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J0B _STRESS OF A CREATIVE MANAGER

I JNTRODUCTION
Ressarch on job stress used to have its focus on the adverse effects
of stress on tha human system. Such sffscts, known as 'strains' could be
physiological, psychological, attitudinal or behavioral. Initially, the
major concern of stress=rasaarch wae the management of the physiological
strains, which include such illnesses ae coronary heart diseases, blood
pressurs, peptic ulcer, insomnia, rashes and various kinda of allergies.
Since these illnesses have a direct impact on the life span of an indivi-
dual, it was but natural that ressarchers concentrated on the identificat-
ion and management of tha causes of thase strainsj and there used to be a
notion that stress in itsglf was bad for the individual. Later, there
occured a shift in the perspective and reasarchers, following the Yerkege-
Dodson Law (1908) of animal baFavior, began to hold that a certain amount
of stress may facilitate performance rather than hindarj and the search for
the optimum level of stress was on, bacauss auch an ideal lavel would help
bring out the most creative aspects of an jndividual's performance. The
theory of optimal stress was confirmed and modifisd by latar resasarchers
(Hommes, 1956; Broadhurst, 1957; Lowe and McGrath, 1971) and the hypothesis

that a moderatsly high level of stress is a condition for creative activatic

has gained currency., Recent studies on the theme often have performance (nofl



-? =

hecessarily creative) ae ths dependent variable (Jamal, 1984} and

occasionally there is a study with creativity as the dependent varia=

ble (Sempson, 1980).

Though thare are not many studies on creativity as sn outcome of

strass}the inverted U relationship seems to be reasonably well-acceptad.

In addition to the performance-studies discussed above, many studias on

individual/organizational learning (Hedberg, 1981) have contributed to

this acceptance. This, however, is not the case with the reverse relat-

ionship between stress and creativity. Does creativity proouce its owrn

strasses? Do the creative have to endure a more stressful life than the

non-creative? The Juestion is relevant for twc reasons i {:) Creativity

and innovation, especially in organizations; have become a top priority

with organizational practitioners and researchers as perhaps the only fmeans

of catching-up with the fast changing environment. It mey be useful to

identify any special stressors associated with the career of a creative man

ger 8o that he may be helped to cope with them better which would hopefull

facilitate his creative activities.(2) Since the latest concept of stress

the person=-system,

sees it as resulting from the complex interaction amongy

task-system, Tole-system behavior setting, physical environment and the

social environment (McGrath, 1976), it is legitimate to hypothesise that

croativity, which involves ths performance of rather unconventional taske

by individuals holding distinctive personality traits {Khenowalla, 1984;
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Motemedi, 19823 Petrosko, 1983; Torrance, 1965), may give rise to special
kinds of stresses for the indivicual., This is8 especially true of creat-
{ve work in formsl organizations beceuse the requirements of creative
activity esre often antithetical to the requirements of formal organizat-

ions (Peterson, 1981). Hence, the §nquiry into the job-stress of e creat-
ive manager eeems to be rewarding.

Despite the obvious research-gap, thare is but ons empiricel study

which has & direct besring on this relationship (Pamperin, :1983). Other

smpirical studius such as Boyd ano Gumpert (1982) and Kanter (1982) are

suggestive of the innovative owner ~managers' job-stress. There are also

s few experisnce-based writings (Lf: Elbing, 1984; Howard, 1967; Mumford,

1975; wWarmington, 1975), which contain usaful insights., whileit 18 projosed to

drav support from the conclusione of these writers, thi approachof this

paper will be to match the requirements of crestive processes, tasks and

persons with the demandes of creative and non-craative organizetions anc to

nake some propositions about the potential stressors for creative

Mmanalers. The stress potential with refaerence to the creative pwnear/

non-owner managers octcupying creative/non=creative rolee in creative non=

will be oxgynineu.

creative organizationsy Loping strategies, especially those recommendac in

the literature,will also be discusssd.

THE CONCEPT AND THEORY OF JDB-STRESS

The concept of stress in psychology is an adaptation from physice/

engineering, where it "refers to the internal force gensrated within a sclid



body by the action of any external force which tende to distort the body;

'strain' is the resulting distortion, snd the external force producing the

distortion is called 'load'" (Marshell and Cooper, 1979). One of the

early uses of the concapt of stress in psychology wes by Lannon {(1935),

who defined stress in terms of some temporary distortion due to external

forces snd the organism's efforts to return to its natural state. It is

viswsd @s an outcome of the homeostatic tendency of tne organism. He

also observed that the physiological reactions of the organism are the

seme whether it is a flight or o fight., Based on these conc .pte, Selye

(1946) formulated thse 'general adaptation syndrome', consisting of tiires
stages, namely, (1) the alarm resction, (2) resistance, and {3) exhaustion.
Thus, it is clear thet originally, stress was conceived as an outcome of

overload on the indivicual. 1t was & natural axtegnsion of the concept in

engineering.

