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Abstract

Boltanski and Chiapello argued that creativity is a required attribute of manag-
ers emanating from the ideology of the ‘New Spirit of Capitalism’. Ideology
provides the justification for work practices and brings material consequences
in relation to the experience of time. This article explores both the ideology
and the links between the ideological and the experience of time by assessing
whether male managers prioritise creativity and whether this is related to their
working hours, driving them to work longer hours than other workers and
longer hours than they actually want. Men’s dominant position in work organ-
isations puts them at the centre of this exploration. Using multilevel linear and
logistic models on 2010 data from the European Social Survey (N =7049), we
show that male managers prioritise creativity more than other workers do.
There are consequences for the experience of time as valuing creativity in
combination with being a manager increases working hours above the large
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and significant effect of being a manager. The feeling of overwork is raised
independently for those who value creativity and for those who are managers.
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Introduction

In their work The New Spirit of Capitalism, Boltanski and Chiapello (2005)
argued that in contemporary times the ideology that justifies capitalism
prescribes the qualities that ideal managers should display. It is not by
accident that these qualities spur workers on to greater goals, and at the
same time, are the qualities that firms require of their managers for business
success. The ideology that justifies the need for these qualities is linked to
actual practices in that ideology is ‘a set of shared beliefs, inscribed in
institutions, bound up with actions, and hence anchored in reality’
(Boltanski and Chiapello, 2005: 3). Contemporary managers distinguish
themselves from their ‘cadre’ predecessors by their attributes of intuition,
humanism, inspiration, vision and creativity (Boltanski and Chiapello,
2005). Creativity is connected to wider arguments about its commercial
importance. For example, for Florida (2002) creativity is not simply a
desirable quality but is a requisite for making profit. Many conceptualisa-
tions place creativity as the first step in innovation which makes it crucial to
business survival (Boltanski and Chiapello, 2005; Leslie and Rantisi, 2012).
Qualities such as creativity have assumed greater importance as organisa-
tional forms have evolved. In contrast to the types of management attrib-
utes required in the bureaucratic organisation, for example as described by
Mintzberg (1973), a more contemporary view is that management in less
bureaucratic organisations relies on self-control and internalised values
(Alvesson and Willmott, 2012; Barley and Kunda, 2001).

Several sociologists also link the current operation of capitalism and its
changing forms of work to an ideology which stresses the particular qual-
ities of managers. Klikauer (2015) highlighted the managerialist ideology
that managers are a class apart with special personal and intellectual qual-
ities and learned skills that enable them to run any type of business. Castells
(2006: 10) placed self-control as a vital quality of contemporary managers,
classifying the resulting labour as self-programmable. Although the switch
to network organised work predated the current ‘information age’,
the speed of flows made possible by digital communication networks
means that networks have fundamentally altered firms’ organisation
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(Castells, 2006) and what is required of workers, with greater emphasis on
the ability to build relationships.

The correspondence between what firms require and the values manag-
ers display is not as harmonious as it may appear. Although managers may
be the first to describe their work as meaningful and to provide the ratio-
nale for it, their compliance under the guise of their agency masks their
firms’ appropriation of their efforts, which is seen in the long hours man-
agers work (see, e.g. Kanji and Samuel, 2017). As Kuhn et al. (2008)
explained ‘the agency apparently characterizing discursive resources per-
taining to meaningful work ironically helps to mask its disciplinary power’
(167-168). We pursue one aspect of this disciplinary power and its material
consequences by examining male managers’ working hours and whether
creativity drives, or even disciplines, them to work longer hours than they
would ideally like, the situation of overwork, rendering them more suscep-
tible to overwork than others. Making workers, or in this case managers,
work more than they want links to Dorre’s (2011) argument that the degree
of exploitation is substantially linked to working hours and the intensity of
labour use.

Overwork, working longer hours than a person desires taking into
account the adjustment to their remuneration that this implies, is a material
manifestation of highly unequal societal work patterns in relation to time
(Jacobs and Gerson, 2004). Its impact is seen in lowered work and life
satisfaction (Barnett, 1998; Wooden et al., 2009). Furthermore, overwork
increases turnover, as workers and managers seek to overcome the imbal-
ance (Jacobs and Gerson, 2004). Managers, as a group, are particularly at
risk of overwork (Feldman, 2002), and research has shown that overwork is
even more detrimental to work and life satisfaction than long hours
(Barnett, 1998; Wooden et al., 2009). Male managers are particularly sus-
ceptible, as working longer hours is a competitive strategy that is mainly
open to men in positions of responsibility (Eastman, 1998; Kanji, 2013;
Rubery, 1995) in part because female partners make this possible (Cha,
2010). Men tend to work longer hours than women and women are far
more likely than men to exit paid work on having children.

