MILITARY

" Military Psychology
PsyCcl1oLoGy

Routledge

Taylor & Francis Group

-

ISSN: 0899-5605 (Print) 1532-7876 (Online) Journal homepage: http://www.tandfonline.com/loi/hmip20

The Octopus Approach in Time Management
Polychronicity and Creativity

Alper Kayaalp

To cite this article: Alper Kayaalp (2014) The Octopus Approach in Time Management;
Polychronicity and Creativity, Military Psychology, 26:2, 67-76, DOI: 10.1037/mil0000032
To link to this article: https://doi.org/10.1037/mil0000032

% Published online: 13 Dec 2017.

\J
@ Submit your article to this journal ('

||I| Article views: 2

A
& View related articles (£

View Crossmark data (&'
“areshin

Full Terms & Conditions of access and use can be found at
http://www.tandfonline.com/action/journalinformation?journalCode=hmlp20


http://www.tandfonline.com/action/journalInformation?journalCode=hmlp20
http://www.tandfonline.com/loi/hmlp20
http://www.tandfonline.com/action/showCitFormats?doi=10.1037/mil0000032
https://doi.org/10.1037/mil0000032
http://www.tandfonline.com/action/authorSubmission?journalCode=hmlp20&show=instructions
http://www.tandfonline.com/action/authorSubmission?journalCode=hmlp20&show=instructions
http://www.tandfonline.com/doi/mlt/10.1037/mil0000032
http://www.tandfonline.com/doi/mlt/10.1037/mil0000032
http://crossmark.crossref.org/dialog/?doi=10.1037/mil0000032&domain=pdf&date_stamp=2017-12-13
http://crossmark.crossref.org/dialog/?doi=10.1037/mil0000032&domain=pdf&date_stamp=2017-12-13

This document is copyrighted by the American Psychological Association or one of its allied publishers.
This article is intended solely for the personal use of the individual user and is not to be disseminated broadly.

Military Psychology © 2014 American Psychological Association
2014, Vol. 26, No. 2, 67-76 0899-5605/14/$12.00tp://dx.doi.org/10.1037/mil0000032

The Octopus Approach in Time Management:
Polychronicity and Creativity

Alper Kayaalp
Turkish Army War College

The current study examined the associations among polychronicity, creativity and
perceived time pressure in a military context. Polychronicity refers to an individual's
preference for working on many tasks simultaneously as opposed to 1 at a time. As
hypothesized, polychronicity was negatively related to creativity. In addition, perceived
time pressure moderated this relationship. Specifically, polychronic individuals exhib-
ited less creativity when their perceived time pressure was high. The results underscore
that, although today’s work environment encourages polychronic approach, it, when
reinforced with perceived high time pressure, runs the risk of reducing creativity, which
is a critical driver for the survival of organizations.

Keywords:creativity, monochronicity, polychronicity, time pressure

Time is money Although this saying is a focus on one task before becoming involved
common cliché, it would not be wrong to asserith another. People, indeed, exhibit this pref-
that time is more valuable than money in moderence quite often in their daily lives. The latest
ern times, because time, as a finite resource f@gchnological improvements encourage people
organizations, cannot be saved but can only he do many things at the same time: talking with
spent and once wasted it can never be obtainedll phone while watching TV, checking social
again. This is especially meaningful for organinetworks while cooking, and so forth.
zations. To increase efficiency and promote Fyrthermore, besides being a preference,
high performance, organizations try to managgork conditions as well, might force individuals
time properly and deal with time problems systg geal with many tasks at the same time. As
tematically. It should be noted that time is inompetitive pressures intensify in rapidly
creasingly playing a larger role in our under¢hanging environments today, employees are
standing of how tasks are performed and itgypected to engage in an additional variety of
effects on |n_d|V|_duaIs and organizations. tasks, activities, and roles that they must handle

For organizational effectiveness, individuals imultaneouslyRersing, 1999 Thus, organiza-
time use is as important as organization-level today value emy,aloyees thai can handle

time management practices. In today's WorIfnultiple tasks at the same time and have begun

environment, works and tasks are getting mor, : . X
complex in accordance with changes and i t(_% select this type of employees in their selec

provements at work contexts, thus, individual on pracesses. Perhaps, because of this reason,

are increasingly obliged to engage in man%‘uterest in the research of time management in

tasks at the same time. Employees, quite natirganizations has increased lately.

rally, differ in how they manage time and in .As organizations are being asked to “do more
how they achieve their work goals. Wherea¥/ith 1ess,” workers are expected to execute
some employees might prefer to deal with manlgn(umple tasks simultaneously at work contexts

tasks simultaneously, others might choose fé<@ntrowitz, Grelle, Beaty, & Wolf, 201 It
would be interesting to use an octopus analogy

(Clayton, 2019 for such a time orientation.

