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ORGANIZATIONAL CREATIVITY FOR COMPETITIVE EXCELLENCE

REKHA K.A
SR. LECTURER
DEPARTMENT OF MANAGEMENT STUDIES & RESEARCH
NAGARJUNA COLLEGE OF ENGINEERING & TECHNOLOGY
BANGALORE

Can organizational creativity lead to competitive excellence? The purpose of this paper is to develop a model linking organizational creativity to competitive
excellence. Drawing upon existing theoretical evidence the paper develops and presents a conceptual model of the relationship between creativity and
competitive excellence. In this era of globalization and competition, creativity is considered to be a key factor for survival, success and excellence of organizations
(Peter Cook, 1998). While creativity is generally of three types, viz. individual creativity, group/team creativity and organizational creativity, this study focuses on
organizational creativity. The methodology adopted is based on case study. This paper presents a case study to support the Conceptual model and depending on
the literature reviews, as well as findings from the case, it is to measure creativity of an organization and to find out the relationship between creativity and
competitive excellence.

KEYWORDS

creativity, creative organization, competitive excellence.

INTRODUCTION
n this era of globalization and competition, creativity is considered to be a key factor for survival, success and excellence of organizations (Peter Cook,
1998). More than just a buzzword, creativity is becoming acknowledged as a critical factor in organisational success. Creativity in organizations might be
defined as the process by which new ideas that make innovation possible are developed. While creativity is generally of three types, viz. individual
creativity, group/team creativity and organizational creativity, this study focuses on organizational creativity.
Creativity comes from the people in the organisation and their ideas or perspective on things. Organisational creativity is where having ideas are promoted,
listened to and acted upon. All people have experiences and ideas from outside the work environment, and a way to capture these ideas is essential in allowing
this creativity to grow. When boundaries are imposed, such as up-front budget constraints, this will limit the creative flow of ideas and you will lose the ability to
harnessing the energy of staff to make break-through advances in the business.
Edward De Bono, considered to be the father of creativity concept, feels that one should get rid of one’s inhibition to be creative, i.e., learning to use the right
brain more.
The case study presented at the end, of a small and medium enterprise (SME) in Kerala which bagged the Rajeev Gandhi National Quality Award in 1999 tries to
identify the determinants of creativity that lead to organizational excellence.

LITERATURE SURVEY

DEFINITIONS OF CREATIVITY AND EXCELLENCE

Cook (1998) considered creativity as an element of competitive advantage for organizations. The most profitable new products will be those that meet the
customer needs more effectively than the competitor’s products, and are therefore preferred by more customers (Mc Adam and McClelland, 2000). Innovation
and creativity benefit companies beyond direct sales growth or efficiency improvements. A company that establishes an effective creativity and innovation
process is also likely to realize social benefits that arise from team working and employee motivation (Cook, 1998). Creativity is seen as the front end of the
innovation process. Amabile (1983, 1997, 1998) defines creativity as the process involved in developing an idea for a new product. Gurteen (1998) defines
creativity as generation of ideas whereas innovation is putting these ideas in to actions by sifting, refining and implementing. Hence he believed that creativity
required divergent thinking process, while innovation a convergent thinking one. Although the fundamental research on creativity dates back to 1960, by the 90s
scholars had started appreciating its value in competitive advantage. The concept of organizational excellence as a topic of academic research and debate
originated with Peters and Waterman (1982) in their book “In search of excellence”. European Foundation for Quality Models (EFQM) guidelines (1999) defines
excellence as outstanding practice in managing the organization and achieving results, all based on a set of eight fundamental concepts, viz, result orientation,
customer focus, leadership and constancy of purpose, management by process and facts, people development and involvement, continuous learning, innovation
and improvement, partnership development and public responsibility.

NEED/IMPORTANCE OF THE STUDY

Creativity is an important aspect of today’s organization. This is particularly important as companies are facing continuous changes in the global economy.
Change is a continuously phenomenon which happens to the organizations both internally and externally that organizations need to make creative plans and
reactions towards predictable or unpredictable challenges.

