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Abstract

We propose that individuals differ in their ability to generate creative ideas as a
function of the values, beliefs, and norms of their social group’s culture they
have adopted and routinely use. To generate creative ideas, an individual needs
to think differently from their group to generate novel ideas that others cannot,
while understanding what the group will view as appropriate and practical. We
view culture as a network of cultural elements and decompose individuals’ cul-
tural adoption into two conceptually and empirically distinct dimensions.
Cultural breadth, which reflects whether individuals have adopted a broad
range of values, beliefs, and norms that span the organization’s culture,
contributes to the novelty required for creativity. Cultural embeddedness,
which reflects whether individuals have adopted the core values, beliefs, and
norms entrenched in the organization’s culture, helps an individual generate
ideas that others will view as useful. We predict that individuals with both high
cultural breadth and high cultural embeddedness, who we label integrated cul-
tural brokers, will be most likely to generate creative ideas that are novel and
useful. We test and find support for our theory in two contexts: an e-commerce
firm in South Korea and MBA students at a U.S. university.
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For an idea to be considered creative, it must meet at least two criteria: novelty
and usefulness (Barron, 1955; Amabile, 1983, 1996). Novelty describes ideas
that are unigue and rare; usefulness describes ideas that are appropriate, feasi-
ble, and effective. As such, to generate creative ideas, an individual needs to
think differently from others to make unique and unusual associations, while
also understanding what others will view as appropriate and practical. In this
article, we explore how individuals can strike this balance as a function of the
values, beliefs, and norms—the cultural elements—of their social group’s cul-
ture that they have adopted.

Culture shapes how individuals interpret, understand, and respond to events
and information: what they pay attention to, what they ignore, how they define
problems, and how they ultimately respond to problems. Scholars have exam-
ined various aspects of culture, including cultural content (e.g., Li et al., 2013),
cultural diversity (e.g., Corritore, Goldberg, and Srivastava, 2020), and cultural
tightness (e.g., Chua, Roth, and Lemoine, 2015), to explain both why social
groups with different cultures differ in their ability to generate creative ideas as
a collective (e.g., Corritore, Goldberg, and Srivastava, 2020) and why different
groups evaluate different ideas as creative (e.g., Chua, Roth, and Lemoine,
2015). However, prior research on culture and creativity has focused mainly on
cross-cultural differences between groups and has not examined individual
differences within a single social group—that is, how members of a social
group differ in their level of creativity as a function of how they adopt and enact
their group-specific culture. If culture shapes how group members interpret
and respond to various issues and, consequently, their creativity at the collec-
tive level, they may differ in their creative ability according to the specific
elements of their group’s culture that they have adopted. Two members with
different perspectives may interpret their organization’s environment in differ-
ent ways, pay attention to different cues, collect different types of information,
and view different solutions as more appropriate (Kaplan, 2008). Yet prior
research has not explored how the different ways that individuals have adopted
their organizational culture can influence their ability to generate creative ideas.

This gap in the literature may exist partly because current approaches to the
operationalization of cultural fit mask differences in individuals’ cultural adoption
that are critical in shaping their creative abilities. Previous research on such
adoption has focused on cultural agreement among organizational members
and has operationalized cultural fit as the average similarity between one
individual’'s thoughts and behaviors and those of others in the organization
(e.g., O'Reilly, Chatman, and Caldwell, 1991). We move away from this blanket
approach and decompose fit into two components: one that allows individuals
to consider a wider range of perspectives than others so that they can generate
novel and unique ideas and one that enhances individuals’ understanding of
what others will find useful rather than strange or inappropriate.

Specifically, we decompose individuals’ cultural adoption into two conceptu-
ally and empirically distinct dimensions: (1) cultural breadth, which focuses on
whether individuals have adopted a broad range of cultural elements that span
the organization’s culture, and (2) cultural embeddedness, which focuses on
whether individuals have adopted the core cultural elements that are deeply
embedded in the culture and reflect “who we are as a group.” Taking insights
from cultural sociology research that conceptualizes culture as a toolkit of cog-
nitive resources (Swidler, 1986), we argue that individuals with higher cultural
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breadth are more likely to consider diverse perspectives and, as a result, are
more likely to generate novel ideas. But novelty without a good understanding
of what others consider appropriate and useful will not be appreciated as crea-
tive. Therefore we argue that high cultural embeddedness and thus ability to
understand what the group will appreciate as appropriate and useful can com-
plement high cultural breadth, such that an individual can generate ideas that
are novel and useful (i.e., creative). We test and find support for this hypothesis
in two contexts: an e-commerce firm in South Korea and MBA students at a
U.S. university.

Our study makes significant contributions to the literature on culture
and creativity. By decomposing the notion of fit into cultural breadth and
embeddedness, we can distinguish integrated cultural brokers, or those who
have adopted core cultural elements (i.e., high cultural embeddedness) that
span the organizational culture (i.e., high cultural breadth), from /ocalized
insiders, or those who have adopted core elements (i.e., high cultural
embeddedness) concentrated in a limited range of the organization’s culture
(i.e., low cultural breadth). Depending on the distribution of cultural elements
within the organization, an integrated cultural broker and a localized insider
might show a similar level of fit if fit is measured as the average similarity to
others. Such a blanket approach, however, would mask key differences in
these actors’ ability to use cultural resources for creativity. As creativity
requires both novelty and usefulness, the concepts of cultural breadth and
embeddedness are both necessary to fully understand an individual’s capacity
to deploy cultural resources for creativity. Collapsing cultural breadth and
embeddedness into a single dimension, as extant approaches to cultural fit
have done, is akin to trying to identify a geographic location by using only longi-
tude, not latitude.

Our decomposition of fit into breadth and embeddedness also aligns with
scholars’ recent acknowledgment that cultural heterogeneity exists in varying
forms in organizations and can affect organizational performance (Battilana and
Dorado, 2010; Besharov and Smith, 2014; Chatman et al., 2014, Corritore,
Goldberg, and Srivastava, 2020). Thus we build a bridge between micro and
macro approaches to culture by exploring the implications of cultural heteroge-
neity for individuals within an organization. In other words, we bring the individ-
ual into the emerging literature on cultural heterogeneity.

We also contribute to methods for studying culture by introducing a novel
approach for measuring culture and individuals’ engagement with it. First, we
distill the organization’s culture from members’ short essays on who is valued
in the organization and why. By asking organizational members to share which
attributes and behaviors make people valued in the organization, we glean
insight into what they perceive as the normative way of thinking and acting in
the organization. By contrast, prior methods have typically measured culture by
using content dimensions predetermined by researchers and have sometimes
privileged top executives’ responses. Such top-down approaches may be insuf-
ficient to account for the cultural heterogeneity within organizations (Martin,
1992; Goldberg et al., 2016). By inviting all members of the organization to
describe their culture, without imposing a predetermined structure on their
articulations, we can capture subcultures that exist within the organization.

Second, we apply the concept of semantic networks to the texts we gather
from organizational members, to map the structure of the culture (Mohr et al,,
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2020). This application can be particularly useful for future research given that
scholars have begun using various types of text data—e.g., Glassdoor
(Corritore, Goldberg, and Srivastava, 2020) and email content (Srivastava et al.,
2018)—to rejuvenate the study and practice of organizational culture (Corritore,
Goldberg, and Srivastava, 2020). The semantic-network approach that we intro-
duce can be used with different types of text data to locate individuals in the
topography of culture. This allows researchers to examine at scale the efforts
of cultural brokers and cultural entrepreneurs and to characterize every group
member’s ability to use culture.

THEORY AND HYPOTHESIS

Different Types of Cultural Heterogeneity and Their Consequences at the
Organizational and Individual Levels

Previous research on organizational culture has mostly emphasized how cul-
tural agreement among organizational members can enhance task coordination,
improve goal alignment, and consequently affect organizational performance
positively (Kotter and Heskett, 1992; O'Reilly and Chatman, 1996; Weber and
Camerer, 2003). Accordingly, research has treated heterogeneity in organiza-
tional culture as a sign of a weak culture or an imperfect state that will eventu-
ally lead to conflict (e.g., Weber and Camerer, 2003). Studies on individuals’
cultural adoption have also focused on cultural agreement among members
and have operationalized cultural fit as the average similarity between an
individual's thoughts and behaviors and those of others in the organization
(e.g., O'Reilly, Chatman, and Caldwell, 1991). Organizational members who are
most similar to others in the organization are viewed as having achieved cul-
tural fit.

More recently, scholars have begun to acknowledge that cultural heteroge-
neity is inevitable in organizations and that it influences organizational perfor-
mance in various ways (e.g., Battilana and Dorado, 2010; Besharov and Smith,
2014). For example, Chatman et al. (2014) argued that each organization’s cul-
ture differs in three components: (1) the content of norms, (2) how widely
members agree about norms, and (3) how intensely organizational members
hold particular norms. They assessed the financial performance of high-tech
firms and found that firms with high cultural consensus perform well if their
norm content intensely emphasizes adaptability. Relatedly, Corritore, Goldberg,
and Srivastava (2020) argued that organizations can differ in terms of intraper-
sonal cultural heterogeneity (i.e., cultural diversity that exists within an organiza-
tional member) and interpersonal cultural heterogeneity (i.e., cultural diversity
that exists between organizational members) and that organizations with high
intrapersonal cultural heterogeneity are more innovative because they are more
likely to have members who can access broader cultural toolkits and, as such,
are more creative.