ODuring the 19508 and after, the concept of stress underwent a changye,

and was begun to be viewed as arising out of a lack of person-environment

Pit., Wolf (1953) was the first to conceive of stress a® a dynamic and

inevitable state of human organism. He contends that "since etrass 1s =a

dynamic state within an organism in response tu a demand for adaptetion,

and since life itself entails constant adaptation, living creatures are

continuously in s state of more or less strass’(wWolf and Goodsll, 1968).

The concept of overload borrowed from the physical scliences wss also getting

modified slowly, Basowitz et al. (1955) caution that "wg should not consider

stress as imposed upon the organisam, but as its response to internal or
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externasl procesees which reach those threshold levels that strain its
physical and psychological integrative capacitises close to ol beyond

their limits.” Lazarus (1966) points out the importance of the indivi-

dual's perception in causing stress for himself. This is "not a simple

perception of the elements of a situation, but o juogement, an inference
in which the data are assembled to a constellation of ideas and expoct=

ations". Researchers, therefcore are more concerned with the charactaris-

tice of the individual rather than the envircnment as responsible for

stress-gener~tion. The environment which is stressful to one individual

may not be soc for another. Hence the investigation into the relationship

betwesn personality traits and stress, The pioneering pork in tnhis field

was done by Rosenman et al. (1964 & 1566) who found a strong relationship

betwesen the spsed and impatience in a person'se behavior (Type—A behavior)

and ceronary heart oOiseases. Appley and Trumbull (1967), cite research

evidence to show thst personality, demographic fsctors, physical make=-up,

past experience ang motivation are primarily responsible for a person's

ability or inability for coping with stress. They have devised a magthoo of

constructing an individual's vulnerability profile, and have found that

well-adjusted, integrated snc mature i{ndividuals showed less performance-

decrement in stress eituastions than did psersons not so classified. The

energing model views stress as an outcome of person-environment fit,

A similar model is proposed by Mclrath (1976), which is more relevant

presant _
to the discussion because the gnvironmental variables chosen are prganization

specific (aea Figura—1). The focus is on stress in an organizational context
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According to McGrath's scheme, stress as well as its sources arise out of

the interaction among & (1) the physiCal/tachnological environment of the
organization, (2) the social and interpersonal environment of the organi=

2ation and (3) the person-system of the member. There sre, thsrefore, six

sources of stress, namely, (a) the taek system, (b) the role system,

(c) the behavior setting, (d) the physical environment, (o) the socisl sys-

tem, and (f) the person system.

In the context of a creative manager's Job-stress, the task-role-

social system - person system interaction will be the major source of stress.



Such stress is generally known a8 Organizational Kole Stress (URS).

Role conflict and role ambiguity were two of the earliest icentified com~
ponents of role stress {Kehn et el. 1964); and researchers have been
working on the identification and elaboration of the components of role-
stress (Parasuraman and Alutto, 1981; Van Sell et al. 1981). Pareek (1983)
summarises these and adds a few others identified by factor analysing the
Thus, there are ten componante of role stress

responses of his sample.

on the Organizational Role Stress (0RS) Scale developed by nim. They are:

(1) Inter-Role Uistance (1KD), which is the conflict among tha oifferent

roles occupised by the eams individuals

{2) Role-3tagnation (RS), which is the inability o:r lace of opportunity
for the individual to change roles as he growe.

{3) Role Expectation Conflict {REC), wnich is part of role smbiguity ano

is the result of the conflicting expectations of role-senasrs about

the same role.

\4) Role Ercsion (RE), which is the fesling on tha part of the role occu=

pant that certain functions which legitimately belong to his rols

sre performed by other roles or that others are given credit for his

performance.

{5) Role Ovaerload (RC) which is the feeling that the expectations from

the various roles occupied by a person ars too many for him to fulfil

satisfactorily.



(6) Role leolation (R1) which i{s the feeling that one's role has not
got sufficiently strong linkages with gther roles in tha same

role-~set.

{7) Personal Inadejuacy (PI) which is the fesling that the role-occu-

pant coes not have the skills, training and competence to perform

the functions mssociated with his rols.

(8) Self-Hole Distance (SkD), which is a measure of the mismatch bet-

ween one's concept of self ano the functions one has to perform oh

account of one's role.

(9) Role Ambiguity {RA) which is the result of the lack of perceived

clarity of role expectations.

(10} Rescurce lnadejuacy (RIn} which ic the feeling that tne role occupant

is not provided with adejuate resources to perform his raole effectivelye.

The oimensions of the task-system are often intertwined with those of

the role system, and hence many of the role stress components have their

roote also in the naturs of the task system, Howsver, there are certain

spacific types of stress which have & primary source in the tas« systerm.

