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Creativity and innovative problem-solving must be cultivated within an organization.
While productive, useful idea-generation does require a degree of structure, and even
deadlines, a truly innovative organization provides its employees with room to explore,
pursue novel approaches, and even fail (Ciit, 2016). More rigid and risk-averse
organizations, in contrast, are more likely to stifle creativity, and may leave team
members with the impression that only flawless, highly actionable, low-impact ideas are

welcome at the table.

As a manager, you must take responsibility for influencing your organization’s culture, to
create a workplace where individuals feel comfortable, yet challenged, and free to
produce big ideas that may, sometimes, fail. Crafting an organizational culture that
fosters true creativity can be a big challenge — and it will typically require steps from
both the top-down and bottom-up level. Ultimately, however, industrial-organizational
research has identified the main elements of organizational culture you should target, if
you wish to cultivate innovation: organizational warmth, tolerance for failure and
ambiguity, and a long-term future orientation. The research on each of these will be

discussed below.

What is the "temperature” of your organization? Psychologists define an organization’s
warmth or coldness in terms of how supportive, approachable, and amiable its
employees feel about one another and the company as a whole (Hashim, Ishak, &
Hilmi, 2017). A "cold” organization is one where individuals may be highly competent,
but they are also incredibly serious, even withdrawn. Cold organizations can be

productive, organized, and highly formal — but coldness does not engender creativity.

To make your organization one where team members feel collaborative and creative,
foster a warm temperature. "Warm” organizations feature frequent, positive social
contact between employees. Individuals feel supported by those around them — they
may even feel as though management and administration is “on their side” and “rooting

for them to succeed” (Hashim, Ishak, & Hilmi, 2017). Warm organizations help
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employees form bonds, by creating social opportunities in the workplace, and by having
a reasonable tolerance for conversation, play, and energy. In this climate, individuals
feel free to discuss emotions, personal details, and unusual, challenging ideas (Bagheri
etal, 2016).

While it is important to maintain boundaries and make sure the work place doesn't
become excessively informal, warmth is generally a major promoter of innovation. Most
organizations, however, rank as far too “cold” to cultivate real, forward-thinking
creativity. As a manager, you can improve warmth by treating your employees with
emotional intelligence, care, and interest (Maamari & Majdalani, 2017). Read up on, and
practice, emotional mirroring and active listening skills, and model those skills for your
employees. Allow yourself to be more emotionally expressive, if needed; engage in an
appropriate amount of self-disclosure (sharing of personal details and feelings), and

permit team members to do the same.

On a larger scale, you can promote organizational warmth by providing employees with
opportunities to socialize and relax (Cuadra-Peralta, et al, 2017). Optional team retreats
and parties can help individuals bond, and can lead to the development of new ideas.
Take these team-building opportunities out of the workplace, so that there is less
pressure to behave in a restricted, professional way. For social activities such as an
escape room, trivia night, or organizational sports team, appoint someone relatively low
in the organization to a position of leadership, such as team captain — this helps reduce
employees’ sense of the organization having an hierarchy, and can help increase

communication and comfort for all (Lu, 2016). Finally, make sure that opportunities to

relax and socialize do not feel like an added work duty - ‘structured play’, when not
implemented well, can place additional time demands on an employee and make them

feel less comfortable.


https://www.ckju.net/en/dossier/how-communication-drives-organizational-performance-innovation-safety-and-operational-improvements/1253?gid=1107&nid=1110

Generating innovative proposals is a process with a high signal-to-noise ratio. Even
among unbridled, deeply creative teams, many ideas will prove impractical or destined
for failure. In an organization that cultivates creativity, failure is tolerated and seen as
part of the cost of doing novel, challenging work (Hutchinson-Krupat & Chao, 2014).
When employees are afraid to fail, they will tend to freeze up, or refuse to share
anything but highly conventional, low-risk ideas — both of these things are toxic for

creativity.