The ‘ideal worker’ norm (Williams, 2001) which can be traced back to
the start of the 20" century clearly distinguishes work time from family
time (Davies and Frink, 2014), requiring devotion to work which is dem-
onstrated through limited restraints on working time (Blair Loy, 2003). In
fact, the ideal worker norm is highly gendered with a certain type of mas-
culinity being integral to the definition of the ideal worker (Davies and
Frink, 2014). In particular, stereotypical views of men have been found
to be congruent with stereotypes of managers, so that people tend to
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‘think manager, think male’ (Schein, 1973). The centrality of the male body
in organisations (Turner, 2007) makes Boltanski and Chiapello’s (2005)
silence on the issue of gender not unexpected, although it is a glaring omis-
sion. Ideology regarding paid work and organisational culture has its coun-
terpart in the performance of idealised gendered roles in the home with
lesser material rewards for women (Feldman, 2002; West and Zimmerman,
1987). Following Collinson and Hearn (1994) in naming men and mascu-
linity for their central part in connecting ideology to work and given the
very different position that men and women occupy in the labour market,
in workplaces and in the home in Europe (see also Dorre, 2011) we explic-
itly focus on men in this study.

The article sets out to examine how male managers’ values impact their
experience of time, both in terms of their working hours and how they feel
about those hours. First, we examine if there is any empirical corroboration
that male managers have, or at least have internalised, a particular set of
values, which distinguish them from others. Our particular interest is
whether male managers are set apart from other workers in valuing crea-
tivity more than other values. Second, we explicitly link ideology to time
practices and workers’ experience of these practices. We show how man-
agers’ values, as part of an overall ideology, lead to working longer hours
than other workers do and to working longer hours than they actually
desire. The contribution of this result is to bring out the ways in which a
seemingly emancipatory ideology around rewarding work also masks a
disciplinary mechanism for extracting additional work from managers
who work by far the longest hours of any occupational group, their long
hours have become a kind of marker of their privilege (Kanji and
Samuel, 2017).

Theoretical framework and hypotheses

In this article, we ask whether there is an empirical basis for viewing male
managers as having a distinct set of values, shaped by the workings of
contemporary capitalism. Values are ‘abstract structures that involve the
beliefs that people hold about desirable ways of behaving or about desir-
able end states’ (Feather, 1995: 1135). The individual values people hold
(Rokeach, 1973) combine to form a value system that constitutes an impor-
tant part of an individual’s identity (Hitlin, 2003). Although values are
abstract, they have tangible effects and, critical to our argument, they act
as motivational goals (Schwartz, 1992). As Verbakel (2013) points out,
value studies provide insight into what people would like to do even if
they are not currently doing it. Modern value theory holds that there is a
basic set of values that are observable across cultures (Schwartz, 2012).
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Previous studies have linked other value motivations to creativity, for
example conformity value (Zhou et al., 2009) and conservation value
(Shin and Zhou, 2003). In his study on values of bureaucratic work,
Racko (2017) demonstrates the importance of values in understanding
the work of managers. He found that, for example, employed senior man-
agers placed more value on openness to change than conservation com-
pared to ‘their self-employed entrepreneurial counterpart’. The New Spirit
of Capitalism also underlines the importance of values for modern manag-
ers’ identities and argues that these values are held because they are
required by modern forms of work and are inculcated through manage-
ment ideology.

The association of creativity with managers is contemporary, distanced
from Fordist forms of work as Florida’s (2002) association of creativity
with a wide range of occupations illustrates; even in the ‘supercore’ of
creative jobs, he included seemingly unconnected occupations, such as sci-
entists, engineers and university professors. The implication is that creativ-
ity extends to a larger group than the artists, musicians and dancers
traditionally thought to be creative. As a result defining the group of
those working in the ‘creative industries’ is challenging and hard to recon-
cile (Banks, 2007). Yet there is a connection between artists and the ‘net-
work man’ of the spirit of capitalism at the level of working practices.
In order to ensure their material survival, artists have to work hard to
establish networks and partnerships, and engage in a diverse set of projects.
These kinds of skills are increasingly called for in managers. Boltanski and
Chiapello (2005) made the link explicitly, asking: ‘Is not the neo-manager,
like the artist, a creative figure, a person of intuition, invention, contacts,
chance encounters, someone who is always on the move, from one project
to the next, one world to another?” (312). Based on this thesis that manag-
ers are required to value creativity, we hypothesise:

HI1: Compared to other workers, male managers attribute greater importance
to creativity.