Examples of such stress are task difficulty (McGrath, 1976), uncertainty of

outcomae, physical hazards associgted with the task etc. In a study of 22

R& D labs, Hall and Lawler (1970) considered three other sources of task-

stress, namely, (1) quality pressurs, (2) time pressure, and (3) financiel

responsibility pressurse, and found that these were gensrated by the Jjob

dasign and were, except in the cuse cof time pressure causally linked to

job-involvement and per formance.,



The study of Job-stress assumes importance because of ite impact

on the health, attitude and behavior of the individual. It is rather

wvell=known that etress has adverse effects on the individual's hoalth
(French et al. 1982). Among the attitudinal cutcomes are the aoverse

effects on job satisfaction and orgsnizational commnitment (Bedeian andg

Armenakis, 1961; Hdeshr anc Newman, 1978; Hrebiniak ano nlutte, 1972;

Pestonjee & Singh, 1982; Van Sell et al., 1981). Pscybologicel offects,

such as boredom, depression, anxiety, psychosomatic diseases etc. are

discussed in F.oerch et al {(1982). On the behavioral outcomes, the

(‘.51‘1 ot ana

evidence is mixed , Aldag, 1977; Hall and Lewler, 1970}, Thic is in

support of the invepted-U hypothesis., Of the person-ctystem variablaes

that affect the outcome, some of the oft stucdied ones are locus of con-
trol (Heehr and Newman, 1976; Beehr and Schuler, 1982), speed of bshavio:

(Rosenman et al. 1964 & 1966}, trait anxiety (McGrath, 19703 Speilberger,

1966) and demographic characteristics (Indik et al. 1964; Rizzo, at al.

It may be interesting to see if craativity is associated with
otnher
sy of these traits or if there are traits of the creative parson which

1970

might cause him stress. As we have suggested earlier, there could be two

spurces of creativity=-induced stress i {1) Stress zrising from the spe-

cisl traits of the creative person; (2) Stress arising from the special

features of the creative process. The latter may be subdivided inte twos
(a) stress associstec with the ideational process, which 18 often independ-

ant of the organizatiomal context; (b) stress associsted with the imple-

mentetional process, which is oftern mooarated by the organizational context
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de 23t with
Theee three agpects will be / under soparete headings, the third of

which will also discuss the special case of the owner-manager. The last
section will be devoted to & discussion of the coping strategies for the

creative manager.

STRESo-POTENTIAL OF THt CREATIVE PERSONALITY

Aesearch on the distinguishing traits of a crestive pserson is quite

extensive. This is reflectsd in the fact that Torrance (1965) could makse

a list of Bixty=two such traits which were Lhen rated by a panel of experts
for their close assoCistion with the creative person. As a result, Torrance
obtained 19 traits that are most characteristic {grouped under (a} couragse
and independence, (b} risk-taking, (c) persistance, (d) self-sufficiency,
(e) inyuisitivenees and (f) intellectualp motivational and emotional come-
plexity) and 17 traits thet are least characteristic {grouped under (a) pas-
sivity, (b) abrasiveness, (c) attractiveness to others ana {d) miscellanaous
including physical strength, talkativeness and punctuality) of the creative

pareon (Khandwalla, 1984).

1t may be noted that the Torrance traits are intendec only to delineate

a broad profile of the creative pserson. There is no implication that every

trait is applicable to every creative individual. Moreover, the limitations

of the methoocology employed for identifying these traits are such that there

need

may even be some contradictions, Therefore, there i%[albq look for other

supporting evidences from ths literature before speculating onrhe stress

potentisl of these traits.
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Petrosko (1983) summarisea Eric Hoffer's thoughte on creativity.
Hoffer distinguishes between the environmental factors and individual
factors that contribute to creativity. There are ten individual factors,
all of which are not personality factors. However, there is much in com-
mon between these and tha traits identified by Torrance (1965). Direct
examples are self;confidanca and persistencs. Besides these, there are
relatsd traite such as divergent production, ability to work with eny

type of techni.ues and belief lngthe possibility of sudden and drastic
Jorrance's echeme.

change, which may be classified under complexity ir love of

leisure {or the availability of leisure) es a condition for craeative pro-

duction is inaicative of the creative person's difficulty with deadlines.

These traits are alsoc supported by other researchers. Rossman, in one

of the pioneering studiss (1531) of the traits of 710 inventers found that

perseaverence, fcllowed by saelf-confidence, was the most frequently ment-

joned characteristic of successful inventors. Macrinnon (1968) founo that

the creative architects are more self=confident than the non-creative. A

study of the 19th century scientists by Hardin (1959) showed that manp of

them had substantiel leisure at their dieposal and that thay worked at their

pwn pace, not being bound by the deadlines set by any organization,

Hoffer's 'playfulness' snd ‘inner tension' do not find e place in the

Torrance~list. Howsver, there it some support for these in the findings of

other resserchers., Plasyfulnaess is observed to be associated with divergent

thinking (Khandwalle, 1984). Studies by Lieberman (1977) and Parnee (1972),
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have founc that 'free association' ang 'rempval of brekes' are criticel

to creestive production, especially in its incubation phasae. As for inner

the
tension, it is;scornerstone of the psychoenalytical theory of creativity.