Besides swimming, the octopuses travel along
This article was published Online First June 16, 2014. the ocean floor and sometimes on land by walk-
Correspondence concerning this article should pe a‘i’ﬁg on their eight arms. each capable of almost

dressed to Alper Kayaalp, Harp Akademileri Komutanlig . ' .

34334 Yenilevent, Istanbul, Turkey. E-mailkayaalpoo@ independent thought, with the basic controls for

gmail.com voluntary movement embedded within the
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nerve system of the arm itself, which allowtwo or more tasks or events simultaneously; and
them to take on many tasks at oncelgyton, believe that their preference is the best way to
2010. Similarly, individuals might have many do things” Bluedorn, Kalliath, Strube, & Mar-
tasks to complete in a given period. Dependintgn, 1999. Thus, people who prefer to complete
on the context, they may not have the chance tme task, activity, or project before becoming
postpone the tasks at hand. So, they might ne@d/olved with another are calledchonochron
to engage in all tasks, like an octopus, to som&hereas people who prefer to be involved with
extent by prioritizing them. several tasks, activities, or projects at once are
Human preferences for different patterns ofalled polychron (Bluedorn et al., 1999 As
time utilization have potentially important im- described previously, it would not be wrong to
plications for effective workplace behaviorassert that polychronic people, in fact, use the
(Bluedorn, Kaufman, & Lane, 1992 These octopus approach in their time management
preferences are important from both organizdi.e., they prefer to use all their arms to accom-
tional and individual perspective in that it mayplish their tasks).
eventually affect the accomplishment of job Moreover, it is important to note that not
goals, and thus performance of both employe@mly do monochrons or polychrons have spe-
and organizations. Like their civilian counter-cific preferences for task engagement, but
parts, individuals in military organizations arethey also believe that their preferred approach
not only frequently faced with unpredictableis the correct or appropriate way to accom-
and ambiguous situations, but also they are eplish things Bluedorn et al., 1999Persing,
pected to work more quickly within limited 1999. Thus, polychronicity can be consid-
time periods. Thus, they often have to handlered a trait in that it is a relatively stable
many tasks at the same time or engage in di€onstruct over time §locombe & Bluedorn,
ferent activities simultaneously. For examplel1999. Similar to other traits, individuals may
while moving toward the enemy, a tactical levehot be at the extreme, but may be anywhere
military leader may have to command his unitalong the continuum.
use his radio to communicate with upper com- Some researchers described specific exam-
mands and other units, and check the compapkes for polychronicity and monochronicity. For
at the same time. In fact, commanders at aixample; a polychromic biochemist might pre-
levels are expected to take the warfighting funder running two experiments together while
tions (e.g., movement and maneuver, intellireading a journal article and periodically check-
gence, fires, sustainment, and protection) intog e-mail Persing, 1998 a polychronic indi-
account simultaneously to accomplish missiongdual might listen to music while jogging
at all phases of a combat. Similarly, an office(Bluedorn et al., 1999
working at the headquarters may have to engageAlthough Edward Hall introduced and de-
in more than one project at the same time. Thiscribed the polychronicity as a cultural vari-
indeed, is related to individuals’ perception ofable,Kdnig and Waller (2010suggested that
time and work demands. It is quite natural thathe role of culture as an antecedent of poly-
people have different perceptions about timehronicity may be overestimated. They pro-
and have a preference of how to divide theiposed that work environment requirements
time, which, at the end, influences their behavand personality may play more direct roles in

ior and performance. influencing individuals’ levels of poly-
chronicity and ultimately their multitasking
Literature Review behavior. Thus, initially defined as a cultural
level construct, polychronicity has received
Polychronicity attention as an individual level construct

lately, which is also adopted in this study.