The organizational environment has been changing rapidly. It is a set of forces and conditions outside the organization’s boundaries that have the potential to
affect the way the organization operates. An organization interacts with its immediate task environment and is affected by the general environment. The task
environment includes the suppliers, distributors, competitors and customers, while the general environment includes forces that are economic, technological,
socio-cultural, demographic, political and legal and global. The external environment has been becoming more turbulent as most companies are now
competing in the global market where changes are not only common but substantial. Some changes are catastrophic such as economic depression and
introduction of new technology. During poor economic times, managers may need to come up with creative strategy to reduce costs such as reducing the
number of employees on the one hand, and to increase the motivation of the remaining employees. Managers may also need to identify ways to acquire and
utilize resources more efficiently. Technological forces can have profound implications for organizations that it can make established products obsolete.
Examples such as typewriters, black-and-white televisions, film cameras. The changes force managers to find new ways to satisfy customer.

STATEMENT OF THE PROBLEM

The rapid growth of competition in business and industry is often quoted as a reason for wanting to understand more about the creativity. Many firms are
continually experiencing pressure to enhance old systems and products. Growth and survival can be related directly to an organisation’s ability to produce (or
adopt) and implement new products or services, and processes. One of the key aspects of any organisation’s success or failure is its ability to stay ahead of the
competition in a rapidly changing environment. The modern business, with its emphasis on competition, building larger markets, strategic planning, team
working, etc., has created the need for new problem solving and decision making strategies. Hence, there is a need to study organizational creativity which in
turn helps to achieve corporate excellence.
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OBIJECTIVES OF THE STUDY

. To know the importance of organizational creativity.

. To identify the factors that enhances and/or facilitates organisational creativity.

. To identify the barriers to organisational creativity.

. What the organisation is doing to encourage / enhance organisational creativity?

. The role of leadership in creating an environment that enhances organisational creativity.

WHY IS CREATIVITY IMPORTANT?

The rational decision maker needs creativity: the ability to produce novel and useful ideas. The ideas are different from what’s been done before but are also

appropriate to the problem or opportunity presented. Why is creativity important to decision making? It allows the decision maker to appraise and understand

the problem more fully including seeing problems others can’t see. However, creativity’s most obvious value is in helping the decision maker identify all viable

alternatives.

Here are some Creative Cues to develop creativity

. Cultivating Creativity: Creativity needs to be enhanced otherwise it dies down. Creativity involves two processes — thinking and producing. Innovation is
the production or implementation of an idea. If you have ideas but don’t act on them, you are imaginative but not creative. Generative research shows
that everyone has creative abilities. The more diverse is the training greater the potential for creative output. An average adult thinks of three to six
alternatives for any given situation. The average child thinks of 60. Organizations can conduct creativity testing at workplace firstly to identify the creativity
domains in their employees. They can invite experts from various fields to conduct workshops.

So here are few ways to unleash creativity in a workplace.

Organizational Motivation

o Appreciative Inquiry

. Experienced facilitators

. Motivation and reward

. Freedom of expression

. Positive Ambience

A STRATEGIC VIEW OF CREATIVITY

LINKING CREATIVITY AND INNOVATION

Organization creativity can be seen as a process where creativity is the input to the processes that lead to innovation, competitiveness and returns on
investment.

The time spent in the “pipeline” varies for different industries e.g. in software applications it may be months and in the aerospace industry it may be decades.
Any shortening of the pipe “length” or improvements in the number of ideas converted to innovations will produce financial benefit. In not-for-profit
organizations, the notion of increased market share or return on investment may be replaced by more appropriate outcomes, such as contribution or
enhancement of strategic positioning. To make progress through the pipeline requires that the organization has a strategy for converting creativity into
innovation. My own research shows that the creativity in organizations has much more to do with an appropriate “context” and rather less to do with “creativity
techniques”. This can be summarized by the 80:20 creativity “formula”.