The relationships between creative workers, precarity and the need to work
long hours are by now well established as a worrying aspect of the material
conditions of creative work (Banks, 2007; Hesmondhalgh and Baker,
2010). Creative workers may have no financial choice but to work long
hours, even if these are counterproductive for their creativity. A different
but related mechanism may push managers to work long hours so that they
adhere to the contemporary managerial ideal of being creative and con-
stantly available (Leslie and Rantisi, 2012) which is required for promotion
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(Feldman, 2002). Managers are expected both to value creativity and work
long hours as part of a package that exemplifies their commitment and
value to organisations (Blair, 2001). Managers’ hours have actually
increased (Feldman, 2002) in part, sustained by the ‘allure’ of long hours
(Hewlett and Luce, 2006) and the associated status. One of the key findings
in Mintzberg’s (1973) study was the long hours’ requirement that came
from the constant workflow, which managers experienced in relation to
the disparate and fragmented work tasks in which they engaged.

If values act as a source of motivation which induces action (Feather,
1995), valuing creativity could be one of the driving forces for long hours,
which leads us to hypothesise.

H2a: Valuing creativity is associated with working longer hours.

Working long hours may not all be about self-motivation. Employers may
push for long hours if they believe that long hours act as a screen for high-
productivity workers, on the basis that working long hours is related to an
unidentified valuable factor, which is tied to employee productivity
(Landers et al., 1996). Employees, particularly in managerial and profes-
sional positions, have to work long hours so as not to categorise themselves
through adverse selection as low-productivity workers (Landers et al.,
1996). Long hours confer a further advantage to employers by reducing
the fixed costs associated with employing workers (Schaufeli and Bakker,
2004). For employees long hours may be welcomed as a means to further
their own consumption (Southerton, 2003).

H2b: Being a manager and valuing creativity interact to increase work hours.

If valuing creativity drives managers to work long hours, then it may coin-
cide with managers pushing themselves to work longer hours than they
desire (Jencks, 1979), the condition of overwork (Bielenski et al., 2002).
This situation of working longer hours than one actually desires has been
found to be particularly associated with men. Perversely managers may be
expected to demonstrate their total commitment by seeming to lose track of
time, attaining flow, an emotional state in which individuals are immersed
in an activity to such a degree that they feel a fusing of action and aware-
ness (Csikszentmihalyi and Csikszentmihalyi, 1988). Working longer hours
than you want may even act as a status symbol because it distinguishes
those in high-skilled jobs who are more likely to want to work fewer hours
from those in low-skilled jobs who are more likely to want to work more
hours, the so-called time divide (cf. Drago, 2000; Jacobs and Gerson, 2004).
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Experiencing time shortage and feeling rushed, two dimensions of chronic
time pressure (Szollos, 2009), may be the result of working long hours and
wanting to accomplish creative tasks. For these reasons, we can hypothe-
sise that creativity affects the feeling of time pressure:

H3a: Valuing creativity is associated with the likelihood of experienc-
ing overwork.

The instrumental nature of creativity as part of the new management ide-
ology means that its effect is to motivate and discipline managers in terms
of work effort. This disciplinary role means that managers should experi-
ence a greater effect of valuing creativity on overwork, that is working
more than they ideally want than other workers.

H3b: Being a manager and valuing creativity in combination elevate the likeli-
hood of experiencing overwork.

In order to understand the link between creativity and how it impacts work
hours and overwork, it is also necessary to evaluate how other work char-
acteristics contribute to long hours and to pushing workers to work more
hours than they desire (Golden, 2009). Additionally, autonomy and sched-
ule control, which should help workers to organise their lives, have been
shown to fuel work-life conflict by increasing work hours (Schieman et al.,
2009; Van Echtelt et al., 2006).