Cultural heterogeneity in an organization is a function of individual
differences in cultural adoption. Yet efforts to disentangle forms of cultural het-
erogeneity and their influences on performance have mostly been limited to
organization-level studies. Most management studies still conceptualize an
individual's cultural fit as an average of the correspondence of cultural percep-
tion between the individual and others in the organization. This unidimensional
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conceptualization of cultural fit explains some important individual outcomes
such as job satisfaction and tenure (e.g., Chatman, 1991; O'Reilly, Chatman,
and Caldwell, 1991; Srivastava et al., 2018), but it masks some significant
differences in individuals' engagement with their organizational culture that
could have profound implications for individual performance differences. For
example, imagine an organization with multiple subcultures. One member may
be culturally entrenched in one of the subcultures by having adopted its core
values and beliefs, while another may have adopted some core values and
beliefs of two or more subcultures. Depending on the distribution of the cul-
tural elements that make up the subcultures, both members may have the
same level of fit, measured as the average similarity to others in the organiza-
tion, but they have adopted their organization’s culture in markedly different
ways. The former might think similarly to others who share the subculture,
while the latter will be fluent with a wider range of perspectives from multiple
subcultures. The relevance of individual differences in cultural adoption for
understanding individual performance is particularly salient for the outcome of
creativity because generating creative ideas involves thinking differently from
others and understanding how others think—two distinct abilities that stem
from different types of cultural heterogeneity.

A creative idea has components of novelty and usefulness, and achieving
both is not easy. A novel idea is by definition different from existing ideas, and
therefore uncertainty exists about whether the idea is practical and reliably
implementable (Amabile, 1996; Mueller, Melwani, and Goncalo, 2012). Novel
ideas are also often constructed by combining content from multiple domains,
and while the idea generator may be familiar with those multiple domains,
the audience evaluating the idea may not (Berg, 2016). As such, novel
ideas are often misunderstood and judged as weird (Uzzi et al., 2013). As
Csikszentmihalyi (1999: 314) noted, “creativity is not the product of single
individuals, but of social systems making judgments about individuals’
products.” Thus individuals who generate novel ideas may not be considered
creative if they cannot convince others to fully appreciate their ideas.

To disentangle an individual's ability to think differently than other group
members from that person’s ability to understand what the group will
appreciate as appropriate and practical, we conceptualize individuals’ adoption
of their organizational culture in terms of breadth and embeddedness. Cultural
breadth focuses on the diversity of the cultural elements one has adopted,
where two cultural elements are considered to be similar when they are often
adopted simultaneously by members of the organization. Thus individuals with
high cultural breadth have adopted cultural elements from various subcultures
within the organization. Two individuals may have adopted the same number of
cultural elements and may still differ in their cultural breadth when one has
adopted elements clustered within a limited range and the other has adopted
elements spanning the organizational culture. Cultural embeddedness, by con-
trast, focuses on how deeply entrenched an individual is in the organization's
culture by having adopted core cultural elements that interrelate with many
other cultural elements in the organization. Core cultural elements are nested
within a cohesive cultural cluster and reflect the foundational notion of “who
we are as a group.” Violation of these elements is considered inappropriate
and is discouraged (O'Reilly, 1989). Peripheral cultural elements, in contrast,
are loosely connected with other cultural elements in the organization, so
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violation of these elements will not result in serious punishment from the group
(O'Reilly, 1989).

How Cultural Breadth and Embeddedness Affect Creativity

To our knowledge, our study is the first to explore the concepts of breadth and
embeddedness simultaneously to examine individuals’ engagement with their
organizational culture. In particular, cultural breadth is rarely explored in
research on cultural adoption in the organizational context. This rarity reflects a
major gap in the literature, given that various studies have shown benefits of
having access to a broad range of cultural repertoires outside the context of
organizational culture. Cultural sociology (e.g., Swidler, 1986) researchers have
argued that individuals with broader cultural toolkits ““may have greater horizons
of possibility because they have a wider array of repertoires of action” (Small,
Harding, and Lamont, 2010: 16). Drawing on this insight, we posit that
individuals with high cultural breadth are more likely than individuals with low
cultural breadth to consider a wider range of interpretations, even when given
access to the same set of information.

Research on creativity has highlighted how individuals who consider a wider
range of perspectives than others are more likely to generate creative ideas
(Hargadon and Bechky, 2006; Perry-Smith, 2014; Perry-Smith and Mannucci,
2017). For example, Miron-Spektor, Gino, and Argote (2011) showed that
individuals are more likely to generate creative solutions when they are primed
with paradoxical frames (e.g., plan for everything, remain flexible), because par-
adoxical frames broaden individuals’ attention span and encourage them to
consider a wider range of possibilities. Relatedly, multicultural individuals are
creative because they can evaluate issues from diverse perspectives they have
learned from their experiences in foreign cultures (Leung et al., 2008; Maddux,
Adam, and Galinsky, 2010). Studies have also shown that individuals with
greater knowledge breadth—that is, individuals with knowledge, know-how,
and experiences from various domains (Amabile, 1983; Taylor and Greve,
2006)—are more likely to consider diverse perspectives and to generate crea-
tive ideas (Perry-Smith and Shalley, 2003; Taylor and Greve, 2006; Mannucci
and Yong, 2018). Drawing on these literature streams, we argue that
individuals who have adopted a wider range of the organization’s culture are
more likely than those who have adopted a narrower range to consider a
broader range of possibilities and, as a result, are more likely to generate novel
ideas.

As mentioned, however, novelty without good understanding of what the
audience will consider appropriate and useful will not be deemed as creative.
Even if an idea has merit, organizational members may not appreciate it if it
clashes with the organization’s culture (Hargadon and Sutton, 1997; Perry-
Smith and Shalley, 2003; Cattani and Ferriani, 2008). Thus we argue that high
cultural breadth will lead to creativity when complemented with high cultural
embeddedness. Individuals with both high cultural breadth and embeddedness
are those who have adopted core cultural elements that belong to different
subcultures of the organization. As such, they are likely to consider a broader
range of perspectives and to understand which types of novelty will be
accepted in multiple subcultures across the organization as appropriate, useful,
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and implementable and which types will be rejected as weird, impractical, or
not how things are done in that organization.

In addition, individuals with high cultural embeddedness can better frame
their ideas in ways that are more palatable to the group. The ability to frame a
thought and present it most persuasively to an audience is an important part of
the ideation process (Perry-Smith and Mannucci, 2017; Falchetti, Cattani, and
Ferriani, 2022). Individuals are also more susceptible to the ideas of others who
share their own perspective (Kaplan, 2008) or their language style (Ireland and
Pennebaker, 2010; Kovacs and Kleinbaum, 2020; Sytch and Kim, 2021). Those
with high cultural embeddedness are more likely to share perspectives and lan-
guage styles with many others in the organization and, therefore, to be able to
frame their novel ideas most persuasively. Thus we argue that cultural
embeddedness will complement cultural breadth, such that cultural breadth
increases the likelihood that the ideas of those with high cultural
embeddedness, but not of those with low cultural embeddedness, will be
deemed creative.

Figure 1 depicts four types of cultural adoption with different levels of
breadth and embeddedness. Individuals in Quadrant |, integrated cultural
brokers, have adopted core cultural elements that span the organizational cul-
ture. We argue that these types of brokers will be the most creative. Their high
cultural breadth will allow them to consider a diverse range of perspectives and
generate novel ideas, while their high cultural embeddedness will allow them
to channel their cognitive resources in ways that others in the organization will
appreciate as appropriate and useful. Individuals in Quadrant Il, localized
insiders, have adopted core cultural elements concentrated within a limited
range of the organization’s culture. For example, a localized insider can be cul-
turally entrenched in one significant subculture within the organization. While
localized insiders may understand what others will appreciate as appropriate
and useful, they may have limited ability to generate novel ideas that diverge
from others’ ways of thinking. Or what they understand as their organization’s
culture may be true only for the subculture in which they are embedded and
not for the rest of the organization. Depending on the distribution of cultural
elements within the organization, an integrated cultural broker and a localized
insider may have the same level of fit, measured as the average similarity to

Figure 1. Four Types of Cultural Adoption
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others in the organization. By moving away from average similarity and
decomposing fit into breadth and embeddedness, we can disentangle their
influences on the ability to generate creative ideas.

Individuals in Quadrant Ill are cultural outsiders who adhere to peripheral cul-
tural elements concentrated within a limited range of the organization’s culture.
These individuals may experience misalignment and find it difficult to be
accepted as part of the organization. Last, individuals in Quadrant IV are margin-
alized cultural brokers who have adopted peripheral cultural elements that
cover a comprehensive range of the organization’s culture. While their high cul-
tural breadth may enable them to think differently from others and generate
novel ideas, their novelty may often be poorly evaluated by others because
these marginalized brokers do not understand what others will appreciate as
useful or how to communicate their ideas so that others will fully appreciate
the usefulness. With all four quadrants in mind, we hypothesize the following:

Hypothesis: Cultural breadth and cultural embeddedness will interact such that cul-
tural breadth promotes the ability to generate creative ideas for individuals with high
cultural embeddedness.