Figure 1 An input-output view of the creative organization

Ideas Innovation
Peaple 4,' 4,' Growth

: —> — Return on
Finance investment
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and appropriate ideas of creative ideas

The 80:20 creativity “formula”

Creativity is 80 per cent context and 20 per cent technique. In reality, the 80:20 “formula” is not a universal recipe. However, it does give the correct emphasis to
the balance between “context” and “technique”. In my experience as a research and development leader and consultant, too little emphasis is placed on setting
a suitable context for creativity, and this has consequences for the successful exploitation of techniques and tools. This article explores the 80 per cent.

A MODEL OF ORGANIZATION DESIGN FOR CORPORATE CREATIVITY

Organization theory offers several approaches for building models of the structure and functioning of organizations (Child and Kieser, 1981; Khandwalla, 1977;
Pfeffer, 1982). Three approaches are especially useful for building a model of Organizational design for sustained and successful innovativeness. Contingency
theory eschews all universally best designs and argues that, for the organization to be able to survive; its structure and functioning must be adapted to such
features of its operating context as the environment it operates in, the nature of its industry or domain, its size, its technology etc. (Thompson, 1967; Donaldson,
2001). The strategic choice perspective argues that, in any context, organizations can adopt a variety of designs depending upon the strategic choices they make
(Child, 1972; Hrebiniak and Joyce, 1985).Especially important may be such strategic choices as diversification, internationalization of operations, the core values,
the core philosophy of the management, the vision of the future, key elements of the competitive strategy, etc. The synergy perspective argues that, for
superior performance, the various elements of organizational design such as the organization’s strategy, structure, management style, key management
functions, decision-making and other processes, and the capabilities of its human resources must be properly aligned, i.e., must support each other rather than
work at cross purposes Khandwalla, 1973; Miller and Friesen, 1984).
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FIG. 2: MODEL OF ORGANIZATIONAL DESIGN FOR CORPORATE CREATIVITY
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Drawing on the literature survey summarized earlier and the tenets of these three approaches, the above model of organizational design for corporate creativity

(i.e., sustained and successful innovativeness) is proposed for the corporate of emerging economies undergoing liberalization and globalization:

»  As emerging market economies grow more competitive, turbulent, and customer-focused, the greater is the pressure on the organizations to adapt in
various ways, including by modifying business strategy, management style, organizational structure, management practices, and effective modes of
managing innovations/changes. This is because customary ways of operating do not work well enough and the shelf life of market offerings keeps getting
shortened. These pressures are likely to induce decision-makers to search for means for meeting these pressures.

» In spite of the environment becoming more competitive, turbulent, and exacting, some organizations choose to change their design in innovation—
congruent directions, while others choose not to change in this fashion or to a much lesser extent. This is because the ‘prospector’ types of management
would tend to see more opportunities than threats through change and innovation while managements with more conservative mindsets may prefer a
wait-and-watch attitude or see more threats than opportunities from change and innovation (Miles and Snow, 1978).

»  Organizations that do adopt an innovation-friendly organization design tend to display substantial corporate creativity, i.e., they tend to be copiously and
successfully innovative. Innovating successfully is a form of learning and once a facilitative organizational design is adopted and the process of innovating
successfully is mastered, the management would feel encouraged to try out many more innovations and changes required to operate in a turbulent,
competitive, and demanding environment.

»  Organizations that are copiously and successfully innovative tend to have a strong competitive advantage as evidenced by an above average performance
on a variety of effectiveness indicators. This is because there is a time lag between a successful in an organization and its diffusion among its rivals, so that
the more numerous the successful innovations, the larger overall would be the performance advantage of the innovating organization.

