders, HR practitioners, and team
designers:

e  Cultivating a learning-oriented and inclusive organizational culture emerges as foundational
for fostering both high performance and team retention.

e Investment in psychological safety and social capital development — through leadership
training, team coaching, and open communication systems — is likely to yield sustainable returns
in team functioning.

e Tailoring team composition strategically and designing meaningful, interdependent tasks can
enhance performance and engagement.

¢  Building team resilience should be an explicit developmental priority, especially in volatile and
complex operational environments.

These insights align with sustainable HRM principles, reinforcing the need to design people
practices that balance productivity with well-being and long-term team viability.
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Limitations and Future Research

While the study offers significant insights, certain limitations warrant mention:

The cross-sectional design limits causal inference. Longitudinal studies could better capture the
evolution of sustainable dynamics over time.

Sectoral and cultural variations were not explored in depth; future studies should examine how
industry context, cultural values and team lifecycle stage affect sustainability constructs. This
would also need geographic extension of survey population.

Future research could also:

Refine the theoretical model through multilevel or longitudinal modeling, examining how
sustainable dynamics unfold across time and organizational layers.

Investigate interventions (e.g., resilience training, inclusion programs) that actively enhance the
identified mediators and outcomes.

Explore team sustainability in remote, hybrid, or Al-augmented team contexts, where dynamics
may differ considerably.
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