Measuring Cultural Breadth and Embeddedness in a Cultural Network

A common method for measuring individuals’ engagement with organizational
culture is a survey focused on a set of cultural topics predefined by the
researchers or a group of organizational elites, e.g., the Organizational Culture
Profile (O'Reilly, Chatman, and Caldwell, 1991). Certain cultural topics, such as
innovation and teamwork, are prevalent across various organizations, so we
acknowledge that focusing on these cultural topics can be fruitful depending on
the research question. Yet these predefined cultural topics may not reflect the
topics that matter most to employees at a given organization (Goldberg et al.,
2016). This is especially problematic for our research setting because we focus
on the differences in cultural adoption among organizational members. For
example, the difference between integrated cultural brokers (with high breadth
and embeddedness) and localized insiders (with low breadth and high
embeddedness) is less likely to be captured by coarse-grained survey items
such as whether an individual believes that innovation is an important part of
the culture.

Another method to evaluate individuals’ differences in cultural adoption is to
examine their multiple memberships in different social groups, for example by
using multicultural background as a proxy for cultural breadth (Jang, 2017). In
organizations, however, no single proxy represents cultural breadth; various
factors such as an individual’s background (Swidler, 2001), the division for
which an individual works (Kaplan, 2008; Leonardi, 2011), when the individual
joined the organization (Stinchcombe, 1965; Tilcsik, 2014), and with whom
the individual most often interacts (Lu et al., 2018) can also affect which cul-
tural elements the individual will adopt. Therefore an individual's multiple
memberships in a certain domain, such as being multicultural or having
worked in more than one division, may not accurately capture the breadth
of the organizational culture they have adopted.

Given this distinction, instead of relying on predefined survey items or a
proxy, we directly measure individuals’ cultural breadth and embeddedness,
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using a two-mode network between individuals and the organizational cultural
elements they have adopted (Mohr et al., 2020). To construct this cultural net-
work, we use short essays that organizational members write on the attributes
and behaviors valued in their organization. In an online survey, we first ask
members to identify three colleagues who they believe are most valued by
others in the organization and then ask them to write a short essay identifying
the attributes and behaviors that make those members valued. Here, “valued"”
offers insight into what individuals perceive as the normative way of thinking
and acting in the organization. For example, imagine an employee who talks
about efficiency to make sense of why others value a certain colleague (e.g.,
"X'is valued because he gets things done fast” or "'Y is valued because she
knows how to maximize output with limited resources”). Such a response
reflects the notion that culture guides its members on how to think and act
within the organization (O'Reilly, 1989; O'Reilly and Chatman, 1996). With this
cultural network, we examine the breadth of cultural elements individuals have
adopted and the degree to which these elements are embedded within the
organization’s cultural network.

Integrated Cultural Brokers Versus Social Network Brokers

The benefits of being high in both cultural breadth and embeddedness on crea-
tivity stem from an individual’s capacity to process information; this is distinct
from having access to information (Burt, 2004). Thus we posit that integrated
cultural brokers will be more creative regardless of their social network and the
access to information they gain from their network. We also argue that being in
an integrated cultural network will not necessarily lead to being a broker in a
social network, and vice versa. While we acknowledge the interdependence
between social networks and cultural networks (Pachucki and Breiger, 2010;
Vilhena et al., 2014), social network position does not completely determine
which cultural elements an individual will adopt. Even when individuals are
exposed to the same set of cultural elements, certain elements may resonate
more with individuals with certain social identities, backgrounds, or experiences
(Goffman, 1974; Lamont and Thévenot, 2000; Swidler, 2001). In addition,
while newcomers need to adopt a certain level of organizational culture to
be accepted by peers, how much more of the organizational culture they take
on after being accepted varies (Srivastava et al., 2018). For example, two
newcomers may both observe that some organizational members care a great
deal about mentoring junior members. However, while one may quickly adopt
this behavior as an organizational norm, the other may not, believing it is just
an issue of personal preferences. Moreover, certain individuals may have a
higher absorptive capacity to adopt various cultural elements. For example,
experiences such as having lived in different countries might contribute to a
person’s capacity to learn an organization’s culture, as might listening ability,
belief in lay theories regarding people’s ability to learn culture (e.g., a growth
mindset with respect to culture), and personality traits such as openness, toler-
ance for ambiguity, and need for cognition. Thus two individuals in a similar net-
work position may be exposed to a similar set of cultural elements but differ in
whether they adopt them as part of the organization’s culture.

In addition, individuals’ social network positions change more quickly than
their cultural adaptation, which is stickier (Lizardo, 2006). For example,
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members of a newly created team may quickly form social ties with one
another, but it may take longer for these team members to create group norms
of how to work and to close gaps in the set of cultural elements they have
adopted (De Vaan, Stark, and Vedres, 2015). Therefore a person who is both a
network broker and an integrated cultural broker at time 1 may not be a net-
work broker at time 2 but may continue to be an integrated cultural broker.
Relatedly, Burt and Merluzzi (2016) found that individuals who oscillate
between brokerage and closure positions in social networks have an advantage
over those who constantly occupy brokerage positions, suggesting that an ele-
ment of perspective transcends current social network position. Consequently,
we predict that the advantages in creativity that integrated cultural brokers
enjoy will persist when we control for their position in the social network within
the organization.

Finally, organizational members may discover and adopt elements of organi-
zational culture through means other than information gleaned through social
networks. For example, individuals can learn about the organization’s culture
via company-wide communications such as memos or announcements by the
senior management to all staff. Individuals may also be exposed to
conversations and jokes outside their social network in common areas such as
cafeterias or breakout areas. Thus even an individual in a dense social network
may still gain access to a wider range of cultural elements from various sources
outside that social network, though whether this individual can adopt those
elements as part of their cultural toolkit may depend on various factors already
mentioned.

STUDY 1

We conducted Study 1 at a company in South Korea that provides an
e-commerce marketplace where consumers can purchase local merchants’
goods and services. The company began as a startup in 2010 and experienced
rapid revenue growth. At the time of the study, the company employed roughly
1,200 individuals, and its annual revenue was approximately $250 million. We
tested our hypothesis with employees in the company’s IT department. At the
time of the study, 268 people were employed in this department, which was
the largest in the company. The IT department’s main responsibility was to pro-
vide a user-friendly online platform, which is a main source of the company’s
competitive advantage.! We obtained basic information (e.g., age, gender, job
rank, education background) on all IT employees from the company’s human
resources (HR) department. We conducted an online survey in Korean to col-
lect data on cultural elements that employees had adopted from the
organization’s culture, employees’ ideas on improving the organization, and
their social networks. The online survey was administered over five working
days. Of the 268 employees, 217 (81 percent) completed the survey. Using the
Kolmogorov—-Smirnov test, we confirmed that nonrespondents were not

1 The company participated in the study because its leaders wanted to better understand their
employees and their organizational culture. At the end of the study, we provided the company with
various analyses of its culture, communication networks, and employee satisfaction, without reveal-
ing individual employee data. The company's leaders selected this department to be part of the
study because they believed it was representative of the entire organization.
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significantly different from respondents in firm tenure, age, gender, job rank,
and educational background. We then conducted an online idea tournament in
which employees evaluated others’ submitted ideas and voted on them using
two key creativity criteria: novelty and usefulness. This voting process took
place over two weeks.

Identifying the Organization’s Cultural Network

We applied the concept of a semantic network to identify the structure of the
organization's culture and locate individuals’ positions in the cultural network in
terms of breadth and embeddedness. In the online survey, we first asked
employees to identify three colleagues who they believed were most valued
by others in the organization. \We then asked them to write a short essay on
which attributes and behaviors made the three colleagues valued. From these
responses, we extracted the organizational values, beliefs, and norms the
respondents identified; for example, we extracted “efficiency” from the text
response X is valued because he gets things done fast.” This process
involved two steps. First, we broke each response into separate statements,
each containing one concept. For example, one response was "“He is very pas-
sionate about work and is very hard working. He is always the last one to leave.
He is also very good at his job.” We broke this response into four separate
statements: He is (a) very passionate about work, (b) very hard working, (c) the
last one to leave, and (d) very good at his job. One of the authors and one
employee from the company’s HR department conducted this unitizing pro-
cess, which resulted in 693 unique statements across all respondents.

Many of the 693 statements reflected similar concepts. For example, three
statements—"is cooperative,” "is a team player,” and “always pitches in to
help”—all emphasized the value of cooperation. Some statements shared a
personal experience that demonstrated the character of the person the respon-
dent described, such as how that person was a great teammate. Different
statements describing the same concept needed to be grouped together.
Ideally, the original respondents would have decided whether two statements
reflected the same concept and could be merged under a single concept.
However, asking 217 survey respondents to categorize 693 statements was
not feasible. Thus one of the authors and three employees from the company’s
HR department sorted statements into groupings that could be considered syn-
onymous. Two statements were grouped only when three or all four raters
deemed them as representing the same concept, that is, when the interrater
agreement was 75 percent or above.? This process reduced 693 statements
into 48 distinctive organizational cultural elements.