Methods

Data

The hypotheses are tested using data from round five of the European Social
Survey (ESS), which was conducted in 2010. The ESS contains a short ver-
sion of the Portrait Values Questionnaire (PVQ) to measure Schwartz’ Basic
Human Values Scale (1994). Valuing creativity is one of the value items in
this scale. Job characteristics and hours’ mismatches are provided from a
rotating module on work, family and well-being. We restricted the analysis
sample to working men in the age range of 25-60 and used data from 22
countries." This provides 7049 complete cases for our models.

Dependent variables

The first dependent variable is total weekly hours, including overtime. We
exclude outlier observations in which the reported average weekly hours
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were in excess of 80 hours per week. We run the models with and without
these outliers, but do not find any substantial differences.

The second dependent variable, overwork, is constructed from the fol-
lowing two questions. First, ‘Regardless of your basic or contracted hours,
how many hours do/did you normally work a week (in your main job),
including any paid or unpaid overtime.” The second question is about
desired hours: ‘How many hours a week, if any, would you choose to
work, bearing in mind that your earnings would go up or down according
to how many hours you work?” A dummy variable for overwork indicates
when the difference between the hours currently worked (including over-
time) and the desired hours is positive. In this case, the respondent wants to
work fewer hours than his current hours. The reference category is no
difference or a negative difference between the hours currently worked
and the desired hours, indicating that the respondent wants to work the
same as or more than his current hours, respectively.

Independent variables

The system of values developed by Schwartz (1994) provides an opportu-
nity to study whether managers attribute more importance to the values
that are described in The New Spirit of Capitalism than other workers. In
the short version of the PVQ contained in the ESS (Davidov et al., 2008),
the respondents were asked to rate how much they feel a hypothetical
person is like themselves. The statement is: “Thinking up new ideas and
being creative is important to him. He likes to do things in his own original
way’, with answers coded on a scale from 1="‘very much like me’ to
6 ="not like me at all’. To allow for a more intuitive interpretation of
the results in this analysis, the scale is reversed so that high values represent
a strong agreement with this statement. This value item is part of a system
of basic human values developed by Schwartz (1994). Apart from the cre-
ativity item, the instrument consists of 20 additional single value items
measuring a wide variety of basic values, such as conservatism and benev-
olence. We follow Schwartz (1997) in subtracting the score for the creativity
value items from the average of all items. This yields a measure of the
relative importance of creativity, compared to all other value items of the
PVQ. To aid interpretation, we further standardise the resulting variable
such that an average level of creativity is represented by a value of zero and
one unit of the creativity variable corresponds to one standard deviation.

Work status and organisational characteristics were accounted for by
several variables. A dummy variable indicates whether a man was working
in a managerial position, corresponding to the one-digit International
Standard Classification of Occupations (ISCO). The reference category
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contains all of the other one digit ISCO occupational groups. Dummy
variables indicate whether the respondents were responsible for supervising
other employees or had a fixed-term contract or no actual contract (the
reference category is a permanent contract). We measure autonomy using
responses to the following statement: ‘I am allowed to decide on a daily
basis how work is controlled.” The responses were coded on a scale from 0,
‘I have no influence’, to 10, ‘I have complete control.” The first variable is
used untransformed and also centred and squared to account for u-shaped
effects of autonomy on overwork. This models the idea that high levels of
autonomy and work control might be associated with longer hours
(Schieman et al., 2009; Van Echtelt et al., 2006).

As controls, we include two measures of a household’s financial position
that previous research has shown to be important determinants of both
overwork and underwork (Golden, 2009). An objective scale of household
income uses the respondents’ self-classification of their household’s income
from a choice of income bands. A subjective measure captures feelings
about the housechold’s income, from ‘living comfortably on present
income’ to ‘finding it very difficult on present income’. As the experience
of overwork is likely to vary by age, we control for age and age squared.
We further include unemployment at the country level in our models, as
this might further drive both the experience of work hours and also actual
work hours.

Table 1 shows the descriptive statistics and the correlation of all varia-
bles used in the models (see Appendix 1 for work hours per country).