To make your organization one that tolerates failure, you must model patience and
acceptance. When an implemented change does not succeed, reflect upon what was
learned, express gratitude for the aspects of the process that were beneficial, and do
not place blame (Custodio, Ferreira, & Matos, 2017). Do not demonstrate anger,
resentment, or fear in the face of disappointment. Mindful reflection upon failure can
also be beneficial in these instances — plan meetings where team members are allowed
to reflect upon the creative failure, and grant them time to express their own

frustrations (while putting a stop to any finger-pointing or blame).

In addition to accepting failure, a creative organization must have a degree of comfort
with ambiguous problems that have no clear solution. True innovation, after all, tends to
hinge upon finding problems that others have not yet recognized, or casting existing
problems in a new light. Many people find uncertainty to be deeply threatening; they
may deploy detachment or black-and-white thinking to cope with that discomfort.

These processes are not amenable to finding provocative, impactful solutions.

As a manager, you should encourage your team to confront ambiguity and uncertainty
head-on. Make it clear that you do not expect individuals to deliver tidy solutions or
quick results — instead, adopt a process orientation, where the quality of the work being
done is more important than the immediate results themselves (Chen, Leung, & Evans,
2016). Encourage employees’ tenacity; use motivating statements that make it clear that

it's the search for a solution that is vital. Evaluate performance, when possible, in terms
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of how effective a team member is at adapting and collaborating with others, not how

many problems they have tidily solved (Zhai et al, 2018).

Most organizations have five- or ten-year plans. In practice, however, many
organizations operate with attention solely focused on the present and the short-term
future. More attention is devoted to immediate problems — fires that must be put out —
rather than long-term development. The fiscal bottom-line may be watched carefully,
and any disappointments may be seen as a deep threat to the organization’'s continued
existence. This fearful, short-term focused approach is common, but it does little to
stimulate or encourage innovative thinkers. If you wish to create a workplace
environment where people can present risky, paradigm-shifting approaches, it is
immensely beneficial to adopt and encourage a future-focused orientation (Ozkaya et
al, 2015).

Innovative, paradigm-challenging organizations truly look to the future. They can
withstand a few quarters of loss or struggle, knowing that the ultimate pay-off will be
worth it. Members of the organization, especially those in leadership, have a vision —
they are not just hopping from crisis to crisis, they are carrying the organization forward.
To an innovative team, the future is a long, massive expansive ripe with untold
possibility. The present is merely a time when that future is being carefully, gradually
crafted. Inspiring leaders help to promote this kind of outlook by openly engaging in

hopeful, abstract, long-term thinking (Wiesenfeld et al, 2017).

To orient your organization toward the future, high and promote employees who are
promotion-focused (Wallace et al, 2016); people who are motivated to grow their
careers and take bold steps forward, rather than motivated by avoiding negative
outcomes or reducing the impact of crises. Foster organizational optimism — not by
silencing dissenting views or unhappiness, but by truly expecting the best of employees

and the organization itself (Chang & Teng, 2017).

On a practical level, you can (and should) offer employees numerous opportunities to

develop new skills, learn new facts, and be stimulated. Offer continuing education
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benefits, if possible, and be truly encouraging of employees pursuing their true interests
(Davies et al, 2014). Provide the organization with seminars, optional workshops, and
other opportunities to learn about a wide array of topics. A monthly book club, with free
books provided to members, can also help employees grow their knowledge and feel
like vital investments in their organization’s future (Fernandez-Mesa & Alegre, 2015). In
everyday management activities, let employees into your thought process and share
more information with them than is strictly vital. These steps increase employees’
investment in the organization’s success, and leave them looking toward the big-picture

future, which can nourish a forward-thinking, deeply innovative mindset.

e Innovative organizations are warm, tolerant of failure & ambiquity, and future-
oriented

e Create warmth by being emotionally present with your employees, and by
providing them with genuine opportunities to bond and relax

e Create tolerance of failure & ambiguity by practicing mindful reflection about
disappointment, and by evaluating performance in terms of process, not output

e Create a future-orientation by giving employees opportunities to grow, learn, and

be stimulated, and by taking a long, optimistic view of an organization
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