Next, we needed to identify patterns of association among these 48 cultural
elements, to construct the network. We thus returned to the survey responses
and examined how the respondents used these elements in their essays.
Through this process, we created a rectangular two-mode (ix k) matrix
between 217 individuals and the organizational cultural elements they enacted.
We adopted this approach from the recent works of sociologists who studied

2 \We performed a sensitivity analysis in which we grouped statements together only if all three of
the company raters considered them representative of the same concept. This approach yielded
results comparable to those reported subsequently.
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Figure 2. Cultural Network Depicting Organization’s Culture

have_m@oontacts experienced

client) first
g R hard rking
ood_iptuition jasti
90od_ criticaIgﬁri]l%mrl‘nséastIC
underst@_market

driven
hu@lede@ive@ duftiful
ownership li@s

nm—“@ﬁf?éw_q@chang

e
tré's(;(_@king pmnggsitiv@\indsé@le Co"tlve

detail-orien
oped
S competent creamrks @hours
@ |/ compassionate
altuisti leadership_ kinsSet—a”@"a”f?@gg”i@ion_sk“'S
congiderate
problem)solving selfless

good_personality !
(elo] e npr@e
engfgetic smart

motivthers help(others provide (feedback

patterns of relationships between individuals and the cultural elements they
employ (Breiger, 1974; Vilhena et al., 2014; Mohr et al., 2020). Our method is
also akin to Weber, Patel, and Heinze's (2013) approach to mapping the culture
of a field by using network analyses. We transformed the two-mode (ix k)
individual-to-element matrix into a one-mode element-to-element (k x k) matrix
and created the cultural network of this organization, which Figure 2 illustrates.
The size of the node represents betweenness centrality (Freeman, 1978)
within the network. Therefore, in conceptual terms, an integrated cultural broker
who reflects both high cultural breadth and embeddedness has adopted cultural
elements represented by the larger nodes spread out across the network.

Measuring Cultural Breadth and Cultural Embeddedness

Cultural breadth. To measure cultural breadth, we used Lizardo’s (2014)
cultural network efficiency (CNE) measure. Lizardo (2014) developed CNE from
Burt's (1992) effective ego-network size metric. The CNE measure represents
the extent to which an individual’s cultural choices bridge different cultural
worlds that are weakly connected. According to Lizardo (2014), cultural
omnivores consume not only many cultural genres but also genres that cut
across types. For example, two people who consume four genres may differ in
their level of cultural omnivorousness when one consumes four genres that
belong in a certain type while the other consumes four genres with few
overlapping audience members. Thus Lizardo (2014) argued that cultural
omnivorousness cannot be identified only by the number of genres one
consumes. Instead, he suggested an effective omnivorousness (EQ) measure
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that accounts for the extent of audience overlap between genres chosen by
each person. EO is calculated as
k#/

1
EQ; = Z [aij—(W Z ojx)]s

je NG T keN()

where oj represents the overlap coefficient between all pairs of cultural items
(Latapy, Magnien, and Del Vecchio, 2008):
Cik

Ok = min (Cj, Ckk) '
CNE is calculated by dividing the EO measure by degree centrality or the num-
ber of genres selected. In other words, CNE represents the extent to which a
person bridges distant genres, when we control for the number of genres the
person chooses. Individuals may have adopted the same number of cultural
elements but differ in their cultural breadth. Figure 3 illustrates this using two
individuals, drawn from our data, who both adopted eight cultural elements. As
the figure shows, the person in the left panel has higher cultural breadth than
the person in the right panel, because the former adopted a set of cultural
elements that others in the organization are less likely to associate together.®

Cultural embeddedness. \We operationalize cultural embeddedness as the
extent to which individuals are nested in a person-to-person cultural network in
which they are connected by having adopted the same cultural element.
Individuals are more deeply nested insofar as their connections with others in
the group are robust to the removal of specific other individuals. Operationalized
this way, individuals’ cultural embeddedness represents the robustness of their
connection with others in the organization through shared cultural elements.
This operationalization corresponds to the understanding of culture as an emer-
gent property of a group that transcends individuals (Eliasoph and Lichterman,
2003). Granovetter (1992: 35) observed that the patterns of overall network
cohesion associated with high individual levels of nestedness produce “norma-
tive, symbolic, and cultural structures” that affect behavior—in other words, a
strong culture.

In terms of calculation, cultural embeddedness is a function of the extent to
which individuals are nested in cohesive sections in the one-mode (ix /) individual-
to-individual matrix that is projected from the two-mode (ix k) individual-to-
element matrix. We use cohesive blocking, or k-components, to uncover nested
subgroup structures (Moody and White, 2003; Mani and Moody, 2014; Benton,
2016). A subgroup of nodes is said to be k-connected if it would become discon-
nected with the removal of k nodes (Moody and White, 2003). In equivalent
terms, a subgroup is said to be k-connected if there are at least k node-
independent paths between all pairs of member nodes in the block.* Therefore

3 In supplemental analyses, we estimated our models by using the Herfindahl-Hirschman index
(HHI), a popular measure of concentration, as the cultural breadth measure. We found similar
results.

4 Two paths from i to jare node-independent if they have only nodes iand jin common along the
two paths (Moody and White, 2003). This means that if the subgroup has higher k node-
independent paths, the members in this subgroup are more likely to be connected with each other
by multiple pathways, thus implying high embeddedness.
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Figure 3. Individual-to-Cultural Element Bipartite Egocentric Networks of Two Individuals Who
Have Adopted Eight Cultural Elements and Differ in Their Cultural Breadth*
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* In each panel, the focal individual is the black node (labeled “P_156" and “P_218"), the cultural elements
they have adopted are nodes in white (labeled “C_number”), and other members of the organization are in
gray. Cultural elements are located closer to each other insofar as they are more often adopted by the same
individual. Cultural elements are larger insofar as they are adopted by more individuals. The graphs are laid
out using the Fruchterman-Reingold algorithm.

highly cohesive subgroups are less vulnerable to being disconnected because of
multiple independent paths linking pairs of nodes in the block, while weakly cohe-
sive blocks can be broken apart when a few of the nodes are removed from the
group. We measure cultural embeddedness as an individual's maximum k-con-
nectivity level, and this measure reflects how nested an individual is in subgroups
in the cultural network. We provide more details on the cohesive blocking pro-
cess in Online Appendix A.

Measuring Individual Creativity

To measure employees’ creativity, we held an online idea tournament.
Following Burt (2004), we asked respondents, “From your perspective, what is
the one thing that you would change to improve the company (e.g., ideas for a
new service that we can launch, ideas on how to improve our current plat-
form)?” On average, respondents wrote three or four sentences that in total
included roughly 240 Korean characters. Employees were told that their submit-
ted ideas would be anonymously entered into an online idea tournament and
would compete with others’ ideas. Employees were not compensated for their
participation in the idea tournament but were told that upper management
would carefully examine the top five-ranked ideas for implementation and that
the names of the employees generating the top-ranked ideas would be made
public. Thus they had reputational incentives to perform well in the tournament.
Submitted ideas were mostly about new projects the company could launch
(e.g., "Launch in-house startups,” "“Use real-time geo-data to suggest stores
nearby'’) or new markets it could enter (e.g., “Enter the T-commerce market”;
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Table 1. Highest- and Lowest-Scoring Ideas in Study 1

Idea Score

Highest-scoring ideas Start an overnight delivery service for grocery orders (online orders made before 11 79

p.m. delivered by next day 9 a.m.). Our delivery trucks are not utilized during the
night, and we can use them for overnight delivery. We can first start providing the
service for free to our premium service users that live in [CITY] and consider
expanding the service.

Utilize VR to provide a “fun” shopping experience. 78

More travel package deals. For instance, we can provide "“build your own travel” 76
package deals. Allow customers to build their own route, and we recommend hotels,
plane tickets, dining, and activities accordingly. Customer gets a discount when
purchasing everything as a package.

Form alliances with large supermarkets to strengthen our grocery category. If an 76
alliance with supermarkets is not feasible, consider an alliance with a package
delivery company that provides overnight delivery service.

Develop more products in the travel category. 76
Use real time geo-data to suggest stores nearby. 75
Lowest-scoring ideas Fire underperformers—especially, those that are at higher rank and do not do their 26
jobs.
Move HQ to a new building. 26
Introduce 360 performance review so that subordinates can evaluate supervisors. 27
Offline businesses. 28
Better organizational culture. 28

"Provide service in Chinese, Japanese, and English”). Some ideas focused on
inefficiencies or product improvements (e.g., “Eliminate inefficient team-level
meetings where everyone is required to participate. Replace them with short
and frequent chats between three to four core members of the project”;
"Qur products in the travel category lack variety. We need to attract more
businesses in this category”). In Table 1, we list the highest- and lowest-
scoring ideas. Ideas were submitted in Korean, and the ideas presented in
Table 1 were translated into English by one of the authors.

We measured the creativity of the submitted ideas according to their perfor-
mance in the idea tournament. Using an online voting tool at www.allourideas.org,
a pairwise wiki survey developed by Salganik and Levy (2015), we built a
website on which respondents could choose between a pair of ideas. All IT
employees received a link to the idea tournament web page via email one
week after the idea submission survey closed. When they entered the site,
they were presented with a randomly selected pair of ideas and were asked
which one they considered to be better. The website defined “better’” as
reflecting both novelty and usefulness, two key criteria for creativity
(Amabile, 1996; Hargadon and Sutton, 1997; Perry-Smith and Shalley, 2003).
The ideas were presented anonymously such that voting employees did not
know who submitted them. The votes were also anonymous. After choosing
which idea they believed was better, respondents were immediately
presented with another randomly selected pair of ideas, and the voting con-
tinued for as long as the respondent wished. The voting website was open
for two weeks and received 3,282 votes.