The Freudians believe that inner tension due to maladjustment is tne

source of creativity (Hall, 1954). Recest studies by finch {1977} ang

Kandil ano Torrance (1978) offer supportive evidence to the Freuciarn posi-

tion. Finch Bbserved that the socially Bng emotionaslly malsdjusted chilluren

have higher creative potential thar thue acjusted ones, wanail and Torrance

got a slightly mooified result that the reladjusted chiluren Scofeo signi=-

ficantly higher on fluency ana originality, but not on fiexibility. Thus,

there seeme to be some evidence that innar tension is one of the conulitions

for creat:vity, tnough one may nNot egree with ths extreme psychocanalytic

position that creativity is an outcome of Neurosis. The yearning for nse

things can be viewsl a§ an outcome of discontent, inCongruity)incapaDility

to adjust and so fortn. In this senss, the creative person will always be

under tensichs

As a consejuence of these and the similer characteristics of the creat-

ive person, he is likely to behave di ffersntly at the work place too. Though

there are no empirical studies shouwing such differences, there are & few ex-

perience - based writings on thess. According to Houward (1967), the behavior

of the creative person in the work place 15 characterised byt {1} above

average imtelligerce, (2) oislike for structured leadsrsnip, (3) insistence on

getting
sexplanations, (4) desire for independence and permissive work atmosphere
(5) boredom with routine (6) frequent neecd for excaption to rules, (7) cesire
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for tangible results and racognition, (8) irritability at systen and/or
personnel inadequacies,(9) desirs for objectivity and (10} inuistence on
concise and timely information. It is not implied that all these traits
would stand scientific scrutiny. They do, however, provide a gensral idsa

about the creative person's behsvior at work place.

Hased on ¢ discussion of the traits associated with e crestive per-

son,one may speculate on the type of potential stressors he may encounter

in an organizationel situation. For example, his independence may involve
him ir interperscnal conflicts and loneliness; his risk-takinu nature may

bring in problems of uncertainty-tolerance; or the conmplexity of his wind

may cause borsdom in s structured situation. Streswes that are 1ik€!y

to be associated with the tie:ts of ihe cro o t:e porosl are S:sted in
Figure-2.

Figurg =
TRAITS UF THt CRLATIVE PERSON TYPEL UF POTEANTIAL STRESS IN

URGANIZATIONS

Pressures of conformity
Interpersonal conflict
Lonaliness

Social Boycott.

Uncertainty and ambiguity
Loneliness

Exposure to hazards

Material and psycholegical losses

'+ Courage and Independsnce

2. Risk tasking

Interpersonsl conflicte

3., Persistence and Determination
Exposure to hazards.

4, Self-sufficiency Lonelingss

Result anxiety

S Inquisitivenass
Exposure to hazaros

6. Complexity \lntellectual Goal ambiguities

motivational & emotional) Task difficulties
Emotional stress

Interpersonal problems
Boredom with routines.
7. Love of leisure and werk at Time Pressure.
one's own pace.
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IV STRESS POTENTIAL OF THE UREATIVE PRCCESS

One of the earliest notions mbout the creative process is that 1t

involves four stages, namely, (1} preparation, (2) incubation, (3) i1lumi-

nation and {4) verification. Qﬂoincaré,1952; Vinache, 1952; wallace 1926

In the preparation stage the problem i studied in all its detailu, with

an effort to structurs, define and analyse it using known procedures.

During the next stage the problem is, so to say, fergutten by the con=

scious mind; all the sane, it is alive ana ective in the pub—-Cconscious

midd. Then there is an unexpected jllumination wherein the solution to the

problem is revealed to the conscious mind. Apparently, thic selution 18

not inductivaly obtained, and sc has to be verified ggainst the cbserved

phenomenon . Thus, the craative process ipvolves both conver gent ono diver-

nant thinking {“nendsalla, 1924, During the ipitial e Faralosiaen tno

converqgant thirhing activity predoninates. Divergent thinking OCCUDS when

the perscn gete deeply and even enmoticnally invoplved with the -roblen, and

hence thers is a subjective element in it. Thie 16 why & solution thus

obtained has to be verifisd objectively using convergent thinking.

The journey of the creative mind starts from the objective, peasses

through the sub jective and returns to the objective. The transitionel

stages Bare especially stressful. An elaboration of those stages 18 evailaole

@8 in the creative pProCess,

in Motamedi (1982), who jdentifies seven stag

namely, (1) framigg, (2) probing, (3) exploring, (4) revelating, (5) affirm=

ing, (&) refratning and (7) realizing; (s6ee Figure-3> for & graphic repre-

gentation of these stages).
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OBJECTIVE AND SUBJECTIVE STAGES IN THE CREATIVE

PROCESS
7T e —framing Realizing—— 3
HIGH | \\H\\“\\\ -
0BJECTIVITY! € ———Reframing

~.
Probing—" .

Affirming/”

HIGH

SUBJECTIVili

)kL Revaelating

!

