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ABSTRACT 
 

In the fast-paced and competitive organised retail sector, fostering employee divergent thinking is crucial 
for enhancing productivity and innovation. This study examines the impact of individual and 
organisational factors on employees' divergent thinking, which in turn influences creative performance. 
Using a descriptive research design, data were collected from 212 retail employees through a self-
developed questionnaire. Multiple regression analysis explored the relationships between various 
individual and organisational factors and employee divergent thinking. Findings indicate that creativity-
relevant skills, resource availability, management attitude, and employee attitude positively influence 
divergent thinking, while reward systems exhibit a negative impact. Notably, personality, domain-related 
skills, task motivation, and leader influences were non-significant predictors. These results underscore 
the importance of organisational support and individual competencies in shaping employee creativity. 
The study contributes to the literature on workplace creativity and offers practical implications for 
managers seeking to cultivate innovative work environments in organised retail. Future research should 
consider longitudinal designs, expanded sample sizes, and additional moderating variables to deepen 
understanding of factors influencing divergent thinking.  

 

Keywords: Divergent Thinking, Creativity, Organised Retail, Employee Performance, Innovation, Workplace 
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Introduction 

 Many organisations look to their employees to improve productivity in a rapidly changing and highly 
competitive business environment. Employees can boost productivity through increased efforts using 
conventional task approaches or by directing their efforts toward identifying and using more efficient task 
approaches. Identifying production efficiencies often requires individuals to think outside the box, which 
we define as trying to discover original and better ways to accomplish a task (Shalley 1995). Indeed, 
many argue that achieving significant productivity breakthroughs is critically dependent on the extent to 
which employees can effectively move beyond traditional approaches to performing work activities to 
identify more efficient approaches (Magretta 2002; Chen and Jones 2005).  

Divergent thinking is an unstructured, free-form way of problem-solving in which participants are 
encouraged to produce many innovative ideas or solutions to a pressing problem. This type of thinking 
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allows for more freedom and helps to generate more than one solution by typically using brainstorming, 
free writing, mind mapping, and exploring many possible solutions and others. According to Thompson 
(2003), divergent thinking is “moving outwards froma problem in many directions and thinking without 
boundaries” (Kalargiros and Manning, 2015).Woodman et al. (1993) noted that divergent thinking has 
long been considered the cognitive key to creativity and has continued to be a major consideration in 
creativity research. Studying the factors that influence divergent thinking is fundamental to understanding 
organisational creativity, which is important in all business areas, particularly in fast-changing 
environments like the retail industry.  

The retail sector is a fast-paced and customer-centric industry that demands high levels of 
adaptability, innovation, and employee performance. In organised retail, where employees face 
challenges such as rapidly changing customer preferences, technological disruptions, and intense 
competition, fostering divergent thinking can contribute significantly to individual and organisational 
success. Recognising the critical role of divergent thinking in the organised retail sector, the proposed 
study examines the personal and organisational factors that affect employees’ divergent thinking leading 
to their creative performance.  

Determinants of Divergent Thinking 

 The literature review highlights the factors that enhance divergent thinking in a work 
environment. These factors have been bifurcated into individual and organisational ones. The following 
sections explain how each of these factors has proved to be effective in enhancing divergent thinking 
among employees at the workplace. 

Table 1: Factors Determining Employee Divergent Thinking 

Individual Factors Organisational Factors 

Personality Leadership Influences 

Attitude Reward Systems 

Domain-Relevant Skills Management Attitude 

Creativity-Related Skills Resource Availability 

Task Motivation  
 

Individual Factors 

• Personality 

 The behaviour, especially divergent like an individual, is the combination of the personality traits 
andhow he responds to the situation in his professional or personal life. Openness to experience is a 
personality trait associated with individual creative performance in organisations (George and Zhou, 
2001; Woodman et al., 1993). “Open” individuals tend to seek out new and varied experiences. 
Alternatively, more “closed” individuals tend to be more conventional, conservative, and uncomfortable 
with complexities. Open individuals’ cognition includes terms such as divergent, flexible, fluent, curious, 
and imaginative (McCrae, 1987; McCrae and Costa, 1997). Motivational aspects of openness include the 
need for variety, cognition, and tolerance of ambiguity, which are associated with organisational creativity 
and innovation (King, 1990). Open individuals actively seek out new and varied experiences and are 
inclined to be reflective and thoughtful about the ideas encountered (McCrae and Costa, 1997). McCrae 
(1987) empirically demonstrated a connection between openness to experience and divergent thinking in 
a creativity exercise.  

