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Organizational Influences on 
Creativity 

The Organization as a Society 

•  Social roles 
prescribed  

•  Good & evil are 
distinct 

•  Truth is not debatable 
•  Individual choices 

restricted to social 
prescriptions 

•  Roles strictly defined 
– Specific functions and 

jurisdictions of 
influence 

•  Rational thinking and 
decision making 

•  Hierarchical 
relationships 
–  Impersonal 
– Based on established 

rules 

Traditional Societies Traditional Organizations 

The Organization as a Society 

•  Identity = group 
identifications  

•  Goals of one’s group 
more important than 
own goals 

•  Admired 
–  “Team player” 
– Not attracting attention 

from others 

•  Group membership 
– Department 
– Work team 

•  Work towards 
organizational goals 

•  Team-oriented 
thinking rewarded 
– Team received credit 

for accomplishments 

Collectivist Societies “Collectivist” Organizations 
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The Organization as a Society 

•  Supports creativity  
– That furthers society’s 

goals 
•  Hinders creativity 

– That threatens power 
structure 

•  Supports creativity 
– When creativity is goal 

of organization 
– Creativity is valued 

•  Hinders creativity 
– When new ideas and 

products threaten 
power structure 

Social Support Organizational Support 

Traditional Organizational Structure 

• Reduce uncertainty 
– Replace it with routine 
– Maximize predictability and order 

• Roles 
– Strictly defined 

• Specific functions and jurisdictions 

•  Ensure accountability 
• Use control to increase productivity 

Traditional Organizational Structure 

•  Work well in stable 
economic environments 
– Homogenous workforce 

and consumer base 
•  Current economic 

environment is unstable 
– Changes are global 
– Heterogeneous workforce 

and consumer base 
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Hierarchical Organization 

• Depends on specialization 
– Encourages conservative thinking 

• Unfamiliarity with subordinate’s 
specialization  
– Rejection of subordinate’s unfamiliar/creative 

ideas 
• Hinders rapid task switching 

– Constant learning curve 
– No time for creativity 

Eliminating Organizational 
Creativity Constraints 

•  Less emphasis on rules, regulations… 
– Less specialization 

• Reward behavior resulting in creative 
products 

•  Fail to punish violations of hierarchy 
• Hire slow learners of the organizational 

code 

Hire Slow Learners of the 
Organizational Code (Sutton) 

•  Shared norms 
• Hiring decisions 

– Based on similarity to 
employees 

•  Innovative organizations 
– Needs “weird” employees 
– “Avoid ignore, or reject “the 

heat of the herd”” 
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Characteristics of “Slow Learners” 

•  Low self-monitors 
•  Avoid contact with co-workers 
• Have high self-esteem 

Low Self-Monitoring 

•  Insensitive to cues about how to act 
– Controlled by inner attitudes, dispositions and 

values 
• Not affected by social norms 

– Increase range of ideas in organization 

Richard Feynman (1918 – 1988) 

• Nobel prize winning physicist 
– Helped create atom bomb 
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Intrinsic and Extrinsic Motivation 

•  Intrinsic motivation 
– Doing something for its own sake 
– Enhances creativity 

•  Extrinsic motivation 
– Doing something for the sake of attaining 

something else 
– Restricts creativity 

Intrinsic Motivation 

•  Low self-monitors 
– Intrinsically motivated 
– “Ignore” extrinsic motivations 

• Need high self esteem 
– Consequences of being different 

Evaluation and Motivation 

•  Traditional organizations 
– Rely heavily on evaluation 

• Affects success in organization 

• How does this affect 
performance and creativity? 
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Evaluation 

•  Includes 
– Positive rewards 
– Negative feedback 

•  BOTH reduce creative productivity 
•  Amabile creativity definition 

– “production of some product that is novel and 
is judged to be of value by some reference 
group or individual” 

– Product the result of heuristic methods 

Algorithmic vs. Heuristic Methods 

•  Algorithmic 
– Set procedure 

for task 
• Heuristic 

– Exploratory 

Amabile Confluence Model 

• Motivation needed for engaging in creative 
process 
– Depends on social-environmental variables 
– Intrinsic motivation 

•  Increases likelihood  

– Extrinsic 
• Decreases likelihood 
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Evaluation and Extrinsic Motivation 

•  Working for reward or to avoid punishment 
– Extrinsically motivated 
– More likely to use algorithmic processes 

•  Working for enjoyment 
–  Intrinsically motivated 
– More likely to engage in 

creative processes 
•  Rely on heuristics 

Extrinsic Motivation 

•  Restrict creativity by 
1.  Distracting person from task 

–  Progress towards goal 
2.  Changing task approach 

–  Risk adverse 

•  Expectations of being judged 
–  Hinder performance on heuristic tasks 

Amabile Research Paradigm 

•  Intrinsically interesting task 
– American haiku, collage 

•  Ss are ordinary individuals 
•  Ss are not told that the experiment 

concerns creativity 
•  Induce different expectations 

– Experimental group: expects evaluation 
– Control group: does not expect evaluation 



8/26/09 

8 

Consensual Assessment Technique 

• Measure of creativity 
– Assess product, not the individual 

•  Experts in a domain 
– Rate creativity of products created by Ss 

• Reliable measure 
– Labor intensive 

Amabile Results: Expectations 

Amabile Results: Expectations 
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Overall Findings 

1. Contracting to do an activity for a reward 
– Decreases creativity 

• Even if “reward” is another activity 
• Even if “reward” received first 

2. Choice interacts with reward 
– No choice 

• Reward enhances creativity 

– Choice 
• Hinders creativity 

Overall Findings 

3. Choice in aspects of how to do task 
– Enhances creativity 
– Enhances intrinsic interest 

4. Positive relationship 
– Between interest and creativity 

Interest 
in 

activity 

Creativity of 
Performance 

Changing Definition 

•  Extrinsic motivation has two components 
– Control 
– Information 

•  Extrinsic motivation comes in two types 
• Nonsynergistic 
• Synergistic 
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Types of External Motivation 

• Nonsynergistic 
– Feel controlled 
– Incompatible with intrinsic motivation 

•  Synergistic 
– Provides information 
– Allow person to improve performance 
– Additive effect with intrinsic motivation 

Synergistic External Motivation 

Interpretation of Reward 
•  Reward seen as information 

–  Does not distract from intrinsic 
motivation 

•  Reward seen as salient + 
constraining 
–  Negative effect on creativity 

•  Reward not salient + 
intrinsically motivated 
–  Will not hinder creativity 

•  Reward seen as enabling 
creativity 
–  Will positively effect creativity 
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Domain 
Expertise 

Motivation 

Creative 
Thinking 
Ability 

CREATIVITY 

Cognitive style 

Heuristics 

Work Style 

Technical skills 

Talent 

Domain 
knowledge 

Task Attitude 

Perception of 
Motivation 

Practical Applications 

• Change perception of events/ rewards 
•  Ensure rewards/recognition is informative 

– Competence 
– How to improve performance 

•  Synchronize evaluation/reward with 
appropriate stage in creative process 

Fear of Failure 