!

|

|

| :

! /
i

T

Source i Adapted from Motamedi (1982)

The differsnce betwsen the traditional scheme ang tha Motamedi sche-
me is that the latter stresses the auwjective and the ‘irrational' aspects
of the creative process. The irrationality and the subjectivity of the
creative procees liea in the fact that it involves a unique way of exper-
iencing a fact of life. Rogers (1976) defines the creative process as
"the emsrgence in action of a novel relational product, growing out of the

uniqueness of the individual on ths one hand, and ths materials, events,
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people or circumrisnces of his 1life on the other". Brumner (1967) thinks
that creastivity i: & ‘choiceful' act that produces effective surprise,

the triumph of which i& that it tekes onhe beyond Common ways of experaienc-
ing the world. An empirical eupport for the irrationality of creetivity is
provided by Brown (1977), who studied several scientific break=throughs and
found that each of them involved sn 'irrationsl, iliogical oiament, 8 sUS=
pension of reason together with a mental leap of creative insight. Mots-
medi (1978) suggests that it is the intimate, emotional‘relationchip with
the phenomencn thest makes t:i individual behave irrationslly with it and
consejuently go beyond the everydsy routine which paves the way for a new
It is thige ‘tryst' with the unknowr o1 the

understanding of the phenomenon.

unfamiliar on a personal basis that is = major source of stress for tne
individual.

During the first two stages of framing and probing,the individual works
with known tools and theories. The operations ars largely objective except
parhape for the eglectivity in ruricising the reality and circumscribing its
boundaries to provide a fremes for it (Berger and Luckman, 1966j Mas low, 1968)
However, the third stage of 'exploring‘', extsnds to the subjective and intui-
tive ways of experiencing things, whers the coexistence of entithetical ideas
and images of the phenomenon is also apprecisted (Rothenberg, 1979}, There
may be shifts in the conception of ths problem and the alternatives considered
(Guilford, 1979). Thaers would alsc be a feeling that the sxisting paradigms

sre insufficient snd ths individual must be prepared to sbsndon his original
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frame, and to Jueation hie favourits theories, paredigms and modus oper=
andi. This stage whaere the individual is often requirad ta give up old
perceptions, encourage a self-doubt and define a new role for himself can ue
especially stressful (May 1975). Some of the likely siresses are i
(1)_doubta about one's abjlities and perceptions, (2) feelings of puzzle-
man£ and uncertainty (that it coula be a never-snding search with a basic

error of judgement) and {3) fear of failurs (Motamsdi, 1982).

A simjilar stressful stage is when the person emerges out of his sub-

jectivity after the revelating ftage. During the effirmation, raframing

and the evaluation stages, a major stress is tha anxiety of external eval~

vation. This is especially true if the pravious findings are inadejuate,

incomplets or false. The anxiety of being evalusted Dy experts is followed

by the difficulties in communicating the new idea to the laymen.

These are some of the strasses that would posasibly be experienced by a
the

creative iodividual acting alone. However, when he is acting as /leader of

2 team, the nature of the creative process imposes on him the additional
worry about keeping up the group—morale during the uncertainty-phase.

Jamas Watson who discovered the structure of ONA has pointed out what he

experienced during hie work with his team (Watson, 1968):

(1) Emotional distress about the uncertainty of results)

(2) Feelings of 'stuckness;

(3) wWorry and fear that nothing significant would be foundj

(4) Dysfunctional interpersonal dynsmics saong the members of the

investigating tesm;
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(5) Difficulties in keepin~ up group-norale curin, the ptriov of

uncertoalnty.

Thz stresses inherent in tie creative process are sunmarised in Fiourc=4,

Figure = 4

STRESSE S 1RHERELT I Tde CitealIvE Pocobob

1. suif-dgouat

2. Agony of Lugnooning pet notions & theeri s
3 Freling of fstechn s

4, Lutcomo uncrortainty

5. fear of fuilure

G Interpurson.l probl.. s, (if workin: in o tean)

7. Uifficul-ius inm xeoplng up group worale (if WOTKiING a5
leacer of z tean).

te Ltwvuoluation anxioty

9. Cuoamunicotion anxicty

e e e e m e . s A e e mA 4 mwr e e dem e mr = e T = e e e mS Em e 2 S e

STRESS FOTENTIAL FOR CHEATIUE MANAGERS

Thit previous twe sectiung were oevoted lo the exaainction of tow
stress potential! for the croctive individual arising owt of the speciosl
chgracteri.tics of the creative poivon ard the crestive process. The
orgenizationsl context in which the creative managwr operatés will uxert
o MOUBL ~iing influcnce on such Strecues.  The oraanizationul conuext may
enhance of mitigate the creative mansaer'ts stress, dgepanuin, un vhecher
the persogn occupirs a creative role in a crective organization anc the

likes It is also pocesible o find subtile agi fferances butween Lhe owner-

manager and the profassional wmanager. .
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The exsrcise of managerial creativity involves two processes !
and

{1) ideational process,/(2) implementationsl procese. The ideational pro-

cess is largely an individual affair (or at the most a small group affort)
and 8o it involves all the stress associated with the creative process.

The implementation of the ideas generated and accepted is the typically

managerial part of organizational creativity. This is why the proper

implementation of even a borrowed idea may pass for manageriasl creativity.

A commonly observed obstacle to organizational creativity is the lack of

leadership qualities on the part of idea-men. Ffollowing the finding by

Smith and Miner (1983) that sntrepreneurs scored significantly less on

managerial motivation,there is a current hypothesis that innovativeness and

leaderehip could be negatively correlated. Though this hypothesis is not

supported by other studies (Albert, 1977), there is evidence to say that
the two variebles are not positively related either (Albert, 1977; Teylor,

1978). So it is possible that thers are several ides-men who may not have

the necessary leadership Jualities for implementing their jdess. This may

bacome & source of stress for theme.

