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The operating environment for media industry and media companies are changing 
rapidly today and this creates major challenges for companies, and the management 
of them, to deal with. Technological development has created increasingly 
fragmentated audiences, shorter life-cycle of media products, and has challenged the 
very  core of the traditional business logic of many companies. Media industry and 
people working in media are generally perceived as creative. Employee creativity is 
also seen as a key resource by media managers, and it has been suggested that 
despite technological development, companies are now more dependent on human 
creativity than ever before. However, there has not been much study about managing 
this key resource.

The idea of this masterʼs thesis is to perceive media industry as a creative industry 
and the creativity  of media employees as a key resource for media organizations to 
find ways to adapt to the rapidly changing operating environment of today. Also, an 
aim is to provide understanding how managers can support employees to fulfill their 
creative  potential as well as avoid limiting employee creativity. Creativity  in media 
industry was studied via practical examples from people who have had experience of 
doing and managing creative work and people in media industry.

The empirical data for this study consisted of five interviews conducted at YLE 
Design deparment. The interview data was conducted in spring 2011 at YLE facilities 
in Helsinki. The data was analyzed according to the principles of content analysis. 
The aim was to understand creativity as a phenomenon and managing creativity 
through practical experiences from working in creative projects and managing 
creative work. The findings were then reflected with findings of previous research and 
theory on the topic. The topic was reviewed from managementʼs point of view 
because managers have a key role in facilitating creativity in organizations.

The findings of the study suggest that time, risk-taking, conflicts, rewards and 
feedback, challenge, debates, and freedom were all themes associated with 
creativity in organizations. Good understanding about the special nature of managing 
creative processes and people was perceived as extremely important as well. Paying 
attention to these themes in managing creative people can provide a great deal of 
help in facilitating organizational creativity.
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1. Introduction
1.1.Why study creativity in media organizations?
”The creative class has shaped and will continue to shape deep and profound shifts 

in the ways we work, in our values and desires, and in the very fabric of our everyday 
lives. Because creativity is the driving force of economic growth, in terms of 

influence, the creative class has become the dominant class in society.” (Florida, 
2002, p.1)

In 21st century postmodern information society, intellectual capital and utilizing 
information and networks increasingly define success, instead of traditional material 
capital and goods of the industrial age. More information than ever before is just a 
click away both in our work lives as well as in leisure activities. The amount of 
information along with access to it are in many ways liberating factors that make 
things easier in many ways, but on the other hand they  create a number of 
challenges at the same time. For example, media organizations around the globe are 
facing challenges when news and other media contents are becoming increasingly 
available online for public, free of charge. Newspaper and magazine publishers have 
had dominant market positions as distributors of information for decades with their 
business logic. Technological development has created a new operating environment 
where audiences become increasingly fragmentated and where they can get relevant 
information faster and free of charge from online sources. This phenomenon creates 
major problems for current business logic of many media organizations where 
subscribers and advertisers are the most important sources of income. If the 
audience declines, the subscription and advertising income will as well. Also, the 
amount and availability  of information has caused the information to become 
outdated remarkably  faster than before. Being able to do more with less is the 
situation that many organizations seem to face nowadays. 

The quote in the beginning of the chapter is written by  Richard Florida in his famous 
book, The Rise of the Creative Class from the year 2002. According to Florida, 
creativity is one of the single most important factors defining work life nowadays. In 
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fact, a whole new social class has emerged from people who use creativity as a key 
factor in their work. (Florida, 2002.) Media industry and media organizations are 
generally  perceived as creative, and creativity will obviously be needed in the future 
as well if media organizations are willing to continue being in business of generating 
and distributing information. Redmond (2006, p.115) argues that media organizations 
are more dependent on human creativity than ever before, despite increasing 
technological evolution. Killebrew (2003) shares Redmondʼs opinion and sees paying 
more attention to creativity  as a major factor in media organizationsʼ efforts to 
develop solutions in order to survive in the radically  changed operating environment 
of today.

Robert Picard (2011) brought up  an interesting point of view concerning media 
organizations and innovations during his Åkerlund lecture at University of Tampere in 
Oct. 2011. As said before, media industry is changing and organizations need to 
react to changes in operating environment. According to Picard firms have three 
choices when they are facing innovation needs. They can either ignore the needs to 
innovate, leave innovation to outsiders and new entrants or innovate internally. For 
media organizations the first choice obviously  is not an option, the second has 
already happened to some extent, so the best option would be the third one, internal 
innovation. According to Picard, the problem for media organizations in this is the fact 
that they have not been very innovative historically, they donʼt have structures for 
innovation or inventions and the fact that real industry changing innovations donʼt 
offer as much near term reward potential as current operations make new ideas often 
face resistance. (Picard, 2011.)

I first became interested in the relationship  between creativity and management 
during my Bachelorʼs thesis seminar back in 2008. The two concepts may seem 
contradictory  at first, but since work in post-modern 21st century society becomes 
continuously  information intensive and abstract, and as we keep  moving away from 
highly standardized work procedures of the industrial age, creativity is often present 
and required in daily work life. This trend hasnʼt made managerial positions obsolete 
and unnecessary, quite the opposite actually. The need for good and skilled 
management and leadership  may be greater than ever. So, as contents of work and 
working methods are changing and moving away from those of the industrial era, 
there has to be changes made in managerial work as well. Media industry and media 
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organizations are generally perceived as creative, so the idea of studying media 
managers as managers and leaders of creativity  and creative work followed quite 
naturally.

Creativity is often seen as an individual characteristic and present only  in certain 
parts of media work, such as idea-creation. However, creativity can be found in 
teams and even in entire organizations in all phases of work processes. Creativity  is 
not a force of nature that would be completely  unmanageable either. Creative people 
and creative work can be managed too. Traditional management practices and 
methods combined with hierarchical organization structures from the industrial era 
will most likely not be the right things to turn to for managers of creative work and 
people.

In this thesis my aim is to gain deeper understanding about the concept of creativity 
and its different dimensions and the unique nature of media organizations from 
media managerʼs perspective and analyze what findings about these concepts could 
mean for media managers. Generally, I view media managers as managers of 
creativity and creative work, and  being able to facilitate and create opportunities for 
creativity is an important part of their job.  

1.2. Previous research
There has been plenty of research done separately  about the concepts of media, 
management and creativity. Journalistic research has mainly concentrated on 
journalistic products and audiences. Studying organizations, work cultures and 
management in media have received remarkably less attention. Research about 
media management has increased in recent years however, as the field is becoming 
more established and programmes for teaching media management have been 
started, one example being the masterʼs programme in media management in the 
university of Tampere. 

Innovation and creativity have been hot topics in the field of management for a while 
now and plenty  of studies relevant to this subject have been published in recent 
years. Maisa Huuhkaʼs (2004) dissertation was titled management in creative expert 
organization. She interviewed managers from universities and art institutions but also 
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refers to newsrooms as creative expert organizations. (Huuhka 2004.) Huuhka found 
that creative experts require a lot from management, and that they are often 
considered as difficult to manage and lead. Strict control-oriented leadership  style is 
not suitable for creative expert organizations in most cases, a style where greater 
levels of freedom and responsibility are allowed have found to be more effective. 
(Huuhka, 2004.) 

Jani Rajaniemi (2010) studied the relationship between organizational structure and 
innovativeness in his dissertation. He studied factors in organizational structure that 
create obstacles and barriers for creativity  and innovation in organizations. Rajaniemi 
also mentioned media organizations as representatives of todayʼs creative industry, 
the target organization for his research was a Finnish newspaper organization. 
Rajaniemi found four factors in organizational structure that limit or can even prevent 
creativity and innovation in organizations. These factors are high level of hierarchy in 
decision-making and division of labor, failures in coordination and communication, 
and wrong kind of use of power. (Rajaniemi, 2010) Keränen (2008) also studied 
managing creativity  in newsrooms in her masterʼs thesis. She built theoretical models 
about organizations and communities with different levels of organizational creativity. 
These models included a community of lost creativity, a community that depreciates 
creativity, a creative community, and a super-creative community. 

Farida Rasulzada (2007) also wrote an excellent thesis about the relationship  of 
organizational creativity  and psychological well-being. Rasulzada found that 
organizational creativity  and innovation might be means to increase psychological 
well-being of employees. She also found that the more creative the employees 
experienced the organizational climate, the less did they experience stress at their 
work. Furthermore, she found that leadership also played a role in organizational 
creativity and employee well-being. Change/employee-oriented leadership  style was 
experienced as conducive for organizational creativity and innovation as well as 
creative organizational climate by  employees. Richard Florida (2002) whom I already 
mentioned in the introduction chapter has argued that an entirely new social class 
has emerged, and that class is defined by creativity. 
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2. The structure of the present thesis
2.1. Aim of the study
In short, the aim of this study is to provide a theoretical overview of the concepts of 
organizational creativity and media organizations, and provide an insight why 
organizational creativity  is something managers in media organizations should take 
into account. In the empirical part of the study my aim is to test whether the insights 
of previous research and theories about organizational creativity are seen as relevant 
and important by managers of a major Finnish media organization. 

2.2. Research problem and questions
In this study my aim is to open up the concepts of creativity, media organization and 
media management by reviewing the most important theories from each field and 
build a theoretical framework from these theories. This study will later serve as a 
theoretical basis for my masterʼs thesis which studies media managersʼ role as 
facilitators of organizational creativity. 