• Attitude 

 One’s attitude toward divergent thinking (ATDT) is also thought to be related to creativity in 
organisations (Basadur et al., 1982). While personality traits relate to general cognitive, affective, and 
behavioural tendencies, attitudes are predispositions toward specific targets (Eagly and Chaiken, 1993). 
Accordingly, ATDT is specifically related to individuals' thoughts, feelings, and behavioural intentions 
related to divergent thinking. An individual with favourableATDT enjoys creating and building on unusual 
ideas and is willing to discuss and consider the unusual ideas of others before evaluating them. 

• Domain-relevant skills  

 Domain-relevant skills also affect one’s divergent behaviour (Klijn & Tomic, 2009; Emami et al., 
2022). These skills consist of knowledge, technical skills, and talent in a specific domain. Domain-
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relevant skills are mainly developed through education and work experience (Amabile, 1983). Creativity 
results from the interaction between a person’s divergent thinking, domain knowledge, and the society 
that evaluates their contribution to the domain (Nakamura and Csikszentmihalyi, 2002). Simonton (1995) 
asserts that 10years of domain-specific knowledge acquisition is necessary before substantial creative 
achievement is attainable. 

• Creativity-related skills  

 The creativity-related skills mainly refer to the individual's cognitive style, also known as 
cognitive style, which refers to the way a person processes information and integrates it into his existing 
thinking system (Foxall & Haskins, 1987). Some scholars believe that cognitive style is the core 
characteristic of employee creativity. This cognitive style reflects skill in the development and expression 
of individual creativity, which affects the individual's innovative behaviour (Jia Ke, 2018; Emami et al., 
2022). These skills cover cognitive thinking styles, working styles, and personality characteristics that 
also affect one’s divergent behaviour (Amabile, 1983). 

• Task Motivation 

 Intrinsic task motivation is also mentioned as a mediating factor in the creative process. Intrinsic 
task motivation represents the attitude regarding a task and the perception of one’s motivation(Amabile, 
1983; Emami et al.,2022).People will be most creative when they feel motivated primarily by the interest, 
satisfaction and challenge ofthe work itself and not by external pressures such as extrinsic 
motivation(Amabile, 1998). 

Organisational Factors 

• Reward System 

 Many organizations reward outside-the-box thinking based on whether the innovations can be 
translated into measurable outcomes (Zingheim and Schuster 2007). By tying rewards to measurable 
outcomes, prior research suggests that incentive schemes such as gain-sharing plans can lead to more 
efficient products such as using fewerlabour hours per unit produced (Welbourne et al. 1995).Amabile et 
al. (1996) and Amabile and Gryskiewicz (1987, 1989) acknowledge that extrinsic motivators such as 
reward and recognition for creative ideas with perpetual constructive feedback support creative 
achievement. However, Amabile (1998) discovered that on many occasions, financial rewards can hurt 
creativity, especially when employees perceive the financial incentive as a means of being bribed or 
controlled. 

• Leader Influences 

 Several studies indicate that leaders can affect their subordinates’ creative performance. Some 
studies indicate that supportive and participative leadership is conducive to creativity (Oldham and 
Cummings, 1996). Leaders who critically evaluate their subordinates’ creativity may reduce creativity 
(Zhou, 1998), and leaders who boost their subordinates’ self-confidence can enhance creative 
performance (Redmond et al., 1993). Concerning divergent thinking processes, the amount of structure 
leaders initiate for their subordinates might be the most appropriate leadership factor to consider because 
it will tend to decrease divergent thinking.  

• Management Attitude 

 “Valuing new ideas” is a distinct attitudinal factor of divergent thinking that could influence 
creative behaviour in organisations (Basadur & Hausdorf, 1996; Basadur et al., 1999). Managers believe 
in providing a working environment that inspires innovation, encourages difference, and tolerates failure 
(Tianya Li, 2015).They are responsible for ensuring that the roles of their subordinates are sufficiently 
clear and that role relationships are properly structured. This does not mean that all managers must 
strictly define and organise the roles of their subordinates. Rather, managers must recognise the 
importance of balance between control and creativity(Nemeth and Staw, 1989). There is a need for 
management commitment to develop trust and discipline throughout the innovation process (Tabor, 
2016). Organisations which provide a supportive environment and context for creativity tend to reap 
greater benefits from individual employees who are innately creative (Cummings and Oldham, 1997; 
Bharadwaj and Menon, 2000).  
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Research Objective 

The review of the previous literature discussed abovereveals thatindividual and organisational 
factors can affect an individual’s divergent thinking in a work environment. In a developing country like 
India, encouraging employee divergent thinking is truly desirable in the highly competitive and rapidly 
growing organised retail sector. This study has been conducted keeping in mind the below-mentioned 
objective: 

• To analyse the impact of individual factors (personality, domain-relevant skills, creativity-related 
skills, and task motivation) and organisational factors (reward system, management attitude, 
resources, and leader influences) on employee divergent thinking. 