Leadership end political use of power are aspecially critical for inno-
vation in large bureaucratic organizations (Kantar, 1962; wuinn, 1985), Such

organizations are disinclined to promote creative ideas because of problams

associated with their size and administrative structure. Size-related ber-

riers include risk of losing an existing investament bDase or of cannibalising

on existing products, difficulties in chenging the internal culture, resistence

from organised groups from within or outaidoland psychologinal/aconomic costs
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of changes. Among the bursaucretic barriers to innovation are top
management isolation from the shop floor or customers, intolerance of
deviants, short-time perspectives, inflexible accounting practices,
excessive planning and rationalization, exceseive bureaucracy with sev-
eral stages of approual,and imappropriate incentive schemes which do not
reward risk-takers or punish 'opportunity-losers’'.

These barrisers are characteristic of non-creative organizations and

sre a source of stress for the cre~tive manager. Frustration and borsdom

will be the major type of stress for him, In the creative organization,
on the other hand, it is rola ombiouity, role expectation con-

flict)and inter personal problems that will be the predominant stressors

for the creative manager. This is because creative organizations us-

ually require a fluid and loosely defined structure with a lot of criss-
cross relationships and temporary powsr centres (sae Figure-5).

There is yet another type of organization which professes tc 0e &n=
couraging creativity and innovation but hardly practices {(Elbing, 1984).
Role expectation conflict, role-erosion and pelf-role distance are the
most likely stresses for creative managers in such organizations. This is
bscsuse they ars given to undsrstaid from the top management statements
that they are free to make innovations provided they can increase product-
ivity, profitability and group moresle, but are later evaluated by tradit-

ional norms such as a semblance of 'hard' work, obedience to autheority,

preservation of tha conservative culture, and so on (Elbing, 1984).
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2.

2

9.

10,

11.

CHARACTERISTICS OF CREATIVE ORGANIZATJIONS

Constant emphasie on the mission and vision of the organization
through slogans, mottos and other statements.

Market orientation

Small flat structures

Multiple approaches to problems

Multiple reporting relationships and overlapping territoriss

A free and somcwhat random flow of information

Many centres of power with some budgetary flexibility

A high proportion of manesgers with loosely defined positions or
with ambiguous aesignments

Frequent and emooth cross~functional contact, a tradition of sharing
credit widely and emphasis on lateral rather than vertical relation-

ships as a source of resourcss, information and support.

A rewvard system that emphasizes investment in people and projects
rather than payment for past services, wherein outstanding work, even

if it is on a losing project, is well-recognissd and rewarded.

*Skunk working' and interactive learning with little regard for the

level and status of & person in the organization.

Source 3 Adapted from Kanter (1982) and duinn (1985).




Finelly, there is the special case of cwner-managere, who are supp-
ocsed to have consideranle avtonomy about whet to do with their crgani-
zations. The banefits of being indepsndent owner=managers are many, such
as freedom to make decisions, accountsbility only to oneself, feeling of
achievement, total invclvement, ability to respond quickly to changes, and

the satisfaction of having personal conteact with empgloyees and direct im-

pact on the company., These, howsver, ars not without costs, which 1ncicce

loneliness, porsonal sacrifices of time, money ano several simple pleasurss
of life, burdsan of responsibility, helplessnass in the face of wncuntrollable
forces and fraiction with partners and employess (Boyd & Lumpert, 1252),

The costs are obviously a source of stress. The most gominont among these

is founu to be loneliness (Gumpart anc Boyd, 1984}, which 1s at tha root of
many other stress-problems of the owner-manager. Loneliness of the owner-
manager, according to Gunpert anc Boyd, resulte from (1) lacw of rescurces

to hire people at the top level, with whom he cen share his iosas anc pro-
blems; (2) his innovative iceas which others may not understano; (8 lac-

of time to spend with family and friends; (4) the need, like tnat eof poli-
tical leaders, to suffer his ailments silently and secretly, because disclosure
of ill-health may spoil his public image and business credibility; and

(5) solitary pursuits of unconventional paths. Othser stress-scurcse fur the

crestive owner—managers are time-pressure, boredom in having tc attena to
routine taeks, interpersonal conflicts, outcome uncertainty, fear of failure
and the like.

Fijure-o proviJes o suim.ry of this sectionby listing the predominant

stress-sources in various organizational contexts for the creative professional
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manager and the creative owner-manager. Thio it tukos t
granted the stresses arising out of the special characteristics of the
creative person and the creative process, anu concentrateson tho.s pe-
culiar to the organizational context. In tha classificatory schems

adopted, the organizational context get defined in terms of the

o7

'creativensess' or otherwise of the role ang crganizstion anu the auto-

nomy enjoyed by the role-occupant. Thus, tnere are eight possible orga-

nizational contexts. Howover, three of these (situationec &, 7 and 8 of

Figure—6) ere unlikely tc erist. This is because of the underlyin. aseu-

mption of the autonomy of the owrer-manager. A creative owner maneger

is quite unlikely toc set up a non-creative crganization. 2o situstions 7

and 6 are ruled out. In a creative organization, however, it i: true that

the cwner-manager may have to attenc to non-creative tasks and routines.