There are two main questions that I try to answer in this study: why is it essential for 
media managers to pay attention to organizational creativity, and how can managers 
facilitate organizational creativity? To answer these questions I use these sub-
questions:

• Creativity as a phenomena, dimensions of creativity?
• Are creativity and management contradictory terms?
• Why is managing creativity a relevant subject for media organizations?
• How can managers facilitate creativity in organizations?

Some of the reasons for selecting these questions to be my research questions for 
this study are already in the introduction chapter. Creativity has become a key factor 
defining modern work in many professions, and media organizations are not an 
exception to this. In fact, media industry is in the midst of one of the biggest crisis of 
its history and thereʼs a great and urgent need for creativity and innovation industry-
wide. The innovations and emergence of new solutions will not take place without 
skilled management and that is why it is important for managers to understand the 
different dimensions of creativity, as well as the unique characteristics of media 
organizations and industry in order to be able to succesfully manage creative work 
and people in their organizations. After all, both creativity  and creative workers along 
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with managers are just as much needed in the process of renewing media 
organizations and industry to better meet the requirements of the renewed operating 
environment they now have to work in.

2.3. Methodology
This study is a qualitative study. The main objective of this study  is to gain 
understanding about the subject of research. Further this study can be defined as a 
theoretically oriented case study. The thread of this study consists of fragmented 
background information including previous research, business literature and lectures. 
The concept of organizational creativity is viewed from managementʼs perspective 
using a systemʼs model approach. Using these approaches the theoretical framework 
of the study will be formed. The theoretical part of the study will consist of separate 
chapters 4 and 5 in which the concepts of media organization and creativity will be 
reviewed extensively.

The aim of this study is also to gather information and insight about managing 
organizational creativity in media context from people who have hands-on experience 
on managing creative work and creative people in media organization. Research 
data was gathered by interviewing people in management position, and with 
experience of managing creative projects and creative people in media organization. 
The interviews were semi-structured theme interviews. The interviewees were 
allowed to decide in which order the interview themes were discussed, and were also 
allowed to emphasize themes they felt were the most important and relevant. The 
interviewerʼs role was to set a pace for the discussion and to ask additional questions 
to gain further information about the themes. The interviewerʼs role included also to 
make sure that all the themes were discussed with each interviewee. The interviewer 
did not attempt to dictate or guide the interviews any more than was necessary  for 
the study. The aim was to create an atmosphere where the interviewees felt 
comfortable and confident to discuss the subject of research. An interview model 
described by free-flowing discussion and informal order of discussing the interview 
themes was chosen because the aim was to ge the interviewees to share their own 
experiences about the research subject without the interviewer leading the 
discussion. (Marshall & Rossman, 2006). The case company and the individuals who 
participated in the study are described more thoroughly in chapter 6.2.
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The research data will be analyzed according to the principles of theory-oriented 
content analysis. This way qualitative data can be analyzed systematically and 
objectively without being too dependent on the theoretical framework and the findings 
of previous research. Theory will help and support the researcher in the analysis of 
qualitative data. According to abductive reasoning, new findings are possible when 
the observations are based on a certain hypothesis.

2.4. Defining key concepts
Key concepts of this study are creativity, media, media organization, and manager. I 
will provide basic definitions of these concepts in this chapter but will further analyze 
the concepts of creativity and media organization in chapters devoted to them.

Creativity can be defined as something that is new and has some kind of value 
(Csikszentmihalyi, 1996; Amabile, 1998; Sternberg & Lubart, 1999). The origins of 
the word creativity  lay in the latin word creare, which can be translated to bring into 
light or produce.  In this study I understand creativity as a phenomena that is present 
and defines media work and media industry. Creativity and innovation are often used 
simultaneously. Harisalo (2008) argues thereʼs a very thin line between the two 
concepts. 
A common definition of innovation is: the succesful implementation of creative 
ideas(Gaspersz, 2005; Wood, 2003). Creativity can also be seen as a pre-requisite 
for innovation (Amabile, 1997). In this study I understand innovation as practical 
implementation of creative ideas.

Media can refer to mass media such as newspapers, radio, television, web-sites or 
other channel used to share information. It can also be used to refer to devices used 
in storage or transmission of information. In this study, however, I use the term media 
to refer to mass media.

Media organization consists of two words; media and organization. Mintzberg 
(1979) defined organization as an organized social group  that distributes task for a 
collective goal. I use the term media organization to refer to an organization working 
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in the field of mass media. I also understand media organizations as creative 
organizations to further distinguish them from many traditional organizations.

Manager is used to refer to a person who represents the employer and has 
subordinates. There are many levels of management and managers - from the top 
strategic management level to upper and lower levels of middle management. In this 
study the term manager refers to a person that has some level of power and 
responsibility over oneʼs subordinates.

2.5. Perspective of the study
Creativity, media organizations and management are all very broad concepts. 
Research problem and questions can be narrowed down by selecting a perspective, 
which is a fundamental part of basic selections for research. In this study  there are 
four possible perspectives - management, employee, customer and organization. 
Using any of these perspectives could provide interesting information, but according 
to the research problem and questions, the management perspective is the most 
relevant and interesting one. As I already said in the introduction, media industry  and 
organizations are facing great challenges coming from numerous directions. It is 
probably safe to say that in many countries media industry and organizations are in 
crisis. Ambiguity, constant change, increasingly fast pace of work, audience 
fragmentation, and increasing competition can all be used to describe todayʼs media 
industry. On the other hand, creativity and innovation are called for maybe more than 
ever in media organizations today. Managers are in a key role in creating facilities 
that nurture creativity  and make innovations possible. This is why I choose the 
management perspective for this study.
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3. Unique characteristics of media organizations
Most media firms develop, produce, and distribute messages that can inform or 
entertain the audience, for example. At the basic level media companies are just like 
any other companies: they produce and distribute products (messages) and in order 
to sell their products they select target groups, develop marketing and promotion for 
their products as well as sales strategies to reach the desired audience group. Lavine 
and Wackman (1988) illustrate the manufacturing- and selling process of media 
products the following way:

!

3 MEDIAORGANISAATIO

Mediaorganisaatiot voidaan nähdä tietointensiivisinä asiantuntijaorganisaatioina. Monet 

t ietojohtamisen teoriat ja sovellukset ovat si is sovellettavissa myös 

mediaorganisaatioihin.

Suurin osa media-alan yrityksistä myös toimii periaatteessa kuin mikä tahansa voittoa 

tavoitteleva yritys: ne tuottavat  ja jakavat tuotteita (viestejä) ja saadakseen tuotteensa 

myydyiksi, ne määrittävät kohdeyleisön, kehittävät markkinointia, promootiota ja 

myyntistrategioita saavuttaakseen tämän kohdeyleisön. (Lavine & Wackman, 1988).

Lavine ja Wackman (1988) esittävät kirjassaan Managing Media Organizations 

havainnollistavan ja yksinkertaistetun kuvion mediatuotteiden valmistamisesta ja 

myynnistä. 

Kuvio 1 Mediatuotteen valmistuksen ja myynnin vaiheet (Lavine & Wackman, 1988)

Periaatteessa siis mediaorganisaatioiden tuotteiden valmistusprosessi on monella tapaa 

samanlainen kuin monessa muussakin informaatiointensiivisessä organisaatiossa. 

Gather 

information

Develop 

messages"""

Produce 

messages

Distribute 
messages

Promote and sell to 

advertisers and clients

Promote and sell to 

audiences

Figure 1. Steps in manufacturing and selling media poducts (Lavine & Wackman, 
1988, 10.)

Even though there obviously  are a lot of similarities between media organizations 
and other, more traditional manufacturing organizations, and even more with 
information intensive organizations, media organizations are unique for a number of 
reasons that partly legitimate the existence of the media management field. John M. 
Lavine and Daniel B. Wackman (1988) introduced their five item list of factors that 
give media organizations their unique characteristics and distinguish them from other 
organizations. Albarran (2006, 3) has also used this five item list.

1. Nature of the product
2. Types of employees
3. Special organizational factors in media organizations
4. Mediaʼs unique role in society
5. Blurring of lines between traditional media

A closer look at this list is needed. Most attention will be paid to item number 2 
because that includes also the employee-creativity aspect, to which Iʼm mostly 
focusing in this study.
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3.1. Nature of the product
Most media products have a very short production- and life cycle. Once a message 
reaches its audience it loses much of its value (Lavine & Wackman, 1988, 14). The 
life cycles obviously vary between different types of media: books and movies 
generally  have a longer life cycle than newspapers, for example. Timing is also 
crucial in media products. If messages are not produced and distributed in a timely 
and effective manner, they also lose their value (Lavine & Wackman, 1988, 15). 
Effectiveness, timeliness and perishability  are closely linked together and collectively 
they have important implications.

Media companies must produce a new product during every production cycle: a new 
issue of the newspaper or magazine; a new episode of a television program or 
newscast; a new advertisement, book, record, or movie (Lavine & Wackman, 1988, 
15). Of course, creation of the new product doesnʼt start from scratch every time: 
newspapers and magazines have standard layouts, both in their print versions and 
online versions, there are more and more internationally known formats in radio and 
television, and even many well known songs are translations from original versions. 
However, in many other industries, more often than not changes take place in the 
packaging of the products instead of the content (Lavine & Wackman, 1988, 15). In 
media the reverse is true; the packaging remains the same, but the content of the 
product partly  changes. Partly because standardized layout and graphic design of 
newspapers or magazines for example can be viewed as both packaging and 
content.