From the voting results, a score for each idea—the estimated chance that it
would beat a randomly chosen idea—was generated from the website and


https://www.allourideas.org

16 Administrative Science Quarterly (2023)

updated dynamically in real time. For example, a score of 50 meant that an idea
was equally likely to win or lose when compared with a randomly selected idea
for a randomly selected user (for details on the scoring methods, see Salganik
and Levy, 2015). We used the idea scores generated by the website to mea-
sure Idea creativity.

Control Variables

As noted, we theorize that the benefits of high cultural breadth and cultural
embeddedness to creativity are independent of the advantages an individual
may enjoy from being a network broker. Thus we needed to control for
individuals’ social network position. In an online survey, we asked respondents
three conventional ego-network questions (Burt, 1984). Respondents were first
asked, "“Please list the names of the company’s employees with whom you
communicate most frequently regarding your tasks and the company.”
Respondents could name up to eight contacts from anywhere in the company.
Second, respondents were asked to describe their relationship with each, rang-
ing from "“very close” (38%) to “close” (43%) to “not so close” (18%) to “dis-
tant” (1%). Third, respondents were asked to answer the following question to
describe the relationship between all pairs of their coommunication partners:
"Think about the relationship between (column name) and (row name). Would
you say that they are strangers who never communicate, acquaintances who
sometimes communicate, or friends who communicate a lot?"

We used the ego-network data to calculate the variable Network constraint,
a summary measure that captures the extent to which a focal actor bridges
structural holes (Burt, 1992). Actor i's network constraint (C;) is the sum of the
constraint index from all alters, 3 Cj, where

)

N
Cj=(pj+ Z PigPg)? G # i.j.
q=1

The first component is the proportion of ego’s total relational strength that ego
allocates to an alter j, and the second component is the strength of the indirect
connection between ego i and alter j through a mutual contact g in the
network.

In addition, we controlled for the Age of employees because this variable
indirectly captures their level of work experience. We included both the dummy
variable Female, coded as 1, and the dummy variable Education, coded as 1 if
the individual had a graduate degree (all respondents had at least a four-year
bachelor’s degree). We also created three dummy variables to control for differ-
ent teams within the IT division. There were four teams in total. Our sample
included only employees from the IT division, and therefore the results were
less likely to be driven by differences in their job functions and backgrounds
(e.g., IT versus marketing department). However, systematic differences may
still exist between teams, so we used team dummy variables to control for
them. In addition, we coded the dummy variable Manager as 1 if the
individual's rank in the division was a manager or higher. We also included the
employee’s Tenure with the company, measured in years, to control for knowl-
edge or experience specific to the company. Finally, we controlled for /dea
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Table 2. Descriptive Statistics for Study 1

Variables Mean S.D. (1) (2) (3) (4) (5) (6) (7) (8) (9 (10
1 54.48 11.70 1.00
2 38.38 4.40 0.07 1.00
3 0.08 0.28 0.09 0.15 1.00
4 0.31 046 -0.11 0.18 —0.06 1.00
5 0.29 0.45 0.24 —-0.07 0.14 —-0.21 1.00
6. 254 1.65 0.26 0.06 0.08 —0.02 0.18 1.00
7 240.44 25.26 0.13 —-0.16 0.08 —0.15 0.14 -0.10 1.00
8. Network constraint 0.34 020 -0.15 —0.03 —0.05 0.18 —0.08 0.01 0.12 1.00
9. Cultural breadth 0.63 0.07 0.05 —0.02 0.05 0.02 0.03 0.04 0.02 —-0.02 1.00
10. Cultural embeddedness 22.87 9.57 0.22 0.07 0.04 —0.05 0.13 0.34 —-0.02 —-0.05 —0.61 1.00

length, or the number of Korean characters used to describe the idea, to con-
trol for any effect caused by the sheer length of the idea. Table 2 presents the
descriptive statistics and correlations among the variables included in our
models.

Results

In our data, we identified multiple outliers—bad leverage points and vertical
outliers—that can distort the ordinary least squares (OLS) estimator and gener-
ate unreliable results. To reduce the effects of these outliers, we applied a
robust regression method with the MM-estimator (Yohai, 1987). In Online
Appendix B, we examine the outliers in our dataset in detail and explain our
estimation strategy. Table 3 presents the results of a robust regression
predicting idea creativity. We also ran coarsened exact matching and found
similar results; see Online Appendix C. Model 1 includes all control

variables, and in Model 2 we added cultural breadth and embeddedness. In
Model 3, we tested our hypothesis by including the interaction term Cultural
breadthx Cultural embeddedness. In Models 1-3, we find that network
constraint has a negative and significant effect on idea creativity, replicating
the findings of Burt (2004). We also find that being a manager has a positive
and significant effect on idea creativity when both cultural breadth and
embeddedness are taken into account (Models 2 and 3). Idea length is also
positively associated with creativity in Models 2 and 3, suggesting that longer
ideas are of better quality. Our main model of interest is Model 3, which
includes the interaction term Cultural breadthx Cultural embeddedness. As
expected, we find that this interaction is positive and significant in predicting
idea creativity.

Figure 4 illustrates this interaction effect. We find a positive association
between cultural breadth and idea creativity for individuals who are at the
median level of cultural embeddedness. This positive relationship becomes
steeper for individuals with high cultural embeddedness (i.e., at the 90th per-
centile), consistent with our expectation that integrated cultural brokers’ ideas
will be evaluated as more creative than will ideas of localized insiders. By con-
trast, for individuals with a low level of cultural embeddedness (i.e., at the 10th
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Table 3. Robust Regression Model Predicting Idea Creativity in Study 1*

Model 1 Model 2 Model 3
Age 0.319 0.293° 0.056
(0.276) (0.146) (0.163)

Education —0.295 —3.847 —6.373°
(2.913) (2.409) (3.071)
Female 2.2 0.803 0.084
(2.366) (2.931) (3.000)

Manager 2.899 3.791° 4.423°°
(5.427) (1.843) (1.543)
Tenure 1.672 0.091 —0.336
(1.197) (0.549) (0.443)

Idea length 0.041 0.081° 0.086°
(0.070) (0.032) (0.035)

Network constraint —19.756°** —21.013%* —14.510°°
4.171) (3.581) (5.507)
Cultural breadth 61.940°°° —37.858
(14.434) (25.796)

Cultural embeddedness 0.355° —1.409°
(0.149) (0.646)

Cultural breadth x Cultural embeddedness 3.478%*
(1.063)

Constant 34.601°°° —11.688 44.715°
(—8.032) (—13.243) (—18.238)

Control for different teams Yes Yes Yes
Observations 217 217 217

*p < .05 p < .01,°°p < .001.
* Standard errors are in parentheses.

Figure 4. Interaction Between Cultural Breadth and Embeddedness on Idea Creativity in Study 1*
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* High cultural embeddedness corresponds to the 90th percentile, and low cultural embeddedness corresponds
to the 10th percentile. For illustration, we identified positions that correspond to the four types of cultural
adoptions.
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Table 4. Robust Regression Model Predicting Idea Creativity in Study 1 with Subsample of
Individuals with High Degree Centrality (N = 72)*

Model 1 Model 2 Model 3
Age 0.550° 0.272°°° 0.239°
(0.235) (0.078) (0.093)
Education —4.349 4.097° 3.119°
(5.261) (1.363) (1.2086)
Female —5.009 —0.525 —2.190+
(3.270) (1.723) (1.134)
Manager —0.033 5.075°*° 5.277°%
(1.771) (1.058) (1.343)
Tenure —0.204 0.619°° 0.276
(0.267) (0.213) (0.229)
Idea length 0.049 —-0.117° —0.080°*
(0.035) (0.048) (0.023)
Network constraint —-10.5 1.831 —3.673
(6.498) (7.192) (4.310)
Cultural breadth 60.610°° —8.776
(9.351) (28.997)
Cultural embeddedness 1.231°°° —0.466
(0.130) (0.688)
Cultural breadth x Cultural embeddedness 2.412°
(1.044)
Constant 31.671° —4.45 41.126°
(12.080) (11.565) (18.869)
Control for different teams Yes Yes Yes
Observations 72 72 72

*o < .10;°p < .05:** p < .01;** p < .007.

* Standard errors are in parentheses.

percentile), an increase in cultural breadth actually reduces their idea

creativity—marginalized cultural brokers’ ideas were evaluated as less creative
than were ideas of cultural outsiders. Thus we find evidence supporting our
hypothesis that cultural embeddedness complements cultural breadth, such
that for individuals with high cultural embeddedness, an increase in cultural

breadth leads to increased ability to generate creative ideas.