Methodology 

 This research paper employs a descriptive research design and tries to identify the effect of 
certain individual and organisational facts on employee divergent thinking, particularly in the organised 
retail sector. The study utilises a self-developed questionnaire to collect data from 212 employees 
working in organised retail settings. The respondents were selected using convenience sampling, 
ensuring representation across gender, age groups, qualifications, marital status, income levels, 
employment levels, and years of experience in the retail sector. The data were analysed using multiple 
regression analysis to explore the relationships between divergent thinking factors and employee 
performance. 

Result and Analysis 

Profile of the Respondents 

 The demographic profile of the respondents indicates a predominantly male workforce (71.7%), 
with females comprising 28.3% of the sample. The majority (77.4%) were between the ages of 20 and 40 
years, while 22.6% were aged 40 to 60 years. Regarding educational qualifications, 69.8% were 
postgraduates, and 26.4% held undergraduate degrees. In terms of marital status, 54.7% were 
unmarried, while 43.4% were married. Income distribution revealed that the largest proportion of 
respondents (35.8%) earned between ₹25,000 and ₹50,000 per month. Employment levels were 
primarily middle-level positions (66%), followed by higher-level roles (28.3%). Work experience varied, 
with 34% having 1 to 3 years of experience and 32.1% possessing more than 5 years of experience. 

Table 2: Respondents’ Demographic Profile 

Variable Groups Frequency Percent 

Gender Female 60 28.3 

Male 152 71.7 

Age 20-40 Years 164 77.4 

40-60 Years 48 22.6 

Highest 
Qualification 

Graduate 56 26.4 

Higher Secondary 8 3.8 

Postgraduate 148 69.8 

Marital Status Divorced/Widow 4 1.9 

Married 92 43.4 

Unmarried 116 54.7 

Income per month 25000-50000 76 35.8 

50000-75000 56 26.4 

75000-100000 12 5.7 

Above 100000 24 11.3 

Less than 25000 44 20.8 

Level of 
Employment 

Higher 60 28.3 

Lower 12 5.7 

Middle 140 66.0 

Working 
Experience in retail 

sector 

1-3 Years 72 34.0 

3-5 Years 28 13.2 

Less than 1 Year 44 20.8 

More than 5 Years 68 32.1 
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Hypotheses Testing 

 Considering the research objectives and the identified factors, the following null hypotheses 
were formulated and tested: 

• Ha: Personality has a significant impact on employee divergent thinking. 

• Hb: Attitude has a significant impact on employee divergent thinking. 

• Hc: Domain-related skills have a significant impact on employee divergent thinking. 

• Hd: Creativity-relevant skills have a significant impact on employee divergent thinking. 

• He: Task motivation has a significant impact on employee divergent thinking. 

• Hf: Reward system has a significant impact on employee divergent thinking. 

• Hg: Management attitude has a significant impact on employee divergent thinking. 

• Hh: Resources have a significant impact on employee divergent thinking. 

• Hi: Leader influences have a significant impact on employee divergent thinking. 

Table 3: Model Summary 

R R Square Adjusted R Square Std. Error of the Estimate 

0.923 0.852 0.848 1.775 
 

 The regression model in Table 3 demonstrated a strong predictive ability for employee divergent 
thinking, with an R-value of 0.923, indicating a high correlation between the predictor variables and the 
dependent variable. The R² value of 0.852 suggests that 85.2% of the variance in employee divergent 
thinking is explained by the independent variables included in the model. The adjusted R² value of 0.848 
confirms that the model remains robust even when adjusted for the number of predictors.  

Table 4: ANOVA 

Parameters Sum of Squares df Mean Square F P Value 

Regression 3734.227 5 746.845 237.050 0.000 

Residual 649.019 206 3.151 

Total 4383.245 211   
 

 Table 4 depicts the regression model as statistically significant (p <0.05), indicating that the 
predictor variables significantly explain variations in employee divergent thinking.  