Reca (2006) shares the insights of Lavine and Wackman and propose two elements 
and three distinguishing points of view that are characteristic for media products. The 
two elements are the immaterial side of the product: the content and the material side 
of the product: the packaging in which the content is delivered. The three 
characteristic points of view to media products describe their role in society. Media 
products can be seen as information products, multiple use products and skilled 
products (Reca, 2006). These three viewpoints emphasize the informative, 
multidisciplinary and skill-demanding role of the media. 

15



Picard (2005) adds one more aspect to the discussion about the special nature of 
media products: the development of product portfolios by media companies. Product 
portfolios are created when companies begin producing and offering more than one 
product to the market (Picard, 2005). This development has been evident all around 
the world as media conglomerates continue to grow through acquisitions as well as 
by developing and launching new products at accelerating pace. In the past not that 
long ago, newspaper companies, for example, used to produce one newspaper and 
increasements in products were often made by replicating the original product. As the 
size of the product portfolio grows, significant change is sometimes required in 
company strategy, organization, and administration, as well as in product 
development activities, marketing, and customer service (Picard, 2005, 1-2). 

These characteristics and distinctions, when compared to other manufacturing 
organizations, create major challenges for the managers of media organizations. 
Tremendous deadline pressure demands for very coordinated workflow. At the same 
time, constant creativity is required from media workers. In a more traditional 
organization, a great deal of creativity is required to produce the first product, from 
there on the following products should resemble the first product as much as possible 
(Lavine & Wackman, 1988, 16). Managers with knowledge, skills, and experience in 
one media field are suddenly asked to manage multiple products which is 
problematic because managers in media have typically been raised through the 
organization without significant business education and with limited understanding of 
strategy and portfolio management (Picard, 2005).

3.2. Types of employees
The nature of an information product demands that the staff who produce it be 
educated, professional, extremely hard working, and, in many cases, very creative 
(Lavine & Wackman, 1988, 15). If one wants to make a distinction between media 
organizations and many other information intensive organizations, high level of 
creativity is the key. Media industry is a creative industry and the products that 
organizations create can be described as creative products produced through 
creative processes. Although new technologies, for example, that clearly impact on 
the media are important, an information organizationʼs workers are its most valuable 
asset. Sophisticated equipment comes and goes, but when a new message must be 
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created with each cycle, what counts is the abilities of the staff who use the 
equipment to form the message (Lavine & Wackman, 1988, 16). Since the concept of 
creativity has a very central role in my thesis, I will describe and analyze the concept 
in more detail in later chapters that focus on creativity.

Media managers also face other issues and challenges with their employees. One 
challenge is that many media employees view themselves as members of the 
profession first, and as members of the organization second (Lavine & Wackman, 
1988, 17). More often than not, media workers also think of themselves as creative 
persons and employees. In this situation, managers need to be very  aware of 
different standards of professions that they have working for their company and make 
sure that organizational standards donʼt collide too much with the professional 
standards. Staff members are more likely  to side with the profession than with the 
firm (Lavine & Wackman, 1988, 17). An example of such event could be an 
acquisition of a smaller company by a large conglomerate, and an attempt to change 
original company values or culture. There are many cases where employees have 
jumped ship and demonstrated stronger commitment to profession rather than 
organization.

Another distinguishing and demanding challenge that media managers face is the 
fact that they often canʼt simply look out their office windows and observe and 
supervise their employees working (Lavine & Wackman, 1988, 17). Many of their 
employees are out working and acting on behalf of the firm, unsupervised. Although 
new technology  has brought tools for managers to supervise their employees work, 
one must also keep in mind the fact mentioned above; organizational standards canʼt 
be completely contradictory  to professional standards. Certain level of freedom and 
independence is undeniably characteristic to journalistic work, for example, and 
media managers need to be able to live with this fact. 

When employees are more committed to their profession than the organization, it 
also creates challenges in rewarding and motivating for media managers. Media 
companies are highly dependent on talented individuals, so being able to create 
some commitment to the organization is crucial for them. In many cases, external 
rewards such as financial benefits, are not the best means in motivating creative 
workers, but offering resources such as time and tools as well as opportunities for 
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self-development and career advancements may have a better effect.  (Davis & 
Scase, 2000, 133-135).

3.3. Special organizational factors
One might think that the best structure for companies in media industry would be one 
that is stable, very organized and predictable. How else would the companies be able 
to continuously meet daily deadlines and managers maintain their mental health in an 
increasingly fast-paced, dynamic and constantly changing environment? Not too long 
ago, dominant structures of media organizations could be described that way. Lately, 
modern management thinking has suggested that not being as formal and preferring 
a flexible, horizontal structure would help media organizations meet their goals better 
than traditional models that prefer vertical hierarchy. In addition to time- and 
deadline-pressures, media managers are also dealing with challenges in producing 
media products that are fresh, innovative, informative and meet the desired quality 
standards. (Lavine & Wackman, 1988, 17.)

The two objectives mentioned above are somewhat contradictory. In order to achieve 
the latter goal, employees must have a certain level of freedom and independence. It 
is impossible to produce innovative work if one is completely  tied up  in hectic work 
schedules. Media managersʼ work is balancing between the two objectives. Jani 
Rajaniemi (2010) explored factors in organizational structures that inhibit creativity 
and innovativeness in media companies in his dissertation. These factors included 
hierarchy, coordination, communication, power, and intangible assets. Managers 
have to be able to find balance in levels of hierarchy and regulations, distribute and 
coordinate work in a way  that employees donʼt get stuck in their comfort zones and in 
one place but constantly find challenges and opportunities to develop themselves. 
Managers are also in charge of the communication between different processes and 
departments and if they neglect this responsibility, the lack of communication inhibits 
creativity and innovation. In addition to these, managers also need to be aware of 
how power is being used in their companies and that bringing up  new ideas doesnʼt 
become an exclusivity to some employees. Also, maintaining awareness about 
working environment and -climate is crucial in order to meet objectives. (Rajaniemi, 
2010.)
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Küng (2008, 180-184) describes organization as an appearance of its strategy. 
Strategy, then, is often changed and reformed according to external and 
environmental demands. As the environment changes, changes in strategy need to 
be made as well. In media industry, the environment is, and has already, changed 
radically and old organizational structures and business models are making room to 
new ones. Küng introduces six different future developments that are about to 
change present dominant structures in media industry.

First of all, a number of theorists and scholars predicted the fall of conglomerates and 
extended fragmentation, but instead recent developments have been quite the 
opposite. Conglomerates have continued to grow and have become increasingly 
international and global through both acquisitons and by launching new products. 
Another obvious and challenging development has been the rise of an internet-era 
that creates fundamental challenges for media companies as it reshapes companiesʼ 
portfolios, platforms and the very core of their traditional business models. Many 
companies are having difficulties in adapting their organizational structures to this 
development. Third, recent developments have brought completely  new kinds of 
companies to the industry, trendsetters one could say, that have taken the leading 
edge instead of more traditional companies. Küng suggests that older companies 
may be prisoners of their existing organizational cultures and structures and hence 
have difficulties in adapting to new environments. Fourth and fifth development 
suggested by Küng are linked together. It has become evident that networking is 
increasingly important and useful in media industry as well and overlooking 
networking might be fatal. The last development that can be seen in other industries 
as well, is the emergence of ad hoc -organizations, organizations that can be formed 
even for a single project in order to be as flexible as possible and to meet very 
specific needs quickly. (Küng, 2008, 180-184.)

3.4. Societal role of the media
Everyone of us must have heard of different terms to describe the media: watchdog, 
the fourth estate, gatekeeper. These terms give us an idea of the special societal role 
of the media. Media companies nowadays are mostly profit seeking private 
businesses but most of them say to serve the public interest as well in their 
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strategies. Thereʼs not really a decrease in the mediaʼs societal role in sight as new 
technology ables media products become increasingly ubiquitous in our daily lives. 

The media is also protected, as well as regulated, constitutionally. The media is seen, 
and companies also see themselves as users of freedom of speech and they 
undeniably hold tremendous power in affecting public opinion and interests. Hence, 
in addition to audience the media is targeting their products to, companies and their 
actions are under legislatorsʼ supervision. Demands and requirements for credibility, 
truthfulness, fairness and access are higher for media companies than most other 
companies. Failures and misdemeanors in those are often treated publicly  and then, 
media managers are the ones who are responsible. (Lavine & Wackman, 1988, 
17-18.)

Napoli (2006) agrees with Lavine & Wackman and underline the concept of public 
interest. The concept of public interest brings a less commercial perspective to daily 
work of media managers. In addition to efforts of turning in and maximizing profit, 
media managers need to take into account the diversity of the audience and maintain 
objectivity. Hence, public interest is both an ethical and legal imperative that the 
media needs to acknowledge. (Napoli, 2006, 275-285.) There are often 
contradictions between ethics and legislation and that again creates challenges for 
media workers. Legislation and regulations may require things that can be 
considered unethical and, on the other hand ethics may guide one to do things that 
contradict with legislation and regulations.