As a robustness test, Table 4 presents a replication of our analysis based on
a subsample of employees in the top quartile in terms of the number of cultural
elements they have adopted (N = 72). Our independent variables, cultural
breadth and cultural embeddedness, are functions of an individual’s adoption of
cultural elements, but they also depend on the distribution of those elements
in the organization’s culture. With this robustness test, we aim to show that
the distribution, not merely the number, of adopted cultural elements matters.
Our hypothesized result holds in the subsample analysis presented in Table 4.
In other words, among a subsample of those who adopted more cultural
elements than others in the organization, integrated cultural brokers (who have
both high cultural breadth and embeddedness) were most likely to generate

creative ideas.
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Additional Analysis: Perceived Fit and Organizational Attachment

We also examined how cultural breadth and cultural embeddedness influence
individuals’ perceived fit with and attachment to the organization. This analysis
had two main objectives. The first was to further validate our constructs. In par-
ticular, while our way of measuring cultural embeddedness is new, previous
research has indicated that individuals who have adopted the most deeply held
organizational cultural elements (i.e., have high cultural embeddedness) are
more likely to report higher perceived fit with and to show attachment to the
organization (e.g., Edwards and Cable, 2009). Second, while cultural breadth
leads individuals with high cultural embeddedness to have competitive
advantages in generating creative ideas, it may also lead to lower levels of per-
ceived fit and organizational commitment (Vedres and Stark, 2010). The differ-
ent way of thinking among individuals with high cultural breadth may weaken
their experience of perceived fit and make them more likely to consider leaving
the organization. Thus to fully grasp the implications of cultural breadth and
embeddedness requires understanding how these constructs relate to
individuals’ perceived fit and organizational commitment.

To measure Perceived fit (M = 4.56, S.D. = 0.94), we used a survey item
that asked employees how much they agreed with the following statement on
a b-point scale (1 = strongly disagree, 5 = strongly agree): "l believe that | fit
well into the organization’s culture.” To measure Organizational attachment
(M =3.01, S.D. = 1.34), we used a survey item that asked employees, “For a
20% increase in pay, would you consider making a lateral move to another
company in our industry?” Employees answered on a 5-point-scale (1 = defi-
nitely yes, 5 = definitely no). Many studies operationalize organizational attach-
ment as job satisfaction, affective commitment, and intention to leave the
organization (Venkataramani, Labianca, and Grosser, 2013). We tap into all
three accounts of organizational attachment by asking respondents about their
intention to leave the organization for a higher paying job at another company.

We used OLS regression models to test how cultural breadth and cultural
embeddedness affect perceived fit and organizational attachment.® We find
similar results when using ordered logistic regression models. Table 5 reports
the results from the OLS regression models. In Models 2 and 3, we include cul-
tural breadth and embeddedness, respectively, with the control variables and
find that cultural breadth has a negative effect and cultural embeddedness has
a positive effect on perceived fit. In Model 4, which includes both cultural
breadth and embeddedness, we find that cultural breadth is no longer signifi-
cant. In Model 5, we test the interaction effect of cultural breadth and
embeddedness on perceived fit and find that the effect is not significant.
Overall, cultural embeddedness has a significant and positive effect on per-
ceived fit, consistent with previous literature (e.g., Edwards and Cable, 2009).
Alleviating our concern, cultural breadth does not decrease perceived fit after
we account for cultural embeddedness.

In Models 6-10, organizational attachment serves as a dependent variable.
In the models, we find that age and tenure are positively associated with orga-
nizational attachment. As with perceived fit, we again find that cultural

5 For perceived fit and organizational attachment, we did not find outliers in our dataset as we did
with idea creativity, and therefore we used an OLS estimator instead of a robust estimator.
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Table 5. OLS Regression Model Predicting Perceived Fit and Organizational Commitment
DV = Perceived fit DV = Organizational attachment
Model 1 Model 2 Model 3 Model 4 Model5 Model 6 Model 7 Model 8 Model 9 Model 10
Age 0.011 0.009 0.006 0.006 0.006 0.068°** 0.067°* 0.065°* 0.065°* 0.065°*
(0.015) (0.014) (0.014) (0.014) (0.014) (0.020) (0.020) (0.020) (0.020) (0.020)
Education 0.215 0.257 0.241 0.250 0.246 —0.052 —0.048 —0.038 —0.055 —0.060
(0.237) (0.226) (0.218) (0.218) (0.219) (0.317) (0.318) (0.314) (0.313) (0.314)
Female —0.027 —0.015 0.006 0.005 0.005 —0.270 —0.269 —0.252 —0.249 —0.248
(0.147) (0.140) (0.136) (0.136) (0.136) (0.197) (0.197) (0.195) (0.194) (0.194)
Manager 0.225 0.257 0.178 0.196 0.188 0.115 0.118 0.090 0.057 0.047
(0.158) (0.151) (0.146) (0.146) (0.147) (0.211) (0.212) (0.209) (0.210) (0.211)
Tenure 0.038 0.044 —0.039 —0.025 —0.024 0.2563°** 0.254%** 0.213*** 0.185°** 0.187°**
(0.040) (0.038) (0.039) (0.041) (0.041) (0.053) (0.053) (0.055) (0.058) (0.058)
Network constraint 0.556 0.501 0.615° 0.589 0.615° 0.321 0.316 0.352 0.403 0.438
(0.335) (0.319) (0.309) (0.309) (0.312) (0.447) (0.449) (0.443) (0.443) (0.447)
Cultural breadth —3.877°* —1.204 0.408 —0.367 2.288 4.420
(0.821) (1.048) (2.544) (1.154) (1.502) (3.646)
Cultural embeddedness 0.042°* 0.035°** 0.075 0.022° 0.035°° 0.087
(0.007) (0.009) (0.058) (0.010) (0.013) (0.083)
Cultural breadth x Cultural —0.059 —-0.077
embeddedness (0.084) (0.121)
Constant 3.721°% 6.287°% 3.177°% 4.061°*° 2938 —0.483 —0.239 —0.769 —2.450 —3.935
(0.599) (0.787) (0.559) (0.951) (1.875) (0.801) (1.108) (0.803) (1.363) (2.687)
Control for different teams Yes Yes Yes Yes Yes Yes Yes Yes Yes Yes
Observations 217 217 217 217 217 217 217 217 217 217
Adjusted R-squared 0.007 0.099 0.156 0.158 0.156 0.136 0.133 0.153 0.158 0.156

embeddedness has a positive and significant effect on organizational attach-
ment, while cultural breadth does not. Thus while cultural breadth enables

individuals to think differently from others, it does not seem to reduce their per-
ceived fit with or attachment to the organization. Cultural embeddedness is
positively associated with perceived fit and attachment.

Additional Analysis: Who Becomes an Integrated Cultural Broker?

Given the benefits of being an integrated cultural broker, who becomes an inte-
grated cultural broker is an important question for both theoretical and practical
reasons. While a full answer to this question is beyond the scope of this article,
we examined some of the characteristics of integrated cultural brokers by
using a logistic regression analysis with Integrated cultural broker (= 1 when
individuals’ cultural breadth and embeddedness are both above median) as the
dependent variable. Table 6 presents the result of this analysis. We find that
tenure has a significant and positive relationship with being an integrated cul-
tural broker. This is consistent with previous research showing that individuals
with longer tenure are more likely to have greater social knowledge, such as
knowledge of the nature, history, and preferences of different departments in
the organization (Obstfeld, 2005). Aside from tenure, we do not find any vari-
able that significantly predicts being an integrated cultural broker, perhaps
because, as noted, various factors such as individuals’ background, personality,
and social identities outside the organization affect which cultural elements
they adopt. We also find no association between being an integrated cultural
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Table 6. Logistic Regression Predicting Integrated Cultural Brokers*

Model 1
Age —0.009
(0.040)
Education —0.569
(0.698)
Female 0.165
(0.394)
Manager 0.339
(0.422)
Tenure 0.363°**
(0.109)
Network constraint 0.021
(0.911)
Constant —2.106
(1.591)
Control for different teams Yes
Observations 217

*p < .05°*p < .01;* p < .001.
* Standard errors are in parentheses.

broker and being a social network broker. We consider this finding further in
the "“Discussion’ section.

STUDY 2

Study 2 allows us to replicate our results in a different context and to address
two limitations of Study 1. The first limitation is the issue of endogeneity: crea-
tivity may be a function of individual attributes not accounted for in Study 1 that
also promote cultural breadth and/or embeddedness, and therefore the
relationships between these variables and creativity may be spurious. To
address this issue, in Study 2 we controlled for individuals’ traits that are
known to affect creativity. Specifically, we measured participants’ cognitive
flexibility and promotion motivation. Cognitive flexibility is the ability to shift
cognitive categories and has been recognized as a fundamental requisite for
creativity (Mednick, 1962; Amabile, 1983). It is plausible that individuals with
high cognitive flexibility adopt culture in such a way that they show high cultural
breadth and embeddedness. Individuals with high promotion motivation are
also more creative (Friedman and Forster, 2001) and more comfortable
interacting with diverse others (Zou, Ingram, and Higgins, 2015), which may
have shaped their levels of cultural breadth and/or embeddedness as well as
their creativity score. The second limitation is the possibility that the national
culture of the company we examined in Study 1 affected our results, as South
Korea has a more collectivist culture than most Western countries. Thus we
conducted Study 2 in the United States, which has an individualist culture.
Participants for Study 2 were working MBA students, taking classes on the
weekends at a large university in a large city in the northeastern United States.
The students were divided into two “clusters,” X and Y. A cluster is a group of
65 students who take required classes together, to which the school assigns
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admitted students by using constrained randomization to achieve demographic
diversity in each cluster. At the time of our study, all our participants were tak-
ing classes only with students from their cluster. In addition to taking required
classes together, the students took part in many cluster-focused events, such
as cluster-members-only social events coordinated by their elected student
officers and informal seminars in which they could exchange work experiences
and expertise. Through repeated interactions over time among cluster
members, each cluster went from being an anomic assembly of random
students to having its own culture.