FIG. 3: DETERMINANTS LEADING TO ORGANIZATIONAL CREATIVITY
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Leadership and creativity: - As per Peter Cook (1998), a fundamental challenge leader’s face in the 21st century is how to profit from individual potential and
then leverage it so that it produces organizational innovation and excellence. Creative organizations should attract, develop and retain creative talents if they
want to remain competitive. Leadership styles conducive to creativity are participative leadership, leader’s vision for creativity and ability to develop effective
groups. Cook proposes that leaders must effectively communicate a vision conducive to creativity through any available formal or informal channel of
communication and constantly encourage employees. Leaders should also be in a position to balance employee’s freedom and responsibility (Amabile, 1998).
Individuals with strong leadership will consider themselves to have more potential for innovation than individuals with weak leadership potential and individuals
with strong potential for innovation and creativity will be more likely to practice them when they perceive strong support from work place than weak support
(DiLiello and Houghton, 2006). Their model suggests encouraging self-leadership among organizational members while building organizational environment to
support innovation and creativity.

WHAT IS CREATIVE CONTEXT?

Creative organizations have strategies that are built on a flexible but firm context, which includes some of the following elements:
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o Culture, leadership style and values

. Structure and systems

. Skills and resources

Climate, Context, and Culture for Creativity: - Organisational climate could be determined by measuring the level of participation, freedom of expression,
performance standards, interaction with small barriers, large number of stimuli, freedom to experiment and building on earlier ideas. Creativity is a key element
to competitive advantage. When the context is right, creativity techniques can play their role in raising the level and type of creativity within organization (Peter
Cook, 1998). The corporate research foundation lists six key drivers for future success, namely structural flexibility, innovative power, international orientation,
human resources, growth markets and quality of management. Creativity is 80% context and 20% techniques (Peter Cook, 1998). Creative strategy can be
explained by a three legged stool analogy taking creative strategy on the top, and culture, leadership and values, structure and systems and skills and resources
being the three legs of the stool. Organisational culture should be developed to encourage open flow of communication, risk taking, self initiated activity and
teamwork. Moreover, management should trust and respect its employees.

FIG. 4: DETERMINANTS LEADING TO COMPETITIVE EXCELLENCE
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EVIDENCE FROM SOME AMERICAN STUDIES

An American study on 141 pairs of projects conducted by Teresa Amabile and associates also provides interesting insights (Amabile et al., 1995). In each pair,
one project was judged to be high on creativity while the other was judged to be low on creativity. The ‘creative’ projects significantly outscored the ‘uncreative’
projects on six aspects of workplace practices: greater challenge provided in work, greater encouragement to creativity, greater work group support to
individuals, greater sense of autonomy as well as of ownership, and greater encouragement provided by superiors to subordinates. In another study, it was
found that when people jointly identified work-related problems, there was not only greater feeling of participation but the solutions individuals found to
problems tended to be more creative.

TABLE 1: BASIC STATISTICS OF SOME VARIABLES INFLUENCING CREATIVITY AND ITS CORRELATION

Variables Average (in %age points) | Product moment correlations with

CSM | CMS | COS CMP | CMI | CIS CCE
Change in environmental pressure (CEP) 20.1 0.03 | 0.03 | -0.10 | 0.01 | 0.05 | -0.03 | -0.20
Change in innovations-supportive strategic management (CSM) 18.8 0.79 | 0.31 0.65 | 0.64 | 0.73 0.35
Change in innovations-supportive top management style (CMS) 15.4 0.40 | 0.77 | 0.75 | 0.79 | 0.40
Change in innovations-supportive organizational structure (COS) 14.9 0.36 | 0.28 | 0.38 | 0.40
Change in innovations-supportive management practices and culture (CMP) | 17.0 0.76 | 0.79 0.35
Change in effective management of innovation (CMI) 14.6 0.80 | 0.40
Change in corporate innovational success (CIS) 17.9 0.63
Change in corporate competitive excellence (CCE) 8.4