As I said earlier, there is no decrease of the mediaʼs societal role in sight, but the role 
is about to change in the future. Companies need to be responsible to their 
shareholders and continue to find ways to do profitable business while also 
maintaining the public interest aspect. Scholars have predicted that the commercial 
aspect will take the upper hand between the two objectives because regulations 
towards media industry have been made less strict during recent years. Highlighting 
profitability over public interest will mean changes in both ethical and legal positions 
of the media. (Napoli, 2006, 275-285.)
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3.5. The blurring of lines among traditional media
There was a time when different media organizations could clearly distinguish 
themselves from others with their products. Some were dealing strictly  with print 
media, some with tv and some were doing only radio. However, as the ownership  of 
media companies started to centralize and media conglomerates began to emerge, 
using multiple channels offered a number of benefits for companies. This change 
towards ”multi-channelism” has been supported by rapid technological development 
of the recent decades that has made it very feasible for media companies to 
distribute messages to multiple channels easily to reach bigger audiences and bigger 
advertising income. Newspapers publish most of the news that are in the actual 
newspaper online as well. Since the articles are written using electronical devices in 
the first place, it is relatively  easy  to publish them both online and on print. 
Furthermore, those news are often read in the ether as well because many 
newspaper publishers also have radio stations in their product portfolio.

The blurring of lines can be described with the term convergence. The concept of 
convergence was first introduced in the late 1990s, and it remains as a very 
imprecise concept and can mean a number of things and directions of development 
in media industry. Küng (2008, 92-94) has three different kinds of definitions for 
convergence: convergence of delivery platforms, convergence of devices and 
convergence of industries. 

The convergence of delivery platforms is a set of definitons that see the development 
of digital transmission technologies as the primary drivers of change. The idea of this 
lies in the idea of information superhighway that was popular in the 1980s (Küng, 
2008). The big vision in the convergence of delivery platforms is that there once 
would be a broadband infrastructure through which voice, video and data could be 
delivered, processed and stored similarly  and everything would be available to users 
on-demand. Network definitions have also been in favour of policy makers in a 
number of countries (Küng, 2008).

Opposed to the theory of a universal pipeline, set of definitions of convergence of 
devices sees products and services as the key things in convergence. According to 
this definition, there would once be an ultimate, multi-purpose convergence device 
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that would combine factors of converging sectors (Küng, 2008). Yoffie (1997: 2) 
defines this view as ʻthe coming together of previously distinct products that employ 
digital technologies. The uniting of the functions of the computer, the telephone and 
the television set.ʼ

Finally, the set of definitions of convergence of industries view convergence in a way 
where content (media), computing (information technology) and communications 
(telecoms, broadcast distribution) industries fuse together, driven by technology, into 
a new media and communications sector (Küng, 2008). Nicholas Negroponte (1979) 
of the MIT media lab  is known as the originator of this idea of convergence and 
Bradley and Nolan (1997) Developed the so called 3-C model of convergence, where 
computing, content and conduit fuse into something called new media. Also, a subset 
of convergence of industries is corporate convergence where companies from one 
industry acquire, ally  or start new companies with other firms from other industries 
(Küng, 2008). 

Elements of all the above-mentioned definitions of convergence can be seen in our 
daily  lives today. Fast, broadband internet connections are increasingly  available and 
all kinds of content is delivered and stored through those networks. Laptops, 
smartphones and touchscreen computers such as the iPad are devices that all 
combine previously  distinct products into multi-functional devices. There are also 
even larger-scale concepts available, such as Microsoft or Apple Home where even 
more functions can be controlled with a single device. Convergence of industries is 
also happening in the forms of new social networking services, such as Facebook 
and Twitter, for example. These kinds of services combine content (both user and 
company provided), information technology and communications and have formed 
something completely new and unpredictable. Recent events have also shown what 
kind of power these tools can have in political field and creating phenomenoms. Arab 
Spring and Occupy Wall Street movement can be mentioned as examples.
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4. Creativity
4.1. Defining Creativity
There has been a considerable amount of literature published about creativity and its 
dimensions. Koestler (1964) attempted to describe the conditions which give rise to 
artistic creativity and Morgan (1989) among others has studied how to nurture 
creativity in various work settings. 

Leading creativity  researchers share more or less the following definition of creativity: 
”Crea t i v i t y i s the ab i l i t y  to p roduce work tha t i s bo th new and 
valuable” (Csikszentmihalyi, 1996; Amabile, 1998; Sternberg, 1999). New means 
unusual, unique, varied, original and introducing something new that wasnʼt there 
before. Valuable indicates that the product or idea is useful, serves a purpose and 
maybe solves a problem. In order to do this, the idea needs to be implemented.

Csikszenmihalyi (1999) defined creativity as an idea that is original, valued, and 
implemented. His general model of creativity is shown in the figure below. Creativity 
is most often seen as an individual characteristic, as the insight of an individual 
genius (Csikszenmihalyi, 1999). 

 
Figure 2. General model of creativity. (Csikszenmihalyi, 1999)

Definitions of creativity reveal that  creativity is very subjective and hence difficult to 
measure. 

23



4.2. Creative Process
The creative process refers to the sequence of thoughts and actions that leads to 
novel, adaptive productions (Lubart, 2001). The most well-known model describing 
creative process is the four-stage process model developed first by  Wallas in 1926 
and has been validated by a number of researchers (e.g. Lubart, 2001). The modelsʼ 
origins lie in individual thought processes, but it is used for understanding different 
creative processes. The four phases of creative process according to the model are:

1. Preparation. This phase is characterized by  gathering necessary data and 
information for the process. The problem is investigated in many directions.

2. Incubation. The second phase refers to the implicit cognitive process where 
the problem is thought out unconsciously. This phase is primarily individual.

3. Illumination. In the third phase, best ideas rise above the rest and cut 
across consciousness.

4. Verification. The validity of the idea is tested and the idea itself is reduced to 
exact form. In this phase it is evaluted, whether the goals and values are 
met.

Phase 1 is characterised by sort of free-riding at conceptual level, putting out and 
sharing a number of ideas, many  of them unrealistic even. Phase 1 doesnʼt require 
much resources or control since not too many people are involved and not much 
money, for example, is at risk in this phase. In phase 2 the ideas are narrowed down 
and general structures of possible product begin to shape. In this phase more people 
become involved and more resources are required and are at risk also. Hence, more 
control is usually introduced too. Phase 3 is a freezing phase. In this phase more 
attention is paid to details and again more resources are required. In phase 4, 
finalized product is introduced and evaluated. Possible corrections can be made too. 
In the fourth phase, less resources are usually required than in the third phase.

During the creative process the four stages constantly overlap each other as different 
problems are explored (Martens, 2011). The development of the process can be 
linear or spiral. The creative process is not only about problem solving but, to some 
extent, about problem finding as well. 
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A concept often related to creative process in creativity literature is the concept of 
flow. One of the leading creativity researchers, Mihalyi Csikszentmihalyi (1996) 
introduced the concept of flow and concluded that one major characteristic 
distinguishing creative people is their capacity  to experience that flow. Flow means 
the experience where one may loose track of time and feel extremely engaged to an 
activity  and confident about their abilities. People are intrinsically  motivated and are 
so fully  focused on what they do that they forget everything else around them, 
including the physical surroundings (Csikszentmihalyi, 1996). It is easy to relate to 
ideas about this concept when thinking recent stories behind many succesful web-
based companies for example. Most of the work behind many  well-known services, 
such as facebook, was done in very  modest conditions and with no or very little 
external rewards. Florida (2002) also argued that when people have the flow of their 
creative work interrupted, it typically takes them 20 to 30 minutes to refocus (Florida, 
2002, 125). This should be taken into account by managers as well. Providing 
employees with work places where one can work for longer stretches without being 
interrupted would be one simple practical solution for instance.

4.3. Creative Individual
”Creative people tend to be insecure, egotistical, stubborn, rebellious, poor 

timekeeping perfectionists who only seek fame” (Fletcher, 1990).

Most attention in creativity research has been paid to creative individuals and 
characteristics and qualities of creative individuals. It is very  likely too that when one 
is asked to name a creative person for example, well-known artists, filmmakers and 
scientists, such as Leonardo Da Vinci, Salvador Dali, Tim Burton, Nikolaus 
Kopernikus and the likes may come to mind. The concept of creativity is perhaps too 
strongly related to such highly creative people and many may think that creativity is 
an exclusive gift given at birth to chosen few. This assumption has begun to change   
however.

Abraham Maslow (1943) proposed his famous hierarchy of needs -theory in his 
paper titled ”A theory  of human motivation” published in 1943. In the theory Maslow 
identifies five different levels of human needs. The levels are physiological, safety, 
love/belonging, esteem and self-actualization. 
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Self-actualization

Esteem

Love/belonging

Safety

Physiological
Breathing,  food, water, sex, sleep, homeostasis, excretion

Security of: body, employment, resources, morality, family
health, property

Friendship, family, sexual intimacy

Self-esteem, confidence, 
achievement, respect of others,

respect by others

Morality, 
creativity,

spontaneity,
problem solving,
lack of prejudice

Figure 3. Maslowʼs hierarchy of needs (Maslow, 1943)

The foundation of the pyramid is laid by physiological and safety needs which include 
breathing, food, water, security  of body and health, and resources. The top part of the 
pyramid consists of esteem and self-actualization needs, including confidence, 
respect of and by others, problem solving and creativity. In todayʼs world, work can 
be seen as a means to meet many of these needs, including the needs of self-
actualization for many people. Media workers, along with many other highly educated 
professionals can be seen as representatives of a profession through which they are 
looking for possibilities for self-actualization instead of just resources to fulfill more 
basic needs. 