In organizational contexts, one particular Polychronicity has been examined with re-
construct describing how individuals managspect to other variables such as achievement
time that has received much attention recently striving, impatience and irritability, general
polychronicity. First studied as a cultural vari-hurry (Conte, Rizzuto, & Steiner, 1999em-
able Hall, 1983, polychronicityrefers to “the ployee personalityGonte & Jacobs, 20Q3role
extent to which people: prefer to be engaged iaverload Kaufman, Lane, & Lindquist, 1991
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goal orientation and error orientatiosdhell & Polychronicity, Creativity, and Perceived

Conte, 2008 performance ratingsQonte & Ja- Time Pressure

cobs, 2003 job stressKrei, Racicot, & Trava-

gline, 1999, schedules and deadlinégnabou, Another construct that deserves attention in
1999, job satisfaction Klecht & Allen, 2009, prgan'izational settings is' creati_vitereativity
punctuality valuesBluedorn et al., 1999time is defined as the production of ideas, products,
awarenessonte et al., 1999 use of technol- O procedures that are (a) novel and (b) poten-
ogy (Keating & Murgolo-Poore, 2001and per- tl_ally useful or practical Amabile, 1996. Con-
son-job fit Hecht & Allen, 2003. However, its Siderable evidence suggests that employee cre-
relationship with performance, which is the cen@iVity makes an important contribution to

tral variable of the organizational studies, is no?rganlzatlonal innovation, effectiveness, and

clear. Some studies show that polychronic orls-urVIVaI (mabile, 1994. The creativity, in-

LU o deed, has become one of the key drivers of
entation is positively related to performanc

. egrowth, performance, and valuation in organi-
(Conte & Gintoft, 2005 Taylor, Locke, Lee, & zations today Nlontag, Maertz & Baer, 2032

: . . SUB is self-evident that organizations increasingly
ported this relationshipJonte etal.,, 199%Frei paeq creative ideas in their management prac-
etal.,, 1999. However, there is a common COM+jces products, services and processes to ensure
promise among researcheisafitrowitz et al., 5 competitive edge. As a consequence, there has
2012 Kénig and Waller, 201pthat this rela- peen increasing interest in identifying the con-
tionship is contingent on the nature of the jobtextual conditions that influence such creativity
In explaining this,Koénig and Waller (2010) (Shalley, Zhou, & Oldham, 20040ne of these
suggested that polychronicity facilitates job perconditions could be time pressure. Time pres-
formance only if the environment demandsure is defined as the difference between the
multitasking. They suggested that understandime available and time required for performing
ing person—environment fit is key to undera task Benson & Beach, 1996 Time pressure
standing how polychronicity relates to job permanifests itself in an organizational context if
formance, because polychronicity can only bemployees have to work fast to finish assigned
expected to relate to job performance when aiasks, which results in working overtime or be-
employee’s traits and job demands are weing delayed for breaks and leisure-tim@h(y,
matched. In this veinSchein (1992)lso pro- Sonnentag,& Pluntke, 2006 _
posed that monochronic and polychronic orien- Creativity is indispensable not only for ci-
tations each may be better suited to differentilian but also for military organizations.
situational demands. SimilarlyBluedorn V€90 (2013)underlined that success in a mil-

(2002) suggested that some jobs require Hary domain in both peacetime and in war is
monochronic orientation (i.e., jobs that requir ardly possible without considerable creativ-

driving). whereas other jobs require a polychro'ty " the part of the military institutions as
miIZI o%i)er\xation e mJanageﬁsw doct?)rsy denvyhole and the commanders and their staffs at
tists) U ’ ! all levels. Thus, it is inherent that military

A notable occupation that ponchronicitycomn-mmjers and their staffs must be highly
has not been well-researched before is m”creanve in planning, preparing, and employ-

