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“Innovation in Amerlza,” the 1989
special issue of Business Week
devoied fo  ereativity in  the
workplace, was ihe largest editori-
al effort in that magazine’s histo-
ry. Labich (1988) recenily siated
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in another major chroniels of
American business that:

Innovating—creating new
products, new services, new
ways of uming poods mors
cheaply—has become the
mest urgent concern of corpo-
mlions everywhere. That ks
partly because restructuring
has left many companles with
& few core businesses that are
solid but slow growing. In-
novation ks thelr best bet for
revving things up. In additlon,
technology  has  forced  the
pace of change and sharply
cut the effective lifetimes of

all kinds of products.(p. 51)

Time's June 1950 adicle on
creativity training in  Ametican
buginess put §L even moTe
succinetly: "In an era of global
compelition, fresh ideas, have be-
come the most precious raw mate-
rals” (Cocks, 1990, p.40). These
media statemenis are dramatic
evidence that American employers
are increasingly inferested in
leamning how to stimulate creativi-
ty in the workplace.

More than half of the Fortune
500 companies provide creativity
development training for their key
exccutives, tofalling more than
20,000 execulives in ons recent
year, Creativity tralning programs
given by organizations like the
Center for Crestive Leadership in
Marth Carolina are in great de-
mand. American creativity ex-

peris such as Med Herrmanh and
Boger Wan Oech have developed
crealivity iraining approaches
hased in specialized theories about
the nature of creativity. Other
methods are how being developed
that bring together creativity de-
velopment  with  organlzational
change and related management
sciences approaches (Amabile &
Gryskiewicz, 1987; Backer, 1988,
1087; Kuhn, 1988).

Some larger Amesican corpo-
rations have organizational wnits
devoted to enhancing worker cre-
atlviiy, such as Hallmark Cards®
Crealive Resources Center, Oth-
ers are redesigning entire
workplaces, such as  Hewlel-
Packard's “factory of the future”
in Puerio Rico, in which empioy-
ees are selected for their ability 1o
work as part of a creative team,
In Loz Angeles, o large adveriis-
ing agency recently spant $7 mil-
lion redesigning their corporate
headquarters, opening uwp the
space B0 85 b0 promote better
communication and & betler envi-
ronmednt for ereativity. Business
school students are stafiing o
receive training on this topic, Ray
and Myvers' Book, Creativity fn
Business (1980), deseribed their
popular Stanford Business School
course on creatlvity, Kao (1989
did the same for his Harvard
Business School course In his
book Entrepreneurship, Creativiy
and Organizanion. In shott, activ-
ilies to enhance worker creativity
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are emerging at every level of
American business,

Thres types of interventions
employers can make to enhance
creativity in the wotkplace in-
clude: prychological inferventions,
which help workers deal with
stress, lifestyle management, and
other persenial and interpersonal
factors: affecting creativity; envi-
rormenrtal  inrervendons, which
redesign working conditions and
sl a general atmosphere condu-
cive o creativity; and organiza-
rional inrervendions, which provide
a management and [ioaclal
slruciure o sepport crealive activ-
ity. Ezamples of each inl=rven-
tion from the Hollywood enter-
talnment Industry are described
fnter. This 15 an indusiry built on
creativity, where an entirely new
product line must be created every
vear to fill the distribution pipe-
line—or every week, in the case
of episodic television, I is a
highly profitable  indusiy  In
America and worldwide—one of
the few with a favorable balance
of trade. Yet, like other business-
s, the film and televiston industry
tedny s facing challenges of in-
creasing competition, globallzation
of the economy, atd mapid chang-
es caused by advancing technolo-
gy. Methods for enhancing work-
place creativity thus are of great
interest to Hollywood, as they are
to all businesses.

The first example involves a
peychological intervention mads
with o young feature film director
I'll call “Rick.™ Rick came to me
as a consulting client last year,
about six months before he was to
begin directing a theatrical feature
film_ This was his “big break™ as
& direcior; he would be a key
ereative force in @ multimillion
dollar project.  Rick was scared,
He had suffered enoemous stress
during his last directing assign-
ment, followed by n perod of
phy=ical and mental exhaustion.

He was concerned about both his
bealth and his creative productivi-
ty as he starled work on this new
fillm:

Weekly sesslons wepe held
for several months to analyze the
sources of stress Rick was likely
to confront in the months-long
procets of creating a major mo-
lion piciure—his own fears and
inseourities, working with highly
sensitive and sometimes diffieualt
people, and the enorfmous lime
and budgetary challenges of film-
making, the complesities of the
director's job.  The sessions ex-
amined his personal life, too—his
friends, family, and personal rela-
ticnships. And the review inchad-
ed examining what be was doing
to handle stress in hiz life—his
exetclse, diet, sleep paiterns, sup-
portive relationships, and many
other factors. What emerged from
this process was a “master plan”™
for Rick's personal stress manage-
ment during the seven to eight
mopths of the film-making pro-
cess, cenfered on the 11 weeks of
actual filming. Siress manage-
ment exercises, o physical condi-
tioning program, A set of mles for
personal relationships; and many
other structures were developed so
that Rick would be less likely o
suffer the ill effects of poorly
managed stress, Thesze ill effects
often include pericds of dimin-
fshed creativity, physical illness,
and emotional upheavals that can
be devasiating Io a creative pro-
ject, especinlly when the person
invalved s ih a key role.