Some scholars say that creativity is not so much inborn, but more an attitude towards 
life (e.g. Sternberg, 2007). This idea suggests that anyone can be creative if they 
only want to do so. This approach is also more fruitful for the study about creativity in 
organizations. Scholars do recognize some personal qualities that are important for 
creative performance, such as motivation (Amabile, 1998) and ability for complex 
thinking (Csikszentmihalyi, 1996). Motivation enables creative workers to combine 
long periods of work with passion and high level of interest to work. There are two 
kinds of motivations: intrinsic and extrinsic motivation. Intrinsic comes from within the 
person: the person is motivated because the job itself is satisfying or challenging. 
Extrinsic motivation comes from the environment. One is motivated because there is 
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an external reward waiting for a job well done, such as a financial bonus. (Amabile, 
1996.)

Complexity, and many other personality traits, are perhaps best explained through 
Csikszentmihalyiʼs ten paradoxical personality  traits of the creative individuals. 
Creative individuals show tendencies of thought and action that in most people are 
segregated. They contain contradictory extremes; instead of being an individual, 
each of them is a multitude (Csikszentmihalyi, 1996). The ten item list of paradoxical 
personality traits include:

1. Creative people have a great deal of physical energy, but they're also often 
quiet and at rest.

2. Creative people tend to be smart yet naive at the same time
3. Creative people combine playfulness and discipline, or responsibility and 

irresponsibility. 
4. Creative people alternate between imagination and fantasy, and a rooted 

sense of reality. 
5. Creative people tend to be both extroverted and introverted. 
6. Creative people are humble and proud at the same time.
7. Creative people, to an extent, escape rigid gender role stereotyping.
8. Creative people are both rebellious and conservative. 
9. Most creative people are very passionate about their work, yet they can be 

extremely objective about it as well.
10.Creative people's openness and sensitivity often exposes them to suffering 

and pain, yet also to a great deal of enjoyment.

Creative people work long hours and concentrate deeply to their work, while 
appearing with a great deal of energy and enthusiasm. It seems that their energy is 
internally generated, due more to their focused minds than to the superiority  of their 
genes (Csikszentmihalyi, 1996). However, creative people are not always active, 
concentrated and energetic; they also rest often. The important thing is that creative 
people control their energy and it can very  poorly  be ruled by calendars, external 
schedules or such. When necessary, creative people can focus their energy like a 
laser beam, but when not, they immediately recharge their batteries 
(Csikszentmihalyi, 1996). It is important to understand that the strong changes in the 
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rhythm of activity  are very important for the success of their work. This tendency was 
not inherited with their genes; it has been learned through trial and error and has 
become a strategy for achieving their goals (Csikszentmihalyi, 1996).

How smart creative people in general actually are is open to question 
(Csikszentmihalyi, 1996). Among people who make or have made important creative 
contributions, level of  general intelligence is most likely above average. Later studies 
suggest that the cutoff point in IQ number would be around 120. It might prove 
difficult to do creative work with a lower IQ, but an IQ that goes beyond 120 does not 
necessarily imply  higher creativity (Csikszentmihalyi, 1996). The history  has many 
examples of individuals who have showed high levels of wisdom, insight and 
creativity, while showing immaturity and childish characters as well. Mozart, Hunter 
S. Thompson and Michael Jackson come to mind, at least.

Researchers are quite unanimous that creative people often have a playfully  light 
attitude (Csikszentmihalyi, 1996). However, it doesnʼt mean that creative individuals 
have no discipline to them, in fact they may work later to the night and more hours 
than their less driven peers.

In order to go beyond what is considered real and to be able to create new ways of 
doing things, one needs to be able to leap  into imagination at times. New ideas are 
often viewed as fantasies without relevance to reality  at first by  the public, but the 
relevance becomes apparent later.

In current psychological research, extroversion and introversion are considered the 
most stable personality traits that differentiate people from each other and that can 
be reliably  measured (Csikszentmihalyi, 1996). Creative people, however, seem to 
be able to exhibit both extroversion and introversion simultaneously. Creative people 
can also be humble and proud at the same time. They acknowledge their 
accomplishments and that provides security, confidence, even pride. At the same 
time, they are also aware that their accomplishments are based on previous 
contributions and put their own in perspective. Creative people may also loose 
interest in past accomplishments rather quick and move their focus on future 
projects.
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When tests of masculinity/feminity  are given to young people, over and over one 
finds that creative and talented girls are more dominant and tough than other girls, 
and creative boys are more sensitive and less aggressive than their male peers 
(Csikszentmihalyi, 1996). Creative people are also both rebellious and conservative. 
It is impossible to create new without having first internalized an area of culture 
(Csikszentmihalyi, 1996). Being only one; rebellious or conservative, wonʼt lead to 
creative outcomes. Being only conservative changes nothing, while being rebellious 
without knowing traditions most likely causes only destruction. One needs to know 
the tradition and be willing to take risks in order to be able to change it.

Creative people are passionate about their work but can be very objective about it 
too. Without the passion, we soon lose interest in a difficult task, yet without being 
objective about it, our work is not very  good and lacks credibility (Csikszentmihalyi, 
1996). Creative individualsʼ high level of sensitivity is both a gift and a curse; it 
exposes them to a great deal of enjoyment, but does that to suffering and pain as 
well. Creating something new requires personal attachment but when one is trying to 
change something, that also invites criticism and even vicious attacks. Perhaps the 
most difficult thing for creative individuals is the sense of loss and emptiness they 
experience when they cannot work for some reason (Csikszentmihalyi, 1996). Then 
again, when a person is motivated and working in the area of oneʼs expertise, worries 
and cares fall away and time may become meaningless.

In Sternberg and Lubartʼs handbook of creativity (1999), Feist (1999) studied the 
personal characteristics of scientists and artists and found that they showed high 
levels of a)autonomy, independence, and introversion; b) energy, achievement, drive, 
and self-confidence; c) openness, flexibility, imagination, and tolerance for ambiguity; 
and d) arrogance, hostility, and power needs. Feist (1999) also found a difference 
between artists and scientists in personal characteristics they showed. Artists tended 
to be less socialized and less conscientious than scientists that he studied. Amabile 
(1996) and Ekvall (1999) have also found that many attributes distinguishing creative 
individuals are rather stable across fields. These attributes included motivation, 
endurance, intellectual curiosity, emotional stability, commitment and an aspiration for 
self-actualization (Amabile, 1996; Ekvall, 1999). Rasulzada (2007) argued that 
cognitive processes such as divergent and convergent thinking, conceptual 
combination, transformational processes and problem finding are related to creative 
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thinking processes and creative individuals show high levels in these processes 
(Rasulzada, 2007).
 

4.4. Organizational Creativity
Individual creativity and group creativity  are two different things and creativity within 
an organizational setting is not simply individual creativity that happens at work 
(Williams & Yang, 1999). Woodman (1993) defined organizational creativity as the 
creation of a valuable useful new product, service, idea, procedure or process by 
individuals working together in a complex system (Woodman, 1993). Individual 
creativity is necessary  for creativity in organizations to occur, obviously, but it is not 
enough alone if other factors affecting creativity in organizations are neglected. 

The need for the study of organizational creativity drives from the wider societal 
change from modern industrial society to postmodern information society. 
Organizational models built for modern industrial society were designed for an era far 
more stable that the one we are living in now (Williams & Yang, 1999). Prior models 
emphasized predictability, control, cost-effectiveness and rational thinking. In 
organizational models built for  modern industrial era, employees were easily 
replaceable and jobs were clearly  defined and structured. Work was often 
manufacturing something using an assembly line and took place in factories. The 
organizational approach emphasizing control has actually had the effect of 
minimizing employee creativity (Williams & Yang, 1999).

Organizational creativity has been studied by many people from both the fields of 
business and applied psychology. A number of factors affecting creativity have been 
addressed in the studies. (Moultrie & Young, 2009) Much of the work exploring 
organizational creativity, has focused on the factors which influence creative 
outcomes in firms (Ekvall, 1996; Amabile, 1997). A number of factors have been 
identified in these studies and can be generalized to a number of industries as well 
(Moultrie & Young, 2009). 

Creative climate is a term developed by  Ekvall (1996) defining how an organizationʼs 
culture manifess itself in the creative output from its employees. To measure creative 
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climate, Ekvall has developed a 50-question tool, named creative climate 
questionnaire (CCQ). 

Figure 4. Ekvallʼs model of creative climate (1996)

Teresa Amabile developed a componential theory of organizational creativity. The 
model recognizes that creativity can be considered from the perspectives of the 
individual, the team and also the wider environment (Amabile, 1997). Amabile also 
developed a 78-item measuring tool named KEYS-questionnaire.

Figure 5. Amabileʼs componential theory of organizational creativity (1997)

In their exploratory study about organizational creativity, Moultrie and Young (2009) 
took an effort to combine the two models in order to compare the two models and to 
achieve better representation of organizational creativity. A table summarizing the 
comparison of themes can be found below.
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Theme Amabileʼs model (1997) Ekvallʼs model (1996)

Time Sufficient time to produce novel 
work

The amount of time people have 
for elaborating on new ideas

Risks Orientation towards risk...versus 
maintaining the status quo

Tolerance of uncertainty in the 
organization

Conflicts Absence of political problems and 
”turf battles”

Personal and emotional tensions

Rewards Reward and recognition for creative 
work

Ideas and suggestions are 
received in attentive and supportive 

way

Challenge Individuals are committed to the 
work they are doing

People experience joy and 
meaningfulness in their job and  
therefore invest much energy

Debate [Individuals challenge each otherʼs 
ideas in constructive way

Encounters and clashes between 
viewpoints and ideas

Freedom Allowing procedural autonomy Independence in behaviour exerted 
by the people in the organization

Table 1. Comparison of themes from Amabile and Ekvall (Moultrie & Young, 2009)

Perhaps the best model describing creativity in an organizational setting is provided 
by Mihalyi Csikszentmihalyi. Csikzentmihalyi developed a framework for creativity 
called the systems model (see figure 6.) . In this model creativity is seen as much 
more than exclusively as an individual, mental process. Csikszentmihalyi suggests 
that creativity  is as much a cultural and social as it is a psychological event 
(Csikszentmihalyi, 1999). Good new ideas do not automatically  translate into 
accepted creative products, other factors play a role in that process as well. Whether 
an idea or product is creative, does not depend on its own qualities, but on the 
effects it is able to produce in others who are exposed to it (Csikszentmihalyi, 1999). 
The systems model builds an intersection where individuals and their personal 
backgrounds are in interactive relationship  with domain and traditions, and decision 
makers and society at large. Creativity  is a process that can be only observed at this 
intersection (Csikszentmihalyi, 1999).