Statistical models

To test our first hypothesis that male managers attribute more importance
to creativity than other workers do, we use a r-test, which accounts for
unequal sample sizes and variances. Our other hypotheses are examined
using two sets of models. The first set of models tests whether valuing
creativity is associated with long hours of work. The second set of
models tests whether valuing creativity increases the feeling of overwork.
We model men’s total hours of work employing a linear multilevel
model with cluster robust standard errors. The multilevel model accounts
for the structure of the data in which individuals are nested within coun-
tries. A two-level random intercept model includes countries at level 2 and
individuals at level 1. The random intercept represents the combined effect
of all omitted country-specific covariates that makes some subjects more or
less prone to overwork than others. Model Ia explores whether valuing
creativity is associated with work hours, while Model Ib additionally con-
trols for work and organisational characteristics to establish whether the
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effects found for valuing creativity in Model Ia were due to other character-
istics related to work or organisational type. In combination, Models Ta
and Ib test the hypothesis about the association between working hours
and valuing creativity (H2a). Model Ic includes an interaction term
between being a manager and valuing creativity in order to test the com-
bined effects over and above the individual effects of being a manager and
valuing creativity, that is a test of H2b.

The second set of models comprises multilevel logistic regressions.
Model Ila explores whether valuing creativity is associated with overwork,
while Model IIb adds controls for work and organisational characteristics
to Model Ila so as to establish whether the effects found for valuing cre-
ativity in Model Ila were due to work or organisational characteristics.
Models I1a and IIb test Hypothesis H3a. Model Ilc includes the interaction
between being a manager and valuing creativity in order to test Hypothesis
H3b. We further calculate average marginal effects for all variables in
the model.

We cannot include work hours as a predictor of overwork in our second
set of models because of potential endogeneity, which would introduce
bias; overwork and work hours are likely to be predicted by the same
omitted variable or a set of omitted variables. As a check, men’s total
hours of work, including overtime, were introduced in Models Ila, IIb
and Ilc. Most estimates did not change substantively, and in particular,
the effect of valuing creativity on the feeling of overwork remains signifi-
cant, even when including the potentially endogenous work hours’ variable.

Comparing the average marginal effects from Models Ia, Ib and Ic with
Models IIa, IIb and IIc enables us to gauge whether valuing creativity
makes men work longer hours or whether this simply adds to the feeling
of being overworked or if both conditions hold.

A potential issue is that individual countries exhibit value patterns or
other specific characteristics, such as high unemployment rates, that bias
the results. Furthermore, countries on level 2 are not a random sample and
are relatively few in number. If some countries prove to be outliers, this
may bias the results considerably. Countries could either be outliers via
variables on level 2 or indirectly if countries act as moderators. To test
whether outliers on the country level affect our findings, we analyse stand-
ardised differences in parameter estimates (DFBETAs) on level 2 for all
models, following Verbakel (2013). As we are interested in an unbiased
estimate of valuing creativity and being a manager, we focus on these
variables in all of our models. Exploring level 2 outliers for our first set
of models (Ia, Ib, and Ic) shows Poland and Switzerland as level 2 outliers
for the effect of being a manager on hours worked. Germany and the
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United Kingdom differ from the other countries with respect to the crea-
tivity variable, and the United Kingdom could bias the estimate of the
interaction term (manager x creativity). Running Model IIc on selected
subsamples excluding the countries which could potentially bias the results
does not yield substantial differences in the estimates of our key variables.
We do not find any other substantial differences in the estimates of other
variables. We therefore report the results from the models using all coun-
tries. For the models using overwork as a dependent variable (Model Ila,
IIb and Ilc), the DFBETAs for being a manager indicate that Poland
differs from the other countries. We rerun the model without Poland, but
do not find a substantial change in the estimation of this variable, as the
coefficient for being a manager, with and without Poland, is insignificant.
As with Model Ic, we present our final models including all countries.

Results

The results corroborate our first hypothesis that managers accord more
importance to creativity than other workers: Managers score 0.26 standard
deviations higher on creativity than other workers (t=—6.86; p < 0.001).

The multilevel models account for the structure of the data where indi-
viduals are nested within countries. We estimate an unconditional model,
where no covariates are included, to estimate the intraclass correlation
(ICC). The ICC is 0.041. Hence, about 4% of variation in our models is
due to country differences and 96% is due to differences between
individuals.

The effects of valuing creativity on hours of work

Valuing creativity is not associated with working longer hours (Table 2,
Model Ia). Work characteristics are the drivers of long hours, as is shown
to be the case when these are added in Model Ib. Being a manager is
associated with working considerably longer hours (Model la); work
status and organisational characteristics seem to be responsible for parts
of this effect, as the inclusion of the relevant variables in Models Ib and Ic
diminishes the effect of being a manager. In Model Ic we added an inter-
action term to test whether managers are especially prone to work more
hours when they value creativity above average. As the interaction term is
significant and positive, we conclude that managers who value creativity
above average are found to work more hours than other workers and more
than other managers who do not attach equal importance to creativity.
In addition to the findings pertaining to the key research variables, the
analysis uncovers several other noteworthy effects. The relationship
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Table 2. Predictors of total weekly work hours (including overtime) and overwork
(reference no overwork).