L Th i : Ii'ng their forces for combat. Military history is
tary organizations. The military environment o oo with creativity examples. In the First

is often characterized by uncertain and unpregorq War, at the Gallipoli Front/Turkey,
dictable situations. Th_is places increasingl{ome units of the British 29th division were
more demands on military personnel. Th@|anned to land to the Gallipoli peninsula
complexity and dynamics of the context refrom the River Clyde which was a collier of
quire individuals to use their time more Effi-some 2000 tons. She was p|anned to surge
ciently. As the differing temporal require-into the shallows in the early hours of land-
ments are likely to dictate the preferredng, and British troops would stream out of
approach in particular jobConte & Gintoft, the ship and overwhelm the Turkish defenders
2009, it would be interesting to examine(McLachlan, 201). The creative idea of con-
polychronicity at military contexts. verting this vessel into a Trojan horse came
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from a Royal Naval Officer. Although the between time pressure and polychronicity on
attempt resulted in a complete failure due tareativity still remains to be explored. Re-
the heavy fire of the Turkish troops, it can stillsearchers suggest that the experience of high
be considered an innovative idea in militarytime pressure stifles creativity by reducing the
terms. extent to which employees engage in explor-
In the quest to clarify the polychronicity con-atory thinking and by causing them to rely on
struct, examining its relationship with creativityfamiliar algorithms when approaching prob-
and time pressure seems a good avenue fle@ms @Andrews & Smith, 19958 When indi-
research. Because, although the previous reiduals perceive high time pressure, they may
search has contributed to explaining the relde less likely to take the time to understand a
tionship between polychronicity and creativity problem deeply or to fully prepare to solve
the findings are somewhat contradictory. Fathe problem through contemplation before
exampleMadjar and Oldham (2006pund that they delve into response generatigm{abile,
task condition and polychronicity interactedConstance, & Steven, 20D2By contrast,
such that individuals who preferred involvethose perceiving little pressure should have
ment with multiple tasks exhibited higher cre-ample opportunity and energy available to
ativity in the rotation condition, whereas thosehink creatively about issues—to explore dif-
who preferred involvement with fewer tasksferent perspectives, to play with ideas, and to
exhibited higher creativity in the sequentiakee more connections among stimuli
condition. However Kantrowitz et al. (2012) (Amabile, 199§. Reviewing the creativity lit-
failed to find a relationship between poly-erature,Hennessey and Amabile (2016pn-
chronicity and innovativeness/creativity. Givercluded that the influence of time pressure may
the definitions of the construct, it could be exbe one of the most complex in the organiza-
pected that monochrons have sufficient oppotional creativity literature and traits may play
tunity available to think creatively as they con-a role in people’s response to time pressure at
centrate on one task until completion andvork. Indeed, polychronicity trait is a good
allocate relatively much more time to the task atandidate in that manner. Given the definition
hand. Therefore, it seems logical to assert thaf the construct, it could be expected that the
monochrons are more prone to produce noveabegative relationship between polychronicity
useful, and practical ideas. By contrast, polyand creativity would be stronger when the
chrons carry out multiple tasks at the same timggolychrons also perceive high time pressure.
they shift their attention from one task to anin other words, individual creativity would be
other over a relatively short period; they allo-higher when employees with monochronic
cate relatively less time to the task at hand; thusrientation perceive lower degrees of time
they may not have sufficient opportunity topressure. From this point of view, it could be
think creatively. In one of the rare studies inasserted that perceived time pressure of em-
military contexts, at a simulated gunner enviployees can attenuate or enhance the effects
ronment, researchers found that performanad polychronicity on creativity.
declined when participants concurrently at- Based on the arguments and the literature, the
tempted to monitor, manage, or teleoperate dollowing hypotheses are proposed:
unmanned ground vehicleChen & Joyner,
2009. They concluded that performance suffers  H1: Polychronicity would be negatively
when attention is divided among different tasks, ~ related to creativity.
as the ablllty to focus is reduced. With the same H2: Perceived time pressure would mod-

|OgiC, we could expect that Creativity mlght also erate the re|ati0nship between p0|y-
decline as the performance does. Thus, we chronicity and creativity such that the neg-

could expect that polychronicity would be neg-  ative relationship will be stronger when
atively related to creativity. time pressure is high.