Methods

Before the first class in the first semester and before participants had met
other students, we sent participants in both clusters an online survey to collect
data on their personal attributes and to measure their cognitive flexibility. Two
months into the semester, we conducted a second online survey, which
included the same "“who is valued and why?"" essay question as in Study 1, to
collect data on each cluster’s culture. As we did in Study 1, we broke down
each response into unique statements that we then categorized into distinct
cultural elements. We identified 39 elements in Cluster X and 50 in Cluster Y.
We then built a two-mode network for each cluster, linking cluster members
and the cultural elements they enacted.

The second survey also asked participants to generate an idea to improve
the community within their cluster. Submitted ideas included various ways to
network with one another (e.g., different ways of having mixers and small-
group lunches/dinners), ways to build rapport as a team (e.g., team-building
activities outside campus), and ways to share information (e.g., various
mediums for idea/information sharing). Students were told that their peers
would evaluate their ideas and that the best-rated ideas and the names of
those who submitted them would be made public. As with Study 1, while there
was no monetary reward for participation, we offered reputational incentives
for strong performance. We also collected network data to control for
individuals’ positions in the social network of the cluster: we presented
participants with a list of students in their cluster and asked them to indicate
those they considered their friends.

Dependent variables. Two weeks after the second survey, we conducted
a third online survey to collect creativity evaluations of the submitted ideas. We
asked all participants to evaluate three randomly selected ideas from their own
cluster and three randomly selected ideas from the other cluster without being
told that the ideas came from outside their cluster. Evaluations were made on
a 6-point scale, and students were told that their evaluations should consider
novelty and usefulness, the two main components of creativity. One hundred
twenty-three students participated in all surveys and were included in the study
(a 94.6 percent response rate). The dependent variable /dea score is an average
of three scores received by students from the same cluster.

Independent and control variables. \We measured individuals’ cultural
breadth and cultural embeddedness in the same way as in Study 1. We
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Table 7. Descriptive Statistics for Study 2

Variables Mean  S.D. (1) (2) (3) (4) (5) (6) (7) (8)
1. Idea creativity 3.57 067 1

2. Age 31.86 4.92 0.01 1

3. Female 032 047 -0.03 -0.15 1

4. Promotion focus 3.97 057 0.28 0.02 0.16 1

5. Cognitive flexibility 6.52 296 023 -0.1 0.05 0.15 1

6. Network constraint 0.37 0.15 —-0.38 0.12 0 —0.09 —0.15 1

7. Cultural breadth 0.7 0.11 0.01 0.01 0 0.06 0.15 0.04 1

8. Cultural embeddedness 2.86 2.55 0 0.04 —0.03 —-0.07 —0.03 —0.04 —0.51 1

measured Cognitive flexibility via the divergent thinking task administered with
the first online survey. We asked participants to come up with as many differ-
ent uses for a paper clip as they could in two minutes. Drawing on Guilford's
(1967) coding scheme, we measured participants’ cognitive flexibility as the
number of distinct categories represented in their responses (e.g., “turn it into
aring” and "turn it into an earring” would lead to a score of 1 as both ideas are
about making accessories with a paper clip; “turn it into a ring” and “use as a
fishing hook” would lead to a score of 2). Two coders showed high interrater
reliability (Cronbach’s « = 0.87), and we used the average of the two scores.
We also measured participants’ Promotion focus by using the regulatory focus
questionnaire included in the first survey (Higgins et al., 2001).

To control for participants’ age, gender, race, and occupation, we used infor-
mation collected in the first survey. We also controlled for their network con-
straint based on the friendship network responses. Table 7 presents the mean,
standard deviation, and correlations among the variables included in the analyses.

Results

Table 8 presents the results of the robust regression analysis based on an MM-
estimator predicting idea creativity. This is the same estimation model as in
Study 1, and we explain the rationale for choosing this approach in Online
Appendix B. We include a dummy variable to distinguish clusters. Model 1 is
the baseline model with controls, and Model 2 includes the cultural breadth
and embeddedness variables. In Model 3, we test our hypothesis with the
interaction term between cultural breadth and embeddedness. In Models 2 and
3, we find that age has a negative and significant effect on idea creativity. We
also find that network constraint has a negative and significant effect on idea
creativity, consistent with Study 1 and previous literature (e.g., Burt, 2004).
Promotion focus is significant and positively related to creativity only in Model
3. As hypothesized, in Model 3 we find that the interaction between cultural
breadth and embeddedness is positive and significant in predicting idea creativ-
ity, and we illustrate this interaction effect in Figure 5.

We find that for individuals with a median level of cultural embeddedness,
an increase in cultural breadth leads to an increase in creativity. This positive
effect between cultural breadth and creativity becomes stronger for individuals
with high cultural embeddedness (i.e., at the 90th percentile), while the effect
becomes weaker for individuals with low cultural embeddedness (i.e., at the
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Table 8. Robust Regression Model Predicting Creativity of Idea in Study 2*

Model 1 Model 2 Model 3
Age -0.012 —0.023°** —0.013°°
(0.033) (0.004) (0.005)
Female 0.078 0.145° —0.01
(0.149) (0.066) (0.046)
Promotion focus 0.098 —0.078 0.117°°
(0.170) (0.062) (0.033)
Cognitive flexibility —0.013 —0.004 0.014
(0.019) (0.008) (0.009)
Network constraint —2.215 —2.806°°° —3.032°%
(1.117) (0.178) (0.254)
Cultural breadth 1.650°*° 0.351°
(0.201) (0.172)
Cultural embeddedness 0.035° —0.123°**
(0.014) (0.042)
Cultural breadth x Cultural embeddedness 0.219°%
(0.061)
Constant 4.321 3.641°° 3.935°*°
(2.355) (0.340) (0.197)
Control for different cluster Yes Yes Yes
Control for occupation industry Yes Yes Yes
Control for education Yes Yes Yes
Control for race Yes Yes Yes
Observations 130 130 130

*p < .05 p < .01,°*p < .001.
* Standard errors are in parentheses.

10th percentile). Therefore we find, consistent with Study 1, that cultural
breadth engenders creativity for individuals with high cultural embeddedness.
Thus we find evidence supporting our hypothesis even when we control for
potential confounds of creativity and cultural adoption and when we analyze
groups in an individualist national culture. Contrary to our finding from Study 1,
cultural breadth is still positively associated with idea creativity for individuals
with low cultural embeddedness, only to a lesser extent than for those with
median or high cultural embeddedness. We consider this difference between
Studies 1 and 2 further in the “Discussion’ section.

While we find that the interaction between cultural breadth and cultural
embeddedness has a significant and positive effect on the idea creativity score
provided by others within the same cluster, we do not find this effect on the
idea creativity score provided by members of the other cluster. This finding is
consistent with our theory that individuals' adoption of a group’s culture
influences their ability to generate ideas that will be viewed as creative within
that group, by allowing them to understand what will be considered novel and
useful. A closer look at the idea scores within and between clusters supports
this interpretation. Table 9 lists ideas from Clusters X and Y that involved doing
something prosocial as a group. In Cluster Y, all ideas for prosocial activities
involved volunteering in the local community, and all such ideas were consid-
ered creative by members of Cluster Y but not by members of Cluster X. In
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Figure 5. Interaction Between Cultural Breadth and Embeddedness on Idea Creativity in Study 2*
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* High cultural embeddedness corresponds to the 90th percentile, and low cultural embeddedness corresponds
to the 10th percentile. To illustrate, we identified positions that correspond to the four types of cultural adoptions.

Cluster X, one idea described volunteering in the local community; it was rated
within that cluster as one of the least creative ideas, even as it was considered
creative by members of Cluster Y. In other words, while members of Cluster Y
evaluated all the ideas of volunteering as a group in the local community as cre-
ative (scoring 4 or above), members of Cluster X evaluated them all as uncrea-
tive (all scoring 2.5 or below). Yet Cluster X was not less prosocial than Cluster
Y; rather, prosocial ideas scored as creative in Cluster X involved participating
in “charity events” (ideas #6 and #7). The difference in evaluation of prosocial
ideas across the clusters demonstrates that an idea viewed as creative in one
group may not be deemed such in another group. Understanding the cultural
context of evaluation in a group is therefore important for generating ideas
viewed as creative within that group.