Total weekly work hours

Overwork

Modella Model Ib  Model Ic  Model lla Model Ilb Model llc
Manager 4253k 3.046%FF  2.860%FF  0.628FFF  0.478%FFF  0.488%F
(Reference: all other (0.59) (0.64) (0.62) 0.12) 0.13) (0.13)
ISCO categories)
Valuing creativity 0.192 0.133 0.067 0.064* 0.058* 0.061*
0.12) 0.12) 0.12) (0.02) (0.03) (0.03)
Manager x valuing creativity 0.837* —0.048
(0.34) (0.06)
Weekend work 2.325%06 2 3| 3k 0.060 0.060
(Reference: no weekend work) 0.29) (0.28) (0.07) (0.07)
Work control —0.048 —0.046 —0.006  —0.006
(0.04) (0.04) 0.01) o.01)
Work control, squared 0.0627¢ 0.06 |k 0.001 0.001
0.01) (0.01) (0.00) (0.00)
Supervise other people 24470k D453 0.322%FF  0.322%FF
(Reference: no supervision of others)  (0.36) (0.36) (0.05) (0.05)
Contract limited —1.443% 1456 —0.194  —0.193
(Reference: unlimited contract) (0.50) (0.50) 0.11) 0.11)
National unemployment ~ 0.244%* 0.260%* 0.262%% —0.023  —0.020 —0.020
rate (0.09) (0.08) (0.08) (0.03) (0.03) (0.03)
Income 0.5 | 77 0.397°¥F  0.397%%  0.081*  0.069*  0.069**
(0.10) (0.09) (0.09) (0.02) (0.02) (0.02)
Financial situation 0.248 0413 0409  —0.081* —0.063  —0.063
(0.25) (0.22) (0.22) (0.04) (0.04) (0.04)
Age 0.318%* 0.206 0.206 0.015 0.005 0.005
0.12) .11) ©.11) (0.03) (0.03) (0.03)
Age, squared —0.004** —0.002 —0.002  —0.000 0.000 0.000
(0.00) (0.00) (0.00) (0.00) (0.00) (0.00)
Constant 30.002%FF  31.025%F  31.031"% —0.736  —0.547  —0.547
(2.88) (2.81) (2.82) (0.62) 0.61) 0.61)
Standard deviation of 1.843 1.683 1.683 0.511 0.502 0.503
random intercept 0.21) (0.20) (0.20) (0.08) (0.07) (0.07)
Wald 52 73.66 3956.64 4029.92 113.56 355.82 365.19
P>y 0.000 0.000 0.000 0.000 0.000 0.000

Note: For all models level 2, N=22 and level |, N=7049. Estimates for multilevel models with
random intercepts (linear regression coefficients for Model la, Ib and Ic, log odds for Model lla, Ilb
and lic). Cluster robust standard errors in parentheses. Countries included are Belgium, Bulgaria,
Croatia, Cyprus, Czech Republic, Denmark, Estonia, Finland, France, Germany, Greece, Hungary,
Ireland, the Netherlands, Norway, Poland, Slovakia, Slovenia, Spain, Sweden, Switzerland and the
United Kingdom.

Fp<.1; *%p <.05; *5p < .01; *p < .001.



64 Time & Society 29(1)

between work control and work hours appears to be u-shaped, meaning
that little or no work control or a high degree of work control is associated
with working longer hours. However, this effect is weak. Weekend work is
associated with working considerably longer hours. Supervising other
people is associated with working longer hours. National unemployment
rates are also positively associated with longer working hours. People with
fixed-term contracts work, on average, fewer hours.

The effects of valuing creativity on overwork

Valuing creativity is positively associated with the likelihood of men feeling
overworked (Table 2, Model 11a). This finding is robust to the inclusion of
a variety of variables relating to work characteristics, as seen in Model 11b
(Table 2).? Creativity has its own effect, independent of work control.
Work control, which previous studies have found does not necessarily
help workers to lower work-life conflict (Schieman et al., 2009; Van
Echtelt et al., 20006), is insignificant in Model IIb.