The systems model among many other creativity models and theories reminds us 
that original thinking does not exist in a vacuum, but always refers to something old 
and builds on top  of traditions and existing patterns. Creativity occurs when a person 
makes a change in a domain, a change that will be transmitted through time and 
becomes tradition (Csikszentmihalyi, 1999). Individualsʼ personal qualities or position 
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within the domain may have an effect on, whether one is likely to make such 
changes. Even the greatest ideas can be quickly forgotten and changes will no be 
made unless they are approved by gatekeepers, that is, the field.

          
Figure 6. The systems model of creativity. (Csikszentmihalyi, 1999, 315.)

Csikszentmihalyi defines the field in a following way: decision makers within a 
domain who decide what belongs and what does not belong in domain 
(Csikszentmihalyi, 1999). The field, obviously, is in a key position for the incidence of 
creativity. If the field is not receptive to creativity  and innovation, it does not matter if 
there were great individuals with novel ideas willing to change the domain and create 
new tradition. Also the fieldʼs criteria for accepting novel ideas is important. The field 
may fail to recognize good ideas because of too tightly determined criteria. The level 
of independence of the field plays a role too. Too high level of either dependency or 
independence is harmful for creativity  (Csikszentmihalyi, 1999). Csikszentmihalyi 
also notes that if one wishes to increase the frequency of creativity, it may be more 
useful to work at the level of fields than at the level of individuals.

According to Csikszentmihalyi (1999) there are a number of factors in domains that 
affect the occurrence of creativity. Historically it becomes evident that certain 
domains tend to attract more gifted young people at certain times, which increases 
the likelihood of creativity, Renaissance and Florence can be mentioned as an 
example. Useful new ideas are likely to arise from centers where people from 
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different cultural backgrounds are able to interact and exchange ideas 
(Csikszentmihalyi, 1999). Johansson (2004) also embraced this idea. He argued that 
most groundbreaking ideas are found at the intersection of diverse fields, industries, 
disciplines and cultures (Johansson, 2004). The stage of development of the domain 
effects the occurrence of creativity. If the symbolic system of the domain is loosely 
integrated it becomes almost impossible to assess whether a novelty  is or is not an 
improvement to status quo (Csikszentmihalyi, 1999). Thomas Kuhn (1962) remarked 
that domains where all the basic questions have been solved often appear as boring 
and unattractive for young and potentially  creative people because of the lack of 
opportunities (Kuhn, 1962). Accessibility of the domain also affects. The higher the 
barriers to entry are, the smaller the likeliness of creativity to occur becomes 
(Csikszentmihalyi, 1999).

Before a person can introduce creativity, he/she must have access to domain and 
must want to learn the rules and symbolic system of the domain, motivation becomes 
important. The individual must also have the ability to convince the field about the 
virtue of the novelty of the idea or product. The novelty of the idea or product must 
also be socially  evaluated and validated. The field needs to have a necessary level of 
interest towards creativity and innovation. Resources from the field are necessary in 
the majority of occasions. A certain level of openness and interest towards allowing a 
change to happen are also required to achieve truly meaningful creativity and 
innovation.

4.5. Managing Creativity
”Managing creativity, Iʼve discovered, means taking most of what we know about 

management and standing it on its head.” (Sutton, 2001)

Management and creativity are often seen as contradictory terms. This reflects a 
common view that in order to be creative, one needs to have a certain level of 
independence and freedom from the control of others. The term ”freelance” is often 
associated with creative workers, such as journalists, researchers, painters, 
musicians, and many others who work beyond a more commonly known employment 
relationship and usually for a number of companies instead of just one. 
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Howard Davis and Robert Scase (2000) wrote that freedom is seen as a necessary 
prerequisite for creativity  because these activities can not be precisely defined and 
measured. Management, then, is often seen as a mechanism of control and 
coordination where being able to show  clearly defined and measurable results is 
important. Partly from this contradiction emerges the belief that organizations most 
likely  are not capable of realizing the necessary prerequisites for being creative, but 
organizational rules and authority inhibit creativity instead.

Alternative ideas and theories to increase organizational flexibility and dynamism 
have been developed, however. Mayo (1975) introduced an informal social 
organization in attempt to increase employee morale and motivation. The term 
teamwork has been emphasized in a number of theories as well, when the art of 
Japanese management (Pascale and Athos, 1981) was under discussion.

The contra-positioning of management and creativity is flawed (Davis and Scase, 
2000) because it fails to recognize the diversity of organizational forms or styles of 
organizational control (Morgan, 1986). Equally, if the concept of creativity  is not given 
some specifity so that it can be used for organizational analysis, it has little 
descriptive or analytical value (Davis and Scase, 2000). It is true that many of the 
management principles developed for the needs of manufacturing society  respond 
poorly  when one needs to work with and manage educated knowledge-based 
employees and creative professionals, but since there has been a clear shift towards 
post-industrial information society, management processes and the design of 
organizations have also had to adapt, at least to some extent. 

Hamel (2007), on the other hand, concluded that in many industry-leading 
organizations , a number of outdated management principles are still used on daily 
basis. On the other hand, Hamel introduced a number of examples where radical 
innovations have emerged from new management practices and management 
innovations. According to Hamel management innovations bring along competitive 
advantages when at least one of the following conditions is fulfilled:

1. Innovation is based on new management principle that contradicts with the 
management principles used thus far.

2. Innovation is general to the extent that it has to do with several processes 
and working methods.
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3. Innovation is a part of ongoing, fast-paced organizational innovation and 
renewal.

The management innovations Hamel mentioned as examples included Whole Foods 
Market, Google, W.L. Gore and Cisco for example. Many of the innovations and 
organizational renewals had to do with themes mentioned earlier in table 1. Whole 
Foods has been able to achieve competitive advantage through giving their 
employees considerably more freedom, autonomy and power in decision-making that 
other companies in grocery retail business. Also, rewarding systems and their 
openness encourage employees to healthy competition within organization. (Hamel, 
2007.)

W.L. Gore abandoned organizational hierarchy and built their organization to 
resemble a network instead. Working units are kept relatively small and there is no 
middle management in the organization. Open communication, distribution of 
information has seemed to work better in network organization compared to 
traditional hierarchical organizations. Lack of middle management and formal 
organizational structures also give employees a high level of independence and 
autonomy at work, along with encouraging atmosphere for presenting new ideas and 
constructively  challenging others. W.L. Gore has also strategically promoted diversity 
in their organization by  placing people with different backgrounds to same working 
facilities. Employees are also allowed to use 10% of their working time to projects 
they can choose or start themselves. (Hamel, 2007.)

Google has made their 70-20-10 work time model quite famous. At Google 
employees are required to spend 70% of their working time on developing the core 
business. 20% of work time is spent on expanding the core business. The remaining 
10% is spent on new projects and business opportunities. Altogether employees are 
allowed to use 30% of their working time on something outside of the core business. 
Usage of this working time is not monitored or supervised at all. Hamel refers to 
Googleʼs financial statements from year 2007 where it becomes apparent that more 
than half of new product launches have originally emerged from ”20 or 10 projects”. 
(Hamel, 2007.)

Klijn & Tomic (2005) also indicated steps that management can take in order to 
promote creativity in organizations. These steps include promoting open 
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communication, including everyone in the innovation process to suggest new ideas, 
sharing knowledge, promoting diversity, tolerating failure, setting challenging targets, 
rewarding and allowing time for creativity. (Klijn & Tomic, 2005.) All these 
aforementioned factors and ideas suggest that creativity  indeed is not an 
unmanageable force of nature of which managers have no influence on. Actually, 
managers can affect organizational creativity and innovativeness a lot, both in good 
and bad.
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5. Empirical part of the study
5.1. Selecting research approach
This study is a qualitative case study. Organizational creativity is a broad concept 
and a difficult one to measure numerically or statistically. In qualitative studies the 
emphasis is on   experiences told by real persons and using that data to structure the 
theoretical review (Kiviniemi, 2001, 72). The aims of this qualitative study are not 
statistical generalizations, but describing and understanding the experiences of 
people who have been and are involved in creative work and managing creative 
work. The gathered data is reflected on the theoretical framework of the study (Tuomi 
& Sarajärvi, 2009, 87). 