Under the assumptions of autonomy, he will not continue in & non-creative

role for long. He will velegatse those tasxs to suwbordinates and chooue

for himself a creative rule in the orgsnizaticn.

be gonitted
i1 should Jthat the stressors listed in this paper are not all suppo-

rted by empirical research. In fact, very few of them ere. However, t'.

basic hypothesis that the creative manager is susceptibls to greater

strass than the non-creative seems top be reasonable. (htle 1< also

a1 empirical study (Famperin, 1983) which offers support to this hypothesis.
In & study of 117 school social workers, Pamperin observsd that creativity

be teen
had a mouerating sffect on the relationship , role ambiguity and Job
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v war olse foun tact
aatisfaction.Ahighly Crestive social workers experienced greater role

enbiguity and role-conflict, A lot more ressarch is Te4juired so that the

types of creativity~induced stress are identified anc specified.

COPING STRATEGIES

Coping with stress is often consicered to be a matter of personel ca-
pabilities. Osome p ople have greater stresc-tolerance than otners. It
may be a reasonably safe assumption that creative purple are more stre:c

tolerant thnan the ron-creative. The reasson is once again their personality

traits which, for instance, make tnem lo.e risk, uncertainty, sndg ad.enture,

ano find solace in indepencent thought and action. lhoy are not fickle

inciviouals who are overly dependent on social support. The sum total of

thess traits may be characterised as the 'Ulysses-syndrome', after the

great Lrees hero, whose wander=-lust cowld not be quenched by twenty years
of risky adventure and thereaftsr by the loving company of his wife and

son, The creative mino is alsp bitten by a ‘travel=bug'; he travels thnrough

the uncertain domeins and ssems to derive immense satisfaction from !3::

adventures frought with risks and uncertainties., It appears that the cre-

ative act itself i{s a coping device for him (McGrath, 197&).

while this opinion may hold trus in some cases, scholars are not

agreed on its generalizability, tor one thing, there is no negnative corra-

lation betuesn sgtisfaction and stress level. In the Boyd and Gumpert stuvy

(1983), almost 100X of the 450 entreprensurs felt that tneir career is a

source of satisfaction for them. YHowsver, almpst 65A of thec had one or
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or more of the psychosomatic ailments associated with stress. The
creative managers also may experience a simfilar problem. It could be
that since the creative persons are eamgtionally more sensitive and ment-
aliy mcre complex than the ordinary person their feelings, whether satis-
faction or stress, are more intense than thoss of the ordinary folk,

Besives, the novelty of their iceas often force ther to be incepencent

end/or invulve them in interpersonal conflicts. #Ferhape they would be

eayer to sesk sccial suppart provided there are like-minded Companions.

The literature on stress recammends several strategies for coping

with .tress. Newman and Heehr (1379) heve identified more than fifty such

piecee of writings with recommendet coping strategiss. They hava classified

them into personal strategies and organizational strategies. Althuugh many
of them ere speculative in nature anu not research-based, they give an idea

T
of current thinking about coping ctrategies. Ancther scheme of classifica-

tion had been proposed by Kahn et al. {(1964), where they talk about 3
(a) Class-1 strestagies which are simed at objective problem situation,
(b} Class-1I strategies which are simsed st tension and threat in sn emot-

ional or defensive manner, and (c) Class-111 strategies which are aimed at

problems resulting from sarlier coping attempts. In a study ty Anderson

et al. of ninsty ownar—managars (1977), it wes founo that in coping with
environmentally inouced stress, Class | etrategies are the moet useful vias-

a-vis organizational effectiveness; the Class Il strategies, howsver, de-

cresse orgsnizational effectiveness. Moreover, intaernality was associated
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with Class I coping and externality with Class Il, anc it was the locus

of control, not the objective characteristics of the situation or the

level of available rescurces, that determined the type of coping. Since
creative people generally believe they can change things and that they
then

are not totslly at the mercy of fete, it it possible that many of

have strong internality and so are likely to adopt Class I coping strat-

6gies.

Hin
Fany of tne coping strategies commended speci lcally for creative
manzgers are aimed at redociny inter-porsonal conflicts. Thi:s is Lecauss
sLruy v
the major sources of ‘the creative manager are hi: emotional sensitivensss,

mental complexity and novelty of ideas,which may engender problems of com-

municating with others, getting his ideas accepted and mobilizing resopurces

and support for implementing his novel igeas. Boyd ang Gumpert {(1983)