DISCUSSION
Organizational Culture and Creativity

Our findings make important contributions to the literature on organizational
culture and creativity. Previous research has focused more on interorganiza-
tional differences and less on how individual differences in cultural adoption
may lead to differences in creative abilities. In our study, we show that for
individuals with high cultural embeddedness, cultural breadth enhances the
ability to generate creative ideas. While our study focuses on the idea-
generation stage, cultural breadth and embeddedness may also have positive
effects on later stages of the idea journey (Perry-Smith and Mannucci, 2017).
For example, these dimensions may also be helpful in the idea-championing
stage, in which the idea originator advocates an idea, to gain approval and
resources needed for implementation. During this stage, the idea originator
must be able to influence and convince others in the organization (Perry-Smith
and Mannucci, 2017). Integrated cultural brokers, who have high cultural



Choi, Ingram, and Han

27

Table 9. Ideas Involving a Prosocial Activity

Score Received Score Received From

Idea (bold emphasis added) Within the Cluster

the Other Cluster

Ideas Originated
in Cluster Y

Ideas Originated
in Cluster X

1 As a group (on Saturday if possible), have a significant 4.4
impact on the community.
2 | believe that wanting to give back to our communities is 4.25
something we all have in common. | also believe that
we all want to get to know each other better. We can
put these two goals together by organizing community
volunteer events—at a soup kitchen, for example, or
events where we buy school materials for
underprivileged kids in the area. | think it will be a great
way to create friendships, get to know those we don’t
know so much, while giving back!
3 Volunteer events—I think participating in a volunteer 4.2
event as a cluster would help strengthen our ties as a
cluster and help build a sense of community. For
example, as a group, we could go to one of the [CITY]
schools, help them paint their walls, replant their
gardens etc. This not only gives us an opportunity to be
together outside of class and do something more fun
and relaxed, but also brings us together for a good
cause that we are all passionate about.
4 Introducing community volunteer events will help 4
establish and build strong relationships with those in the
cluster. By participating in events like making school
lunches (e.g. peanut butter and jelly sandwiches) for
disadvantaged children in the area, the cluster can share
a memorable and rewarding experience together. These
experiences create depth in the relationships.
b Participate in a community service event together. This 2.25
will allow everyone to let their guard down and also
make the community a better place. I'd recommend
cleaning up the [RIVER] or perhaps dog walking at a
local rescue.
6 Participate in a charity event (e.g. Feed My Starving 4
Children) as a group. This will provide an activity for us
to get to know each other while donating to a
meaningful cause.
7 1 have found that supporting a cause together with like- 3.75
individuals tends to build a stronger community. There
are many charitable events that we can participate [in]
and we can vote to determine which cause is a “top-of-
the-list"” cause for most of the group.

25

breadth and embeddedness, would excel in this stage as they can appeal to
diverse constituents across subcultures within the organization. This contrasts
with how network brokerage can be beneficial in the idea-generation stage but
undermine the coordination necessary to implement those ideas (Obstfeld,
2005; Fleming, Mingo, and Chen, 2007; Vedres and Stark, 2010).

Future research could explore how the effects of cultural breadth and cultural
embeddedness on creativity vary in different organizations and contexts. We
tested our hypothesis in very different contexts in Studies 1 and 2. One difference
was that Study 1 was located in a country with a more collectivist culture, while
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Study 2 was located in a country with a more individualist culture. In both studies,
we find a positive relationship between cultural breadth and creativity for
individuals with median or higher cultural embeddedness. In Study 1, we find a
negative relationship between cultural breadth and creativity for individuals with
low cultural embeddedness—for these individuals, cultural breadth actually
becomes a barrier to creativity. By contrast, in Study 2, we find that cultural
breadth still has a positive relationship with creativity for individuals with low cul-
tural embeddedness, though the effect is less positive for those with median or
higher cultural embeddedness. While we cannot determine exactly why such
differences occurred in the two studies, a plausible explanation is that cultural
breadth without cultural embeddedness is punished in a more collectivist culture.
We theorized that while having high cultural breadth allows individuals to
consider diverse perspectives and therefore enhances their ability to generate
novel ideas, ideas generated by those with high cultural breadth and low cultural
embeddedness run the risk of being judged inappropriate or impractical. This rejec-
tion of novelties that lack good understanding of what the group considers appro-
priate and useful may be stronger in a collectivist than an individualist culture.

In our studies, we did not find any cultural gaps or cognitive clusters that
were completely disconnected from the rest of the organization, perhaps
because the groups we examined are somewhat homogeneous. In Study 1,
we analyzed a department in an e-commerce company in Korea in which all
members were college graduates and had the same ethnic background. Study
2 analyzed U.S. MBA students, and while they were more diverse in terms of
ethnicity and nationalities, they were all students at the same school, which
limits the sample’s diversity. The likelihood of finding cultural gaps and cliques
increases as organizations grow larger and more diverse. In such cases, the
competitive advantage enjoyed by integrated cultural brokers is likely to be
greater. These individuals would play a key role in bridging cultural holes and
fostering collaboration within such organizations (Giorgi, Bartunek, and King,
2017; Jang, 2017).

New Approach in Locating Individuals Within Cultures

In this article, we provide a novel and useful way to understand individuals’
adoption of culture. Previous measures of cultural fit, which emphasize an
employee’s average similarity to others, do not consider the structure of the
organization’s culture and, as a result, mask important differences in cultural
adoption. Instead, we view culture as a network and examine individuals'
engagement with culture in terms of how diverse and nested their adopted cul-
tural elements are within the cultural network. We thus bring the individual into
the emerging literature on cultural heterogeneity.

Given the advantages of being an integrated cultural broker for creativity,
future research should explore how individuals’ cultural breadth and
embeddedness evolve over time and how and why certain individuals become
integrated cultural brokers. Cultural adoption is a dynamic process (Srivastava
et al., 2018), and we suspect that individuals’ cultural breadth and embeddedness
will change over time. In particular, research could examine how changes in an
individual’s position in a social network influence changes in that person’s cultural
breadth and embeddedness. We found, as part of our additional analyses in
Study 1, that being an integrated cultural broker has no significant relationship to
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the person’s position in the social network. However, examining changes in an
individual’s social structure over time may reveal important dynamics
between social network position and cultural network position. It is possible
that during a period of deep engagement with the group (closure), individuals
can enhance their cultural embeddedness, and during a period of connecting
across groups (brokerage), they can enhance their cultural breadth (Burt and
Merluzzi, 2016). In other words, while an individual’s position in a social net-
work at one point does not predict whether they will be an integrated cultural
broker with both high cultural breadth and embeddedness, shifts between
closure and brokerage in a social network could help them become an inte-
grated cultural broker.

We also encourage research on other determinants of who develops cultural
breadth and cultural embeddedness. As we have noted, personality traits such
as openness or need for cognition as well as experiences such as having lived in
different countries might influence individuals’ capacity to learn an organization’s
culture and their development of cultural breadth and embeddedness. In
addition, some positions in the organizational structure may confer an advan-
tage for learning culture, beyond the social network implications. For exam-
ple, a top executive’'s administrator serves as a clearinghouse for formal and
informal information throughout the organization and may be exposed to
more-honest perceptions, and less placation, than the top executive is
(Ciampa, 2020).

By using open-ended questions and not relying on cultural categories
predefined by researchers (Srivastava et al., 2018), we have also offered a new
method to extract and examine the content and structure of an organization’s
culture. From the survey responses, we built a person—cultural element net-
work to map the content and structure of the organization’s culture (Mohr
et al., 2020). This method could be implemented to examine various aspects of
organizational culture and the different ways individuals engage with it. For
example, the notion of cultural tightness could be operationalized as the density
of the organization’s cultural network, or research could investigate the tight-
ness around specific norms by zooming in on clusters within the cultural net-
work, such as evaluating the tightness of the norm on efficiency by assessing
the density of the network around efficiency. Tracking how an organization’s
cultural network changes over time may also provide richer understanding of
cultural change.

While we operationalize culture on the basis of respondents’ essays describ-
ing why certain members are valued in their organization, our definition of cul-
ture and the assumptions we make in the process are more aligned with the
toolkit-based cultural model (e.g., Swidler, 1986) than with the value-based cul-
tural model (e.g., Schein, 1985). Our emphasis on the distributional structure of
culture is indeed based on the assumption that culture is fragmented, which
contrasts with what the value-based cultural model assumes. What we capture
from respondents’ essays on why someone is valued in their organization is
not a system of values uniformly shared within the organization. Rather, we
capture various cultural elements that people use to make sense of what is
considered appropriate and ideal within their organization. Thus while we
emphasize the cognitive conception of culture—i.e., that culture shapes
individuals” understanding of how things work—we also acknowledge that
organizational values define what the organization desires and considers ideal
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and are thus an important part of organizational culture. In this sense, our work
responds to scholars who have called for a synthesis of old value-based cultural
models and new toolkit-based cultural models (Vaisey, 2009, 2010; Giorgi,
Lockwood, and Glynn, 2015).

Conclusion

As the conception of organizational culture develops to recognize heterogeneity
explicitly, it follows that some locations within a culture may present unique
advantages or disadvantages for individuals. We demonstrate the potential of
that idea for one important element of individual performance: creativity. In
doing so, we create and detail a method to measure organizational cultures in
the form of a two-mode network, in which organizational members are
connected with cultural elements. This approach allows us to differentiate
individuals’ embeddedness in core elements that make up their organization’s
culture from the breadth with which they embrace the culture. We show that
both concepts matter for creativity, and we see promise in using them to pre-
dict other individual outcomes, such as organizational commitment, influence,
turnover, and the capacity to get things done. Likewise, just as the two-mode
network of organizational culture allows us to differentiate individuals within
cultures, it also allows us to differentiate the standing of cultural elements—
that is, how certain values, beliefs, and norms are core/peripheral in the cultural
network and how certain beliefs are more or less cognitively similar to others.
Future research might therefore examine how organizational culture changes
when a new CEO is appointed or when a prominent individual retires. Given
emerging theory and methods, now is the time to bring the individual into
analyses of organizational culture.
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