In the selection of suitable interviewees for this study, the principles of elite sampling 
were utilized. Elite sampling means that only people with sufficient knowledge and 
expertise on the studied subject are selected as informants for the research (Tuomi & 
Sarajärvi, 2009, 86). The criteria used in selecting informants for this research was 
that the participants would have: 

• Experience in doing creative work and working in a creative organization

• Experience in managing creative work and creative people

• General interest towards the research topic

• Interest to be interviewed for the research

5.2. Case description & the participants 
The case studied case company in this research is YLE Design department. YLE is 
the Finnish public service broadcasting company and the Design department is under 
Production unit in YLE organization. The Production unit is in charge of YLEʼs own 
program production as well as the management of production, technical service and 
facilities operations. I contacted Ilkka Rahkonen, the head of YLE Design Department 
via email to ask if he could recommend people in the Design department who would 
have interest in this topic and some experience in managing creative work and 
creative people. Rahkonen sent me a  list of eight people who he thought would be 
suitable interviewees for this study. I contacted all eight of these people and got 
replies from seven of them. Of those seven, one didnʼt see herself as a suitable 
person to be interviewed for this study, and one said to be too busy to arrange time to 
be interviewed. The amount of interviewees I got for this study was hence five 
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persons at the YLE Design Department. Professional titles of these five persons 
included: 

• Head of HR development

• Manager

• Technical producer

• Genre producer
The interviewees were promised their names will not be published in this study. 
Interviews with people who agreed to participate in this study were done in spring 
2011 at YLE facilities in Pasila, Helsinki.

5.3. Execution and themes of the interviews
Interviews are particularly useful for getting the story behind a participantʼs 
experiences. The interviewer can pursue in-depth information around the topic. 
Interviews may be useful as follow-up to certain respondents to questionnaires, e.g., 
to further investigate their responses. (McNamara, 1999) Interview is also a very 
flexible method for gathering empirical data. It allows the researcher to repeat 
questions, clarify unclear terms or words and to have discussion with the subject of 
research. (Tuomi & Sarajärvi, 2009, 73) Interview also allows the researcher to sense 
different factors in intervieweeʼs non-verbal communication. These observations can 
be further used in analysis of the research data. (Tuomi & Sarajärvi, 2009, 73). 
Because of the aforementioned factors, interview was seen as the most suitable and 
reasonable means to gather information about organizational creativity in media 
organizations.

Theme interview is also known as semi-structured interview. A semi-structured 
interview proceeds according to themes that have been decided on in advance. 
Additional questions are used to get more in depth information about themes. 
Interviews can be done in different ways: asking strictly the same questions in similar 
order, and using similar words from each interviewee or letting the interviewees 
proceed according to the themes without giving that much guidance or structure. 
(Tuomi & Sarajärvi, 2009, 75). In this study it was desired that the interviewees would 
share their own experiences as truthfully as possible without the interviewer guiding 
or interfering the stories that much. The intervews were executed as unformal 
discussions where the themes were not dealt with in any particular order. The 
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intention was to allow the interviewees to tell their experiences and thoughts as 
stories and in a way they personally were the most comfortable with. This way it was 
possible to see what kind of factors the interviewees emphasized when sharing their 
thoughts about organizational creativity and about creativity as a more general term. 
However, during each interview it was made sure that each of the themes that had 
been selected in advance, were dealt with. This was done by using additional 
questions about the theme or themes that did not come up  or were not mentioned in 
the intervieweesʼ stories at first. The intention of using these additional questions was 
to get answers and insights on the desired themes and topics without limiting the 
possibilities of the interviewees sharing their thoughts on other possible factors they 
saw as important. The interviews met the goals set for them. Each interviewee had 
genuine insight on the themes and about creativity as a phenomena and were willing 
to share their thoughts and discuss about the topic and themes.

The themes were selected by relying on previous research and literature, most 
importantly  Amabileʼs (1997) componential model of creativity, Ekvallʼs (1996) model 
for creative climate and Moultrie & Youngʼs (2010) article that combines the themes 
of the first two. The interviews conducted for this study are based on the combined 
themes of Amabileʼs (1997) and Ekvallʼs (1996) models found in the article by 
Moultrie & Young (2010) and an exploratary interview study by Amabile & 
Gryskiewicz (1987) in which 120 R&D scientists from over 20 corporations were 
asked to describe an example of high creativity  and low creativity from their own work 
experiences. The interviewees were asked to pay attention and describe details in 
their examples that had to do with these themes:

1) Time
2) Risks
3) Conflicts
4) Rewards
5) Challenge
6) Debate
7) Freedom

The interviews were begun by asking the interviewees to tell their names and titles 
and to briefly describe their work. After this, participants were also asked to first 
define creativity as they  saw fit. After these, the participants got to describe an 
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example of both high creativity  and an example of low creativity  from their own work 
experiences. There were no fixed questions defined for this part, the discussions 
were very  unformal instead in this phase. The questions and the interview themes 
were sent to participants via email approximately a week prior to the actual 
interviews. This way the participants had some time to prepare for the interview and 
think about examples from their work experiences that would best suit as examples 
of high creativity and low creativity. 

All of the interviews were done as individual interviews in places the interviewees had 
selected themselves. The intention of this was to find a place where the interviewees 
felt comfortable talking about the subject and where there were as few external 
distractions as possible. All of the interviews were recorded as mp3 files using a 
voice recorder application of the researcherʼs mobile phone. The interviews lasted 
approximately  an hour on average. After recording the interviews were transcribed 
using ExpressScribe software. The transscriptions were done word-to-word. Four of 
the interviews were done in Finnish and one mostly in English with some short parts 
in Finnish. The total amount of transscribed interview data is 62 pages. The 
transscribed interview data was put to an Excel sheet (using Numbers software) 
according to interview themes. You will find the excel sheet as  an attachment in the 
end of this study.

5.4. Analyzing the interviews
The basic analysis method for qualitative research is content analysis (Tuomi & 
Sarajärvi 2009, 91). The aim of this study  was to gather thoughts and experiences 
about creativity  from people who work in a creative organization and have experience 
in managing creative work and people, hence content analysis was the most 
appropriate method for analyzing the gathered data. Content analysis can, 
depending on the context, mean both content analysis and breaking down the 
content (Tuomi & Sarajärvi, 2009, 107). According to Tuomi & Sarajärvi (2009, 106) 
content analysis gives remarkably more information about the data than mere 
breakdown of the content. In this study the aim has been to analyze the content, not 
only break it down, and draw conclusions as well instead of only reporting the 
findings.
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A common problem in many masterʼs thesisʼ is that the theoretical part and the 
empirical part are distant from each other. In this study it was particularly important to 
try to avoid this pitfall because the sample of the study is not a very large one and 
theory is in important role. According to Eskola (2001) earlier research and the theory 
used in the study need to be connected with the analysis of the empirical data to 
achieve coherence between empirical analysis and theoretical framework (Eskola, 
2001).
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6. Analysis of the empirical data
In this chapter the empirical data of the study  is analyzed. The analysis is based on 
five semi-structured interviews with different media managers, conducted at YLE 
Design department. 

Data from the interviews was structured to an Excel sheet to help  the researcher 
further understand, analyze and draw conclusions from the interview material. You 
will find this Excel sheet as an attachment in the end of this thesis. The sheet 
consists of translated, direct quotes, simplified expressions drawn from those quotes 
and connecting categories between different quotes. In the analysis chapters 
6.2.-6.8, referring to the sheet is done with a coding technique presented below (see 
figure 7.):

Quote: ”And when that day finally came and went on, we noticed that those solutions 
that we had taken risks with were the ones that produced the best results for that day 
and those were the most memorizable things about it.”

The corresponding quote can be found in the table 3 (T3), category  (CA), row 2. 
Hence, a reference to this quote can be made using a code (T3CA2). As already 
stated above, this coding technique is applied to chapters 6.2.-6.8., excluding chapter 
6.1., in which the intervieweesʼ own definitions of creativity are reported and 
analyzed. In that chapter, referations are simply made to table 1, and the individual 
cell in which the quote referred to can be found (e.g. E2).

Figure 7. An example of the Excel sheet (table 3.)

The analysis of the seven themes used in the interviews are structured to separate 
sub-chapters. The background information collected from the interviewees in the 
beginning of each interview is already dealt with in the chapter before and hence is 
not included in the Excel sheets either.
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6.1. Defining creativity
After asking the interviewees their general background information and a free 
description of their work, the interviewees were asked to define creativity as they saw 
fit. All of the interviewees shared the idea of creativity being something new, an idea 
which is supported by practically all creativity  researchers. In this study creativity is 
defined as something new and of value. The value aspect was mentioned by two of 
the interviewees (T1D2, T1E2). Four of the interviewees thought creativity  is a basic 
human trait and is not exclusive to any chosen few people or people working in 
certain areas or fields, but is present in all organizational levels. One interviewee 
described creativity as a ”penetrating term” in their organization (T1D3).

Three of the interviewees stressed the importance of communityʼs acceptance for 
creativity. Creativity always requires individual creative ability, but for the new creative 
idea to be influential and of value as well, recognition or acceptance from the 
community is needed too. 

 ”Creativity is also always linked to community. I mean, one canʼt really be 
 creative only alone. Ideas need to be supported somehow you 
 know.” (Interviewee 5)

One of the interviewees stressed the importance of community  recognition in a 
particularly interesting way:

 ”Weʼve got all these flashy, artistic production designers who like to make 
 things with their hands and have all these big visions and such. You always 
 hear about those kinds of things and you donʼt see, when they think about the 
 engineers we have in our technical department they donʼt see those guys as 
 very creative. But then if you go talk to Nokia, they see those engineers as 
 very creative people.” (Interviewee 3)

Very similar kind of people can be viewed as possessing very  different levels of 
creative ability  in different environments. The remark above supports the idea of 
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creativity being a human trait present in all individuals as well as the importance of 
social recognition for creativity. 