Rick made it through his
film's production process, and the
film was highly successful at the
box office. He showsd great
courage in facing some highly
personal issues that were affecting
his creativity, and then developing
& practical plan for dealing with
them. The resull, he reported,
was the highest level of creative

prochuctivity be had ever exnperienced.

Attention 1o slress manags-
joent and other personal factors
businesses are often loathe to gel
involved with bas extfactdinary
payolf, in much the same way that
helping workers deal with an
alechol or drug abuse problem can
epable. them to retum to produe-
tive work. The delicate balance
of creativily is profoundly affected
by & person’s. physiclogical and
pavehological siress level; stress
can't be eliminated, but its harm-
ful by-products can be redoced
{Backer, 1983a, 1953b), Through
iraining, in-houss counseling by
managers and human resources
professionals, and  specialized
cutside consultation, emplovers
can #3sist their key creative peo-
ple.

A second example descriles
an enviropmental  intervention
This example comes from n book
the writer is currently working on,
entitled Temporary Universe. The
bock I a case study of the mak-
ing of a featurs film, concentrat-
ing on the dynamics of the ere-
alive process and how a “tempo-
rafy system” comes together io
make this particular type of ere-
ative product. Initial development
of the script, assemblage of the
creative, financial and production
“package” for the film, and many
other steps over almost fwo years
prior to commencement of pro-
ductbon have already been studbed,
while they were happening, Prin-
ciples for managing individual and
growp creativity will be iluminat-
ed in this case siudy—how 1o
engineer the work envircnment 1o
slimulate creative flow, managing
the stresses of creative work, and
dealing with the special chollengss
of creativity in a temporary sys-
tem. Using feature film-maling
az ap example will make it eazier
to learn about creative productivis
ty in temporary sysiems, oob only
because aof the glamour of Holly-
wood, but alse because rhere is
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such a long tradition of temporary
systems in show business, where
neatly everylhing Is  “projec
waork."”

An  increazing number of
American wotkplaces are turning
o lemporary systems, because
they help business fo succeed in
an cconomy that requires resilien-
cy and flexibility in response to
constant change. Organizing for
innovation means flattening the
hierarchy, giving more responsi-
bility to workers at lower levels,
and replacing discipline-oriented
departments with “ad hoc mission-
team groups.” HRobert L. Calla-
han, president of Ingersoll Engi-
neers, put it this way in the “Inng-
vations ih America” issue of Busi-
ness Week (p. 3T):  “Forgel the
organizational siruclsre  we've
used for 300 vears. Simply put
together peaple who can get the
job done, regardlass of their func-
tion.” Meotorola, Hewletl-Packard,
Deere, Caterpillar, and Carrier are
amoang the American corposations
now experimenting with such
approcaches.  There are already
examples of success, Perkin-Elmer
Corporation, for Instance, found
that setting up a team with profes-
siohals from different diseiplines
helped cut by half the number of
engineering changes required 1o
produce & new product, and cut
ultimate manufacturing cosis by
55%.

There |5, however, still much
resiglance to lemporary sysicms
and team management approaches
in America, These methods run
against management traditions of
hierarchical authority, and cost
accounting ks harder because fi-
nancial boundary lines get
crossed. Also temporary systems
tequire new and diffetent manage-
ment skills. Thus, these approach-
es are slill on the frontier of
American  management n the
1980,

The third intervention con-
cems ofganizational support for
creativily, and comes from obser-
vations {e.g., Knowlton, 1989) of
the Walt Disney Company—
which has recently become one of
the most suceessful companies in
Admerica. Diney's annual reve-
nues have increased an average of
23% cince 1984, and its net in-
come by 30%. Disney provides
some significant struetwral sup-
poris for creativity, beginning with
s CEQ, Michael Eisner, who is
an “iden man™ rather than a law-
yer or financial expert. The man-
agement team Eisper heads oper-
ates on the basic assumpion that
creative ldeas are the essential raer
matetial for corporate growth, so
one of the responsibilities of man-
agement is fo provide structure
that supports creativity.

Every ereative project in the
Disney media empire begins with
a8 planning process that involves &
“lMnancial box," with reasonable
tisk amd cost as the walls. A six-
person strategic planning  group
considers each creative project
iden, using & process called “tnuth
seeking™ to challenge financial
azsumpdions and predict expected
financial success. Creative and
financial managers jointly draw up
a budget and schedule. Then top
management makss o rapid deci-
gion on whether to proceed with
the given project. Tight financial
supervision like this might stifle
ctealivity, so some safeguards are
built tn. For instance, when the
movie Who Framed Roger Rab.
bit? began to excesd its budget,
Eisner immediately called his
team logether 1o reassess the pro-
ject.  Afier weighing potential
risks and benefitz, he decided o
“enlarge the budgetary box.” The
film ended up costing 540 million
to make, bul was also critically
acclaimed for s extraordinary
blend of live action and anima-
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ton—and it was the highesi-
grossing film of 1988,

By engineeting a systematic
process in which art and com-
merce” arg blended, and by hav-
ing & creative rather than a finan-
cial person at the helm, there s a
highly effective set of checks and
balances to help keap both cre-
ative and financial processes in
line. This organizational structure
supporis creativity, but with well-
defined limits gince the creative
activity iz happening in a profil-
making environmenl. Many other
businesses with crestive product
linez simply do nod systematize
the decision-making process as
completely and as apenly, result-
ing with the deteriotation in the
quality of decision-making. Such
organizational suppons of creatlvi-
ty could very well be combined
with environmental and psycho-
logical ones In a systems approach
designed to maximize the creative
powets of a workforce.
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