Source: Khandwalla, Pradip N (1995). Management Style.
RESEARCH METHODOLOGY
Organizational creativity is about being different and appropriate. It therefore differs from traditional viewpoints on creativity, which tend to consider ideas for
their own value, independent of any commercial application. This paper presents case studies which will illustrate the different view of creativity.
CREATIVE ORGANIZATION IN PRACTICE
Jacob’s study of four pairs of Indian organizations indicates that organizational design for innovativeness is a strategic choice of the management (1998). Each
pair shared the same industry or activity or parent organization, and yet one in the pair displayed relatively high innovativeness (corporate creativity) while the
other one displayed a distinctly lower innovativeness. A striking difference was within a pair of advertising organizations, both based in Ahmadabad. Mudra
Communications was set up in 1980 by the Reliance business group; Bidhan Advertising, started a decade earlier, was a proprietorship. Mudra was highly
entrepreneurial; Bidhan found a niche early in its life and stuck to it tenaciously. By 1988, Mudra already had a diversified portfolio of activities — nurturing of
small clients that Mudra tried to help grow fast, an example being Pioma Industries, the producer of Rasna line of drinks; market research and advertising
support functions; production of videos; a distribution house; and fashion and textile design. In another decade, Mudra added many more activities, such as
value-adding information for clients; outdoor media work; public relations assignments; product designing; promotions, exhibitions, road shows, and event
management; creation of websites for clients; graphics; sponsored television programmes; creation of corporate brands, etc. All these diversifications catapulted
Mudra into one of the four largest communications companies in India. In contrast, Bidhan stuck primarily to producing more or less conventional advertising
copy for less than a score of loyal clients; 20 years after it’s founding, it had notched up barely 2 per cent of Mudra’s revenues. Mudra won innumerable awards
for communications excellence and creativity; Bidhan simply never entered that race. Organizationally, Mudra was highly divisional zed, had a flat structure, and
was regionally decentralized; Bidhan was run as a tight ship, with the proprietor insisting on overseeing every account personally. Mudra aggressively hired
creative, dynamic youngsters, many from India’s premier management schools, and gave them autonomy in pursuing challenging assignments; Bidhan had no
such policy. Mudra entered into a collaboration with a major American media company; Bidhan never pursued this route. Mudra blended professional
management into its entrepreneurship. For example, it carefully studied the long-term prospects of targeted industries, developed high quality communications
products based on market research for presentation to actual or potential sophisticated clients looking for quality, and custom-tailored communications
services. It targeted not industry leaders but the relatively under-serviced segment of smaller but dynamically managed companies hungry for growth. Mudra
also fully computerized its operations and hired a doctorate holder to head the IT function. Mudra’s CEO travelled incessantly, practicing ‘management by
moving around’ (Peters and Waterman, 1982); he liked to play the roles of a mentor, coach, and motivator. Bidhan’s CEO primarily played the role of a
controller. Mudra developed an internal work climate favoring creativity and innovation. A survey showed that its score on this dimension was 35 versus 16 for
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Bidhan. Mudra also displayed an altruistic and visionary streak — it set up a pioneering institute of communications to train communications professionals, not
just for itself, but for the entire industry. Bidhan stayed away from any such entrepreneurship, strategizing, professional management or altruism.

CASE STUDY ON POPY UMBRELLA MART

Popy umbrella mart, an SME (Small and Medium Enterprise) located at Alleppey (known as Venice of the east) in Kerala is a national leader in umbrella and a
success story for creativity and innovation. The mission of Popy is to continually improve its products and services to meet the customer’s needs. Its daily
production varies from 9600 to 12000 umbrellas, which represents only half the demand expected in and outside Kerala. Popy removed its website from the
internet on account of inability to meet the additional demand created through the internet from India and abroad.