An important finding is that being a manager is the strongest predictor
of overwork in our models (Models IIa and IIb). The average marginal
effects show that this variable increases the likelihood that men report
feeling overworked by 14% and 11% in Models Ila and IIb, respectively
(Appendix 2). Reinforcing this finding, men who are responsible for super-
vising other people are 7% more likely to be in the overwork category.
Adding the interaction term in Model Ilc does not change the positive and
significant main effects of being a manger and valuing creativity. The inter-
action term between being a manager and valuing creativity is not signif-
icant. This suggests that managers who have an above average valuation of
creativity do not experience an additional increased likelihood of feeling
overworked. More generally, for managers the propensity to feel over-
worked does not vary over the response surface of valuing creativity.
Thus, there is support for H3a, but not for H3b.

In sum, being a manager and valuing creativity are significant predictors
of feeling overworked. However, the interaction between being a manager
and valuing creativity on the feeling of overwork is not significant. This
finding shows that it is not managers only, or managers especially, who
experience overwork when valuing creativity above average.’

The models of work hours tell a different story. In the basic model
(Model Ia), being a manager is positively associated with work hours.
Adding the interaction term to this model, we find that its coefficient is
significant. Thus, managers experience a direct effect of valuing creativity
on their work hours.
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Of course, the exploratory analysis of this article has its limitations.
Further research should try to employ multi-item measures of valuing cre-
ativity rather than the single item we use to allow for tests of measurement
invariance and scale reliability. There is the potential for multilevel models
to be erroneously specified (Bryan and Jenkins, 2016; Schmidt-Catran and
Fairbrother, 2016) if there are too few units at the upper levels. To gauge
whether our models were affected, we checked how level 2 outliers affect
our estimates and ran a series of sensitivity tests. These tests all show that
our results may be deemed robust. Some research argues that there is no
universal model of a European manager, because of the different histories
of European societies (Bauer and Bertin-Mourot, 1999). While this may be
true, our results suggest otherwise to the extent that we find little cross-
country variation in the association between valuing creativity and work
hours and overwork in European managers.

Discussion and conclusions

We explored the proposition based on Boltanski and Chiapello’s (2005)
work in The New Spirit of Capitalism that modern managers attach more
importance to creativity than other workers do. The focus was on men
because male managers are at the centre of organisational ideology, pro-
viding the basis of the ideal worker. Our results on the creativity hypothesis
were striking in showing that male managers are set apart from other men
in valuing creativity. This finding lends support to Klikauer’s (2015) argu-
ment that managers form a class apart. We interpret this result as indicat-
ing that modern managers are expected to value creativity, and that it is a
requirement for success, as argued by Boltanski and Chiapello (2005).
Moreover, holding an ideal, such as valuing creativity, provides managers
with a legitimisation for engaging in the process of accumulation, since
engaging in this process requires some kind of motivational script
(Chiapello and Fairclough, 2002). Finding meaning in work justifies engag-
ing in it, which necessarily involves participating in a package of associated
work practices.

We were motivated to link the ideological to the material by seeking to
understand the material consequences of valuing creativity (Kuhn et al.,
2008). Work in the creative industries has already established how creative
ideals and interests are linked to insecure conditions (Hesmondhalgh and
Baker, 2010). At first sight, these conditions seem unrelated to modern
managers, who are amongst the best-paid workers. However, the mecha-
nism of influence from ideological to material may bear some similarity to
that for creative workers: managers are motivated by valuing creativity,
which drives them to long working hours and coerces them into working
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longer hours than they want, that is to overwork (Kanji and Samuel, 2017).
To some extent their consent is secured but at the cost of overwork, which
has consequences for health and well-being (Angrave and Charlwood,
2015). An important associated result is the effect on inequality: the most
privileged workers work far more than they want, and the least advantaged
cannot get the hours they want (Jacobs and Gerson, 2004).

The results on working hours show that valuing creativity is seemingly
associated with working longer hours than other workers, but that when a
full set of work characteristics is included, the effect of valuing creativity
becomes insignificant. This result reinforces the idea that we put forward in
the Introduction, that is that changes in ideology accompany transforma-
tions in the nature of work (Castells, 2006). It seems that a set of employee
characteristics, values and type of work, in combination, result in long
hours, with managers working longer hours than others. A key finding
from our analysis is that managers who value creativity above average
are found to work more hours than other workers, but also more than
other managers who do not attach equal importance to creativity. We
cannot tell whether it is a personal sense of forgetting oneself, the sense
of flow that leads managers who value creativity to extend their working
hours more than other managers do, or if they are more strongly compelled
to work long hours. This issue of agency surely merits further investigation.