Furthermore, time pressure could be ex-
pected to play a role in this relationship. In As the scholars call for further research that
view of the literature, although the interactiorexplores the links between polychronicity and
between time pressure and creativity is welllifferent organizational variables in a variety of
researched albeit inconclusive, the interactiowork settings and industries, the current re-
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search further explores the idea that time pres89). Higher scores indicate a polychronic ten-
sure perceptions moderate the relationship bdency, whereas lower scores indicate a mono-
tween polychronicity and creativity at a militarychronic one.

context. Creativity was measured with four items
adapted from those developed @hou and
Method George (2001)Sample items include “I suggest
o many creative ideas that might improve work-
Participants ing conditions in my organization” and “I often

. - . come up with creative solutions to problems at
Most studies examining polychronicity havework.“ The scores were averaged to form a

been conducted in the United States. The cuf-_ .. .. : _ -
rent study used a sample in Turkey, whicggﬁél\gzgeﬁ;@ = -82). Higher scores reflect

might increase the validity of the theory. A total For measuring perceived time pressure, an

of 124 postgraduate students (all males) havin ¥ : i
a 2-year education at a high-level military acafdggtﬁdl\;glér;e;?] dvgﬂﬁgrsf(ztgge;gzlisizvel
demic institution participated in the study. Th P y : :

participants were provided general informatio??ample items 'nd,l,Jde | have plenty of tmje to
perform my tasks” (reverse-scored) and “l am

about the purpose of the study and confident onstantly running out of ime in my job.” The

ality of the responses were assured. Participﬁ ; :
tion in the study was voluntary. EmploymentScOres were averaged to form a perceived time

length for the participants ranged from 7 to 14réssure indexo( = .73). . ,
years M = 10.5 yearsSD = 1.6 years). The With regard to control varlable_s, participants
participants’ age ranged from 29 to 37 year89€ and tenure were controlled in the analyses.

(M = 32.86 yearsSD = 1.67 years). Data were Turkish language versions of all measures
collected by self-report questionnaires. were used after translation and back translation

procedures were carried out.
M easures

Previously published and validated measures Results
have been used in this study. All the items were ) o o
rated on a scale that ranged from gtréngly Table 1 provides the descriptive statistics,
disagred to 5 (strongly agreg Polychronicity correlations, and reliabilities for the study vari-
was measured with 10-item polychronicityables. A number of significant relationships
scale developed bgluedorn et al. (19995am- Were observed between the variables, of which
ple items include “I like to juggle several activ-the magnitude varied. All the reliabilities ex-
ities at the same time;” “When | work by my- ceed the 0.70 standard cited ldyinnally (1978)
self, | usually work on one project at a time”as being acceptable.
(reverse-scored); and “I believe people should To generate interpretable plots and to remove
try to do many things at once.” The scores wergulticollinearity between the independent vari-
averaged to form a polychronicity score & ables, | centered the variables tested in the in-

Table 1
Means, Standard Deviations, Correlations, and Cronbach’s Alpha for the
Study Variables

Variables M SD 1 2 3 4 5
1. Age 32.86 1.7
2. Tenure 10.47 1.6 .85
3. Polychronicity 2.58 .83 —.08 -.01 (.89)
4. Time pressure 2.83 74 .04 .04 16 (.73
5. Creativity 3.22 72 —.04 —-.03 -.19 -.35™ (.82)

Note Values in parentheses are coefficient alphas.
“p<.05 "p<.0l
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teraction, as recommended Byken and West related to their creativity. Although conducted

(1991) in a military setting, this study has theoretical
As expected, polychronicity correlated negaand practical implications that may extend to
tively and significantly with creativity r( = other organizations as well.