Table 5: Coefficients 

Parameters Beta Std. Error T Value P Value Result 

(Constant) 1.428 0.671 2.129 0.034 Sig 

Creativity-relevant Skills 0.644 0.058 11.184 0.000 Sig 

Resource 0.672 0.118 5.708 0.000 Sig 

Management Attitude 0.486 0.080 6.058 0.000 Sig 

Reward system -0.306 0.084 -3.646 0.000 Sig 

Attitude 0.058 0.028 2.035 0.043 Sig 
 

 A multiple regression analysis was conducted to examine the impact of various predictors on 
employee divergent thinking. Table 5 depicts that the constant was significant (B = 1.428, SE = 0.671, t = 
2.129, p = .034), indicating that when all predictors are zero, the baseline level of employee divergent 
thinking is significantly different from zero. Among the predictors, creativity-relevant skills emerged as the 
strongest positive contributor (β = 0.644, SE = 0.058, t = 11.184, p < .05), thus supporting Hd. Similarly, 
resource availability (β = 0.672, SE = 0.118, t = 5.708, p < .05) and management attitude (β = 0.486, SE 
= 0.080, t = 6.058, p < .05) were significantly associated with employee divergent thinking therefore 
support Hh and Hg respectively. In contrast, support was also found for Hf since the reward system was 
negatively related to employee divergent thinking (β = -0.306, SE = 0.084, t = -3.646, p < .05), suggesting 
that certain aspects of the reward system may detract from divergent thinking. Additionally, the attitude 
had a modest but significant positive effect on divergent thinking (β = 0.058, SE = 0.028, t = 2.035, p = 
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.043) thus supporting Hb. Collectively, these results indicate that both individual competencies and 
organisational factors significantly influence employee divergent thinking. 

Table 6: Excluded Variables 

Parameters Beta T Value P Value Result 

Personality -0.069 -1.375 0.171 Non-Sig 

Domain Related Skills -0.003 -0.054 0.957 Non-Sig 

 Task Motivation -0.061 -0.912 0.363 Non-Sig 

 Leader Influences 0.050 0.952 0.342 Non-Sig 
 

 A stepwise multiple regression analysis was conducted to examine the predictors of creativity. 
Table 6 indicates that five variables were sequentially entered into the model based on their statistical 
significance: Resource, Creativity-relevant Skills, Reward System, Management Attitude, and Attitude. 
The stepwise method used entry and removal criteria of p ≤ .050 and p ≥ .100, respectively. Supports 
were not found for Personality (Ha), domain-related skills (Hc), task motivation (He), and leader influences 
(Hi) were excluded from the final regression model due to non-significance, indicating their limited direct 
influence on employee divergent thinking when other factors are controlled. 

Conclusion 

 The present study examined the determinants of divergent thinking within the work environment 
of organised retail, focusing on both individual factors (creativity-relevant skills and attitude) and 
organisational factors (resource availability, management attitude, and reward systems). The results 
revealed that creativity-relevant skills, resource availability, management attitude, and employee attitude 
significantly predict divergent thinking, whereas the reward system exhibited a negative impact. These 
findings are consistent with previous research that underscores the importance of supportive work 
environments and individual competencies in fostering creative performance (Amabile, 1998; Woodman 
et al., 1993). Interestingly, factors such as personality, domain-related skills, task motivation, and leader 
influences did not contribute significantly in this context, suggesting that in fast-paced retail settings, 
immediate organisational support and the nature of creative skill sets may play a more decisive role in 
promoting divergent thinking. 

Overall, this study contributes to the literature by highlighting key determinants that can enhance 
innovative behaviour in the organised retail sector. The findings have important implications for managers 
aiming to cultivate a work environment that supports divergent thinking and, by extension, organisational 
creativity and performance. Future research that addresses the limitations noted herein will be 
instrumental in further elucidating the complex interplay between individual and organisational factors in 
the creative process. 

Limitations and Future Scope 

 Despite the valuable insights provided by this study, several limitations must be acknowledged. 
First, the cross-sectional design restricts the ability to draw causal inferences regarding the determinants 
of divergent thinking in organised retail. Second, using a convenience sampling technique and the 
chosen sample size may limit the generalizability of the findings to other regions or industries. Third, the 
reliance on self-report questionnaires introduces the possibility of response biases and common method 
variance. Additionally, while the study examined a comprehensive set of individual and organisational 
factors, several constructs—such as personality, domain-related skills, task motivation, and leader 
influences—were excluded from the final model due to non-significance. This exclusion may be partially 
attributed to measurement limitations or the unique context of organised retail. 

 Future research should consider employing longitudinal designs to better capture changes in 
divergent thinking over time and establish causal relationships. Expanding the sample size and 
incorporating random sampling methods could enhance the generalisability of the results. Moreover, 
researchers might explore additional mediating or moderating variables—such as organisational culture, 
job characteristics, or external market dynamics—that could further explain the variance in employee 
divergent thinking. Qualitative or mixed-method approaches may also provide deeper insights into the 
mechanisms by which organisational and individual factors interact to influence creativity. Finally, 
replicating the study in different industries or geographic regions would help validate and extend the 
current findings. 
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