Popy was the first company to be awarded the coveted ISO 9001 certification, for its excellence in the process of umbrella manufacturing. Popy bagged the
prestigious “Rajeev Gandhi National Quality Award” in the year 1999 for its continuous innovation for bringing variety of products and its excellent process of
umbrella manufacturing. Popy has exhibited exceptional brilliance in bringing quality products, product innovation, marketing of its products, meeting
competition and understanding and dealing with culture of customers and employees in Kerala. The long years of experience of V.T.Skariah, the managing
director, and modern management inputs from son Davis, an MBA holder, has helped Popy to build up a culture of innovation in their organization. They have
diagnosed areas where improvement was necessary, identified parts manufacturers in India and abroad, understood the empowerment requirement of their
employees for creativity and innovation, as well as understood the culture of employees and customers of Kerala. Regular interactions with kids and children
along with inputs from cartoon films have enabled them to design innovative umbrellas for kids and children. Popy’s creative advertisements have enabled them
to capture 50% market share of Indian market for umbrellas. Popy’s product specifications was selected by ISl as a benchmark for Indian umbrellas; as other
umbrella manufacturers could not satisfy these specifications, competitors of Popy gradually disappeared from the market. Popy gave full freedom for its
employees for nurturing their creativity and innovation. But at the same time each product is given a serial number and a register is maintained on who
assembled the product and made the stitching etc. This appears to match Peters and Waterman’s suggestion of freedom with accountability. Popy has its
Research and Development department under the guidance of the managing director and general administrator. They collect information about latest cartoon
films and cartoon story heroes from children who visit their showrooms. This resulted in an umbrella with cartoon pictures, which has been hugely popular
among kids. Some other innovative ideas include the AC umbrella with ultra vibrant coating, water proof umbrella with WPWR coating, light house umbrella
which lights up when opened, godfather umbrella which can double up as walking stick, gems umbrella made out of a single piece of cloth without any stitching,
Teflon waterproof umbrella, torch umbrella which can be used as a torch light in the night, comic umbrella with cartoon pictures, five fold Nokia umbrella which
look like a cellular phone etc. Umbrella manufacturing in Popy is highly labour intensive. Popy has gone for automation under the leadership of Davis but the
product quality is yet to reach the level obtained by manual processing.

Popy’s outsourcing to family units satisfies the self-leadership and prestige need of the people of Kerala. The strategy is to provide raw materials and to get back
the finished products form these family units. This year Popy has been declared the best liked product in Kerala after Milma (StateMilk Marketing). The presence
of a competitor, John’s Umbrella Mart, near Popy keeps them vigilant in terms of innovation and quality. Davis has been given full freedom by his father for
experimenting and exploration. Davis introduced the use of computers in designing innovative umbrellas, as well as introduced automation in umbrella
manufacturing. Popy is planning to start a factory in Chennai for umbrella manufacturing and intend to increase the number of family production units in Kerala
to increase production to meet the demand. Every consumer with a Popy umbrella in his hand is an advertiser. Popy converted umbrella selling in India to an
industry of repute. Earlier, the umbrella industry was not considered for recognition and reward. Popy takes good care of its employees, through welfare
programs for its employees, financial support at the time of employees’ house construction, marriage of employees’ daughters, children’s education etc. Popy is
also involved in a social welfare society for mentally retarded children. For Popy, the manner in which they accomplish their mission is as important as the
mission itself. Popy considers its employees as its source of strength in providing corporate intelligence and determine their reputation and vitality. Commitment
and teamwork are their core human values.

RESULTS AND DISCUSSIONS

This case study illustrates the following themes about creativity:

Giving tangible example to the need for tolerance of failure.

Integration of functions that need to communicate and the tolerance of conflict.

Using diversity to produce ideas.

The need for ambiguity tolerance and opportunity spotting (seeing the glass half full rather than half empty)
Passion and persistence in action.

YVVYYVYY

CONCLUSION

The paper presents fairly strong evidence that redesigning organizations for creativity both technical as well as non-technical can provide a powerful edge to
organizations regardless of the pressures of their operating environments. It is noteworthy that only one in three corporate in environments that had got a lot
tougher and a minority of corporate in environments that had not changed much had learnt how to adopt creativogenic organizational designs. As
environmental pressures mount through further liberalization and global competition, the non-adopters could suffer gravely.

Whilst there is no universal prescription for encouraging organizational creativity, a number of factors may be identified that make creativity more probable.
Broadly speaking these subdivide into the following areas: Setting an appropriate culture, leadership style, focusing more on informal structures and
communications than trying to formalize these features and also encouraging diversity of people and skills. Tolerating the conflict that may result, provided that
this is over ideas rather than being of a corrosive nature. At times many organizations have is. So take necessary steps and let the employees be at their creative
best!
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