We found that those who value creativity are more susceptible than other
workers to the feeling of overwork. As well as pointing to the burden that
holding the ‘right’ values imposes, this finding may provide insight into how
creative people experience time. It adds a new dimension to innovation stud-
ies that identify time as an important requirement for ‘incubating’ ideas
(Runco, 2004) and studies that conclude that employees require freedom
in order to come up with ideas (Amabile et al., 1996; Amabile and
Pillemer, 2012; Csikszentmihalyi and Sawyer, 1995). Paradoxically, the
emphasis on creativity as a value in the ‘New Spirit of Capitalism’ is increas-
ingly accompanied by a strong business emphasis on creativity as the driver
of innovation. Yet these differing emphases on creativity have very different
needs. As we have argued and empirically explored, creativity as a value in
the ‘New Spirit of Capitalism’ is associated with extracting greater effort
from employees. In contrast, studies have shown that creative task perfor-
mance benefits from time away from tasks for the generation of ideas
(Barron and Harrington, 1981). Insights often occur during ‘idle time’
when a person is not tightly constrained (Csikszentmihalyi and Sawyer,
1995: 168). Creating the conditions for creativity is therefore about getting
the right mix of intense working time, less pressured working time and time
away from work, which together stimulate creative activities. Advising
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organisations about how to stimulate creativity, Amabile et al. (1996) rec-
ommended that promising employees should be rewarded with time away
from work in order to refresh their thought processes and that they should be
encouraged to take vacations and not to work weekends. Runco (2004)
summarised a number of studies that show that creative ideas take time
and that time pressures adversely impact creativity. This study points to
some of the difficulties in implementing these kinds of changes to working
practices when creativity values form part of the ideological edifice of power.
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Notes

1. The countries included are Belgium, Bulgaria, Croatia, Cyprus, Czech Republic,
Denmark, Estonia, Finland, France, Germany, Greece, Hungary, Ireland, the
Netherlands, Norway, Poland, Slovakia, Slovenia, Spain, Sweden, Switzerland
and the United Kingdom. Israel, Lithuania, Portugal, Russia and Ukraine were
excluded because of data quality problems or insufficient sample size.

2. Our calculation of average marginal effects provides further evidence for this
finding. A full table of average marginal effects for Models Ila, IIb and IIc may
be found in Appendix 1.

3. This was further confirmed by analyses in which we examined subsamples of our
data sets containing only managers.
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Appendix 2. Average marginal effects of predictors of overwork (reference
no overwork).
Overwork
Model lla Model IIb Model llc
Manager 0.14 1% 0.108%** 0.1 10%k*
(Reference: all other ISCO categories) (0.03) (0.03) (0.03)
Valuing creativity 0.015* 0.013" 0.014*
0.01) 0.01) 0.01)
Manager X valuation of creativity —0.011
(0.01)
Weekend work 0.014 0.014
(Reference: no weekend work) (0.02) (0.02)
Work control —0.001 —0.001
(0.00) (0.00)
Work control, squared 0.000 0.000
(0.00) (0.00)
Supervise other people 0.074%** 0.074%**
(Reference: no supervision of others) (0.01) (0.01)
Contract limited —0.044 —0.044
(Reference: unlimited contract) (0.02) (0.02)
National unemployment rate —0.005 —0.004 —0.005
(0.01) (0.01) (0.01)
Income 0.018%** 0.01 6% 0.01 6%+
(0.00) (0.00) (0.00)
Financial situation —0.018* —-0.014 —-0.014
0.01) 0.01) 0.01)
Age 0.003 0.001 0.001
(0.01) (0.01) (0.01)
Age, squared —0.000 0.000 0.000
(0.00) (0.00) (0.00)

Note: N=7049. Cluster robust standard errors in parentheses. Countries included are Belgium,
Bulgaria, Croatia, Cyprus, Czech Republic, Denmark, Estonia, Finland, France, Germany, Greece,
Hungary, Ireland, the Netherlands, Norway, Poland, Slovakia, Slovenia, Spain, Sweden, Switzerland

and the United Kingdom.
p<.1; #p < .05; FEp <.001.
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