Coying
talk of five strategies for entrepreneurss (1) Networking with other entre-

preneurs, (2) Getting sway from it all for some tims (vacations), (3) Com-

municating with subordinates, (4) Finding communion andg sharing autside

the company and (4) Delegating especially the routinas tasks. The recom-

mendations of Gumpert anu Boyd {1984) are similar,who further think that

a cartain amount of rearrangement of the workplace so as to have more in-

tersctions would aleo be useful, Elbing (1984) also emphasizes the value

of sccial support and advises creetive mansgers to get their prcposals

accepted by a task force before presenting it to the top management. The

problem of mobilizing social and political support is- seen to be a major
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stressor for creative cotripreneurs ano ICV managers by MacMillan (1963
who recommencs the following ctopiny strategies: (1) Co-opt tie obstructing
groupy, (2) Build a coalition, (3) Bypass the resisting group (throuwh

their superiors, for exauple;, \4) Reduce tie stakehplcers' risk,

(5) Develop an influence netucrk, (&) Establisn credibility, by of fering
gusrantogs, etc.,l(7) levelop repoct by siressing commonality, seeliino
advice ond pgroviding h.lp, (8, forye weystonrs 2113 .aces, ang (9) Anticipate

difficuliics and plor for thee o The basic assunption uncerlying all these

recomm-endations 1. that the ~ojor source of streos for the creative manmeger

is Intor-persongl probleas, ohich 1s to some extent true, fur reasons

oiscussed above. DOther strotcoios like meditation, having a philosophy of
life, psychological stremgthoening/withorawal, behavior moudification, changing

occupation, charging one's onvironnmcnt, developing; social support, asotlonai-

defencive behevior snc problem~--clvin G hivior are uiscussad in hewmun and
Sechr (1979).

As for tne orgunisaticnul ctrtegies for mokin the crestive manager
cope better with stress, they are not substantially oifferent from tic
stroteyies of building & croative organisztion; Lhese ere discussed clovuw.Te
in this peper (Cf. Eloing, 1984; Kanter, 1982; Molz, 1984; Quinn, 1985;

alsc soe Figure-5), Copin, strategics, both persenal and organizatiocnal,

available for the creative mahager under stress are summarised in Figure-7.



COPING STRATEGIES

A, PERSOnAL STRATEGIES DF CREATIVE MANAGERS FOR COPING WITH STRESS

1. Daveloping social support
(a) Within the organdzation, through networking, co-opting, co=-
alescing, bypassing, interacting, alliances, credibility and
rapport building, consulting, communicasting, etc.

(b) Outside the organization from family members, fr ends and
like-minded poople.

2, Developigng a philosophy of innouvation with anc for not in
spite of people.

3. Psychological withdrawsl/strengthening (Meditation)
4, Physical witi.drawal from tasks for eomstime (vacaztion;.
5. Delegating routine tasks

6. Behavior modification

7. Occupational change

8. Emotional-defensive behavior

3. Problem-splving behavior

B. ORGANIZATIONAL STRATEGIES FUR INCREASING THE COrING ABILITIES

OF CREATIVE MANAGERS 3

1. Clarify the misaio?hnd vision of ths organization
through statements, mottos slogans,
2, Lncourage market orientation,

3. Have small, flat organization

4., Allow multiple approaches

5. Allow multiple reporting

6. Allow fres anc random flow of information

7. Create many centres of power with discretion st various levels.
8. Avold strict Job-descriptions and elaborate planning.

9. Allow skunk-working end interactive learning

10, Install a rewsard system that rewards riskstaken and penalises
opportunities missed.

11. Encourage horizontal rather than vertical relationships

L_
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VIII CONCLUSION
Thie paper hae attemptoed to 1oentify the job~stress of a creative
manager. The basic hypothesis s that the special traits of the creative
person and the hature of creative process are such that they may induce
cortain kinos of stress, which are not so common in ths non-cresative per-
son. The organizational context will act as a moderating variable. The
emerging model, therefore, woula show the creative manager's job-stress
a6 a consequsnce of the interaction among these three variables
(see figure-3).
Fiqurs - 8
SUURCES OF STRESS FCH A CREATIVE MANAGER
Stress Inherent
in the traits of
a creative
person
Organiza- Job Stress
tional of a Craat-
context iva Manager

process

Stress inherent
in the creative
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As @xplained slsewhere in this papar, the orgendzationsal context

way have a positive or negative influence on the stress inharent in
in
the nature of creative process or, the traits of the creative psrson, de-

pending on the type of etreass and the nature of the context. The reverse

influence i5 not immediate, but results from the long-term coping strate-

gles edopted, and so are shown by dotted lines. It may be recelled that

a large number of copingy strategies envisage changes in the orgenizational

context to accommodate the special naeds of creative puople (Cfs Figure-7;).
it
fnother long-term effect {(also shoun by dotted line) is thet of strees on

the traits of the individual. The creative process remains largely un-

affected, except for the mogersting influence of the organizational con-

text on the stress inherent in it. This is apparently the reason why the

coping strategiss are directed either tu the traits of the person or to the

organizational context. Obviously, it is very difficult to manipulate the

creative process. The ambivalent influsnce of the organizational context

on stress may craate problems for the choice of coping stratagiss. For

example organizationsl changes which are intended to reduce boraedom, frustration,

self-role distance, role stagnation etc., may increase role ambiguity, role

Canlict/intarperaonal conflict anc so on. Hence a jucicious combination

of organizational snd parsonsl strategies will have tc be designed to suit

each person's rejuirements so that the creative manager may be able to work

with minimun undesirable streass-cohsejuances.
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