Chapter Twelve

Culture, Creativity, and Innovation

Learning Objectives

=  DEFINE organizational culture and IDENTIFY the various functions it
serves in organizations

= DESCRIBEthe major types of organizational culture identified in the
competing values framework

® IDENTIFY the factors responsible for creating organizational culture
for transmitting it, and for getting it to change

= DEFINE creativity and DESCRIBE the basic components of individual
and team creativity

=  DESCRIBE various approaches to promoting creativity in organizations

= |IDENTIFY the basic components of innovation and the various stages of
the innovation process
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Three Good Reasons Why You Should Ca

About . . .Culture, Creativity, Innovation

1.

Organizational culture exerts profound
influences on employees, both positive and
negative

Managers play an important role in creating,
transmitting, and changing organizational culture

Individual and team creativity is an important
determinant of an organization’s capacity to be
innovative. This, in turn, is largely responsible
for organizational survival
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Organizational Culture

+

A cognitive framework consisting of assumptions and
values shared by organization members

Subcultures Cultures existing within parts of
organizations rather than entirely throughout them
Dominant Culture The distinctive, overarching
“personality” of an organization , which reflects its core
values

Toxic Organizational Cultures Organizational
cultures in which people feel that they are not valued
Healthy Organizational Cultures Organizational
cultures in which people feel they are valued
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Culture in Organizations
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The Competing Values Framework

According to the competing values framework, the cultures of organizations can be distinguished
in terms of the two opposite dimensions identified here. Combining these two sets of competing
values results in the four types of organizational cultures shown.

Flexibility and Discretion
(interest in making changes)

PN

Internal Focus
(attention paid primarily to what's
going on inside the organization)

Clan Adhocracy
culture culture
Hierarchy Market
culture culture

N

Stability and Control

(interest in keeping things the same)

(Source: Adapted from Cameron and Quinn, | 999; see Note 5.)
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Culture Formation and Maintenance

@ Factors contributing to the creation of an

organization’s culture include
Company founders
Experience with the environment
Contact with others
@ Tools used to transmit an organization’s culture

include
Symbols
Stories
Jargon
Ceremonies
Statements of principle
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The Nike Story

New employees at Nike are told stories that transmit the company’s underlying cultural values. The themes
of some of the most important Nike stories are summarized here along with several of the ways the com-
pany helps keep its heritage alive.

NEW EMPLOYEES ARE TOLD THE FOLLOWING STORIES . ..

B Founder Phil Knight was a middle-distance runner who started the business by selling shoes out of his
car.

B Knight's running coach and company co-founder, Bill Bowerman, developed the famous “waffle sole” by
pouring rubber into the family waffle iron.

B The late Steve Prefontaine, coached by Bowerman, battled to make running a professional sport and was
committed to helping athletes.

TO ENSURE THAT THESE TALES OF NIKE'S HERITAGE ARE KEPT ALIVE, THE COMPANY ...

B Takes new hires to the track where Bowerman coached and the site of Prefontaine’s fatal car crash.
B Has created a “heritage wall” in its Eugene, Oregon, store.
B Requires salespeople to tell the Nike story to employees of the retail stores that sell its products.
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Effects of Culture

# To influenceperformance organizational culture
must bestrong
There is widespread agreement on values among
organizational members
Approval is expressed to individuals who act in ways that
are consistent with the culture
Disapproval is expressed to individuals who act in ways
that are inconsistent with the culture
# Organizations should focus on attracting individuals
whose values match their own (to enspeeson-
culture fit); otherwise, employees will experience
value conflict, which will reduce thesatistaction
andcommitment
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How Culture Changes

Composition of the
workforce

Mergers and

acquisitions ¥
Planned

organizational change

Responding to the N\
Internet
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Creativity

s Creativityis the process by which individuals or
teams produce novel and useful ideas

= Components of individual and team creativity
include

s Domain-relevant skills the capacity to perform a
given task

s Creativity-relevant skills the capacity to approach
things in novel ways

s [ntrinsic task motivation the motivation to do work
because it is interesting, engaging, or positively
challenging
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Creativity-Relevant Skills

= Break mental sets and take new perspectives

Divergent thinking The process of reframing familiar
problems in unique ways

Understand complexities
Keep options open and avoid premature judgments

Follow creativity heuristics
Creativity heuristics Rules that people follow to help
them approach tasks in novel ways

Use productive forgetting

Productive forgetting The ability to abandon
unproductive ideas and temporarily put aside stubborn
problems until new approaches can be considered

12
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Components of Creativity

Skillsin
the Task
Domain

Skillsin
Creative
Thinking

Intrinsic
Motivation

Greatest
creativity

A Model of the Creative Process
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Promoting Creativity

Training People to be Creative
Encourage openness to new ideas
Take the time to understand the problem

Develop divergent thinking

Morphology. An approach to analyzing problems in
which basic elements are combined in systematically
different ways

Developing Creative Work Environments
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Developing Creative Environments

Ensure autonomy

Provide exposure to other
creative people

Allow ideas to cross-pollinate

Make jobs intrinsically
interesting

Set your own creative goals

Support creativity at high
organizational levels
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Creativity: Research Findings

Boosting Creativity

oI new 1deas, and pressure to maintain the status quo.
(Source: Based on suggestions from Amabile, 2000; see Note 19.)
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Innovation

The successful implementation of creative
ideas within an organization

Building blocks:
Motivation to innovate
Resources to innovate

Innovation management
Goals
Rewards
Time Pressure

Innovation Management

Managing
innovation
requires carefully
balancing the
three matters
identified here
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The Process of Innovation
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