Three of the interviewees saw creativity having to do with the ability to question 
things and being able to see them from different angles and viewpoints (T1A3, T1C4, 
T1E2). Having knowledge and constantly developing that knowledge about possible 
solutions is essential for people in creative industries. Finally, two of the interviewees 
viewed creativity as hard work (T1A2, T1C2) which supports a classic quote by one 
of the great inventors in history, Thomas Alva Edison: ”success is one percent 
inspiration, ninety-nine percent perspiration” (Edison, 1932).

6.2. Time
In the comparison of themes from Amabile and Ekvall by Moultrie & Young, time as a 
theme is defined as ”sufficient time to produce novel work” in Amabileʼs model (1997) 
and as ”the amount of time people have for elaborating new ideas” in Ekvallʼs model 
(1996). In all of the interviews conducted for this research, time as a theme came up 
a number of times, in both positive and negative examples.

6.2.1. Flexibility
Flexibility was a connective category  that each of the interviewees mentioned in one 
way or another while talking about using of time in creative work and the importance 
of that to organizational creativity.

 ”I've never liked the idea that creative work would need to be done at certain 
 time. Because everyone has their own inner rhythm.We use flexible working 
 hours because if someone doesn't to want to come to work at eight in the 
 morning, there's no point in forcing them to do so when the job doesn't 
 require it. People function best at different times of the day and one can never 
 say that creativity should happen at certain time of the day." (Interviewee 2)

Creative work is different in nature compared to kinds of work where many daily work 
practices originally come from. More often than not, it would be possible to offer more 
individual work hour flexibility for example in organizations doing creative work. 
Different phases in creative process require different levels of simultaneous physical 
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presence of team members for example, so in phases where simultaneous presence 
is not essential, greater flexibility  in working hours can be a positive thing. At YLE 
design, this also seems to be the direction they have taken in their company 
practices. One interviewee described the old practices and the development in the 
following way: 

 ”They had production managers, producers and directors and they basically 
 planned how production would be done. Two weeks of editing time, one week 
 of director of photography working.. In some ways, you worked a bit like a 
 logistics company.” (Interviewee 4)

As in many other large organizations, in YLE also management practices used to be, 
and in many ways still are, taken from industrial companies and most of the individual 
employees did not have much power over their own working hours. According to the 
same interviewee this practice has developed to better direction recently, as the 
creative people who used to be treated as pieces of a logistics puzzle before, now 
have their say on project resources, including time, before final decisions are made 
(T2CA27). Today, the general usage rate of the subordinates of this interviewee is 
around 90% (T2CA29), so 10% of their time is left for other projects and they are 
encouraged to use that time for other projects. Google is probably the most famous 
example of using the 20% time (see e.g. Hamel, 2007) where employees get 1/5th of 
their work time to use on their own projects and are encouraged to do so. At Google, 
quite a few success stories have started on the 20% time and that success is also 
always well rewarded. At YLE the 90-10 ratio described by  the interviewee does not 
apply for everybody though:

 ”For some people itʼs like being a nurse almost. And some people itʼs 
 different.” (Interviewee 4)

According to one of the interviewees, finding oneʼs creativity  and being able to see 
things from different angles requires stepping outside the daily routines (T2CA32). 
This view is supported by Frans Johansson (2004) for example. According to his 
theory of the Medici Effect, creativity and innovation often occurr in intersections of 
ideas, concepts and cultures. If one is constantly  occupied with daily work routines, 
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there is not much room or time for exposure to ideas, concepts or cultures coming 
from outside or unexpected origins. Allowing flexibility in individual work time can 
increase the possibilities to be exposed to ideas coming from outside and the 
probability  of finding intersections where truly creative outcomes may emerge. One 
interviewee put her feelings about time usage this way: 

 ”In the end it's the result that counts, so does it matter, where the person put 
 the work in or how much he used time for it?” (Interviewee 1)

All of the interviewees thought that allowing flexibility in individual time usage is 
beneficial to creativity and probably  increases the occurrence of creativity in their 
organization. This view is also supported by a number of organizational creativity 
researchers (Amabile, 1997; Ekvall, 1996; Florida, 2002; Moultrie & Young, 2009; 
Rasulzada, 2007).

6.2.2. Efficiency, time pressure and rush
Another sub-theme that came up  in discussions about time usage with all of the 
interviewees was efficiency. At first efficiency may seem a little contradictory to the 
previous sub-theme, flexibility, but there is room for both of these concepts in 
creativity discourse as well. Two of the interviewees described their thoughts about 
efficient use of time very similarly:

 ” I t is important to have freedom but you need efficiency as 
 well” (Interviewee 4)

 "But not too laid back, that produces nothing either.” (Interviewee  2)

Efficient use of time was mentioned in each example of high creativity. 
Correspondingly, inefficiency in time usage was mentioned in the examples low 
creativity by two of the interviewees.

 ”We wanted the meetings to be very efficient. There was no slacking, they 
 were very goal-oriented.” (Interviewee 1)

 ”The network of experts from different departments of the house put their time 
 to waste.” (Interviewee 1)
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When goals are clear, there are few distractions in the surroundings and thereʼs a 
certain level of urgency, it is easier for creative people to focus and concentrate 
which is essential to the outcomes. Csikszentmihalyi (1988) argued that creative 
people can achieve flow experience when they can lose themselves in the creative 
process. Unawareness of goals, or external distractions interrupt this process and 
refocusing may take hours (Csikszentmihalyi, 1988; Florida, 2002). 

One of the interviewees saw managerʼs role as a key one in achieving necessary 
level of efficiency. She argued that there is always bureucracy involved in work life 
but managers should always make sure that creative people donʼt have to deal with 
bureucracy too much. (T2CA20.) Bureucracy can be seen as an external distraction 
to creative process and therefore as inefficiency. Rajaniemi (2010) named 
bureucracy as one of the main obstacles for creativity in organizations. 

To achieve the necessary level of efficiency in time usage, two of the interviewees felt 
that a certain level of time pressure is a good thing:

 ”In the good example we were developing that one day that  eventually came, 
 so we had to have something ready byt that date.” (Interviewee 2)

 ”Schedule and great expectations set challenges already in the beginning of 
 course.” (Interviewee 3)

Setting clear deadlines is a part of setting clear goals and creating a necessary 
sense of urgency for creative projects. When these are done right, using of time is 
efficient and  occurrence of harmful idleness is less likely.

Obviously, too much is too much, in efficient use of time as well. As one of the 
interviewees already said in his quote above (T2CA26), companies doing creative 
work most likely will not achieve the best possible result if they  work like logistics 
companies who seek efficiency and cost benefits more than anything. A common 
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problem many employees feel in modern work life, and in media work as well, is the 
feeling of being in a rush and not having enough time to complete work tasks 
properly. Bad time management and feeling of harmful rush also came up in many of 
the examples of low creativity during the interviews I conducted. One of the 
interviewees said that due to cutbacks that are going on in many media 
organizations, people feel they have to do more with less and in his opinion, that is 
always a dangerous position to be in (T2CA31). The feeling of rush can emerge from 
many factors:

 ”In a large organization there's so much program production going on that 
 there's not much time left for rest or recovery. You have to plan and design all 
 the time." (Interviewee 3)

 ”There are a lot of good things about softwares and they make your life easier, 
 but the kind of rat race, and the ever accelerating pace of it, and the fact that 
 creative designers are forced to study vast amounts of technology, and that 
 they never really get to actually work with the software because the next 
 update is already on the way." (Interviewee 4)

The first quote refers to YLE Design departmentʼs role in the YLE organization. 
Employees of the Design department are involved in projects in different departments 
around the organization and hence face time pressure and timely overlapping as well 
which may create the feelings of rush and the lack of rest or recovery time for 
employees in the YLE Design department. The second quote refers to companiesʼ 
relationship  with technology providers. A large share of creative design work is done 
using different information technology  tools. It is safe to say  that many creative 
design companies are dependent on technology and software providers nowadays. 
When competition has gotten tougher in software industry, and as updating softwares 
has become more feasible due to development of network technologies in recent 
years, software companies put out updates in an accelerating pace. For software 
users, creative designers in this occasion, updates always mean learning and 
studying new things and applications that come with the software update. Getting 
used to the changes in technology, and practising necessary technical skills to a level 
where they can actually  be taken advantage in creative design, always takes time 
and this seems to create a feeling of rush for many people doing creative work. 
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Also, it is important for managers of creative work to pay attention and try to avoid 
rush, as it may have a rapid and direct effect on performance and may be very 
harmful for creative climate:

 ”When the manager recedes because of rush, it becomes evident very quickly 
 in the collective atmosphere of the department.” (Interviewee 2)

Managers need to have a good understanding about the big picture of projects they 
get their employees into and they need to be able to communicate this understanding 
and vision to other employees as well:

 "If the vision is being looked for too long in a project, you'll inevitably face 
 rush..Then there's not enough time to technically execute and finish the 
 work.In creative work time is always very limited. One often faces schedules 
 and rush, but also learns to live with them as long as one knows what they're 
 doing." (Interviewee 3)

When a project group  has a feeling of shared vision about the outcome and there are 
clear milestones, mid-term goals and deadlines defined and communicated in the 
project, members a project group  can cope with tight schedules and certain levels of 