—.22,p < .05). Hence; the Hypothesis 1 was In today’s work environment, each of these
supported. Hypothesis 2, asking for the modewrariables is becoming more and more salient in
ation of perceived time pressure on the relatiorerganizational life. As increasing competition,
ship between polychronicity and creativity, wagjlobalization, rapidly changing technology, and
tested with moderated hierarchical multiple reknowledge-oriented work promote an organiza-
gressions, usingaron and Kenny’s (198§)ro- tional culture characterized by speed at both
cedure. To test the hypothesis, creativity wamdividual and organizational level&éntrow-
first regressed on control variables (age anitz et al., 2012, individuals have begun to feel
tenure; Step 1), then polychronicity and permore time pressure and tend to prefer to engage
ceived time pressure (Step 2), and finally then more tasks at the same time. Although such a
interaction of these two variables (polychronictendency is encouraged and seems like a good
ity and perceived time pressure; Step Byble idea at first glance, potential pitfalls deserve
2 shows that after main effects of polychronicityfurther investigation. Thus, the focus of the
and perceived time pressure were controllegyresent study was its effect on creativity, which
the moderated interaction term accounted for @m a critical driver for the survival of organiza-
additional 1.6% of the variance in creativity,tions. To the best of our knowledge, this is the
which was significant = —.457,p < .05). first study that examined this relationship with
That percentage is within the typical range ofhe moderation effect of time pressure at a mil-
.01-.03 found in nonexperimental studiestary context.
(Chaplin, 1991 Champoux & Peters, 1987To In this sense, the findings of the present study
probe this interaction, simple slopes were calndicated that polychronicity is negatively re-
culated Aiken & West, 199). As Figure 1 lated to creativity, and perceived time pressure
shows, the direction of the interaction supportproved to play a moderating role in this rela-
the initial prediction. Thus, Hypothesis 2 wagionship. That is, the results highlight that, al-
also supported. though today’s work environment encourages
polychronic approach, it—when reinforced with
Discussion perceived high time pressure—runs the risk of
reducing creativity. In terms of explaining this
The purpose of this study was to examine theelationship, it should be underlined that indi-
relationship among polychronicity, time presviduals showing polychronic orientation move
sure, and creativity. As expected, polychronicback and forth among tasks and try to engage in
ity, individuals’ preference for working on multiple tasks at the same time. It is quite nor-
many tasks, has been found to be negativelyal that they may not have sufficient opportu-

Table 2
Multiple Regression Tests of Moderation
Creativity

Variable Step 1 Step 2 Step 3
Age —.231 —.272 —.267
Tenure 193 .233 .252
Polychronicity (Poly) — -.213 —.649
Perceived time pressure (Ptp) — -.314" —.329"
Poly X Ptp — — —.457
F 1,011 6,181 5,448
R? .016 172 .188
AR? .016 .156 .016

Note. Standardized beta coefficients are reported.
*p<.05. *p<.0L
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Figure 1. Perceived time pressure as a moderator of the relationship between creativity and
polychronicity.

nity and time to focus on the task at hand. Sdjigh time pressure. In terms of explaining
they are expected to solve problems less créis, it can be argued that individuals under
atively. Conversely, monochrons, having moréigh time pressure may not find the required
time and opportunity, are expected to produceéme for creativity. And furthermore, time
more creative ideas than polychrons. pressure might cause stress, resulting in shifts
Perhaps the most important finding was than processing strategies where people use
influence of time pressure perception on theimpler, but less effective, strategies in pro-
polychronicity—creativity relationship. The contem-cess executionOe Dreu, 2003 In accor-
porary approach to research on organizationdblnce with these arguments, it can be said that
creativity, the interactionist perspectivemonochrons with lower degrees of time pres-
(Woodman, Sawyer, & Griffin, 1993 sug- sure are more prone to producing innovative
gests that an interaction of the subject anileas, because they have more time and op-
situation either facilitates or inhibits a per-portunity to concentrate to the task at hand,
son’s creativity Hsu & Fan, 201). As one of analyze the situation in depth, and so put
these situational factors, time has a profounfbrward extraordinary solutions to the com-
and pervasive influence on creative work anglex problems. As they do not have time
creative achievementAptes & Mumford, urgency, they have the chance to direct all
2009. As creative cognitive processes retheir cognitive abilities to creative thought
quire time @mabile, 1983 and concentra- instead of managing time. It seems that the
tion, the perception of high time pressure hasreativity of octopuses diminishes when they
been thought to prevent or reduce creativaese all their arms at the same time and when
thought. However, studies examining the efthey also have time pressure.
fect of time pressure are inconsistent (see These findings are important from a theo-
Byron, Khazanchi, & Nazarian’s [2010]retical perspective in that it is the first study
meta-analysis). Building upon the previouslythat examines the relationship between the time
inconsistent results, this study argued andrientation of military personnel and their cre-
found that time pressure may act as a modeativity with the moderation effect of time
ator between time orientation and creativitypressure. The results contribute to the grow-
of individuals in the context of a person—ing polychronicity and creativity literature by
situation interaction. That is, the creativity ofunderlining one of the polychronicity’s poten-
individuals’ decreases not only with poly-tial negative consequences. Further studies
chronicity tendency but also with perceivedcould also examine its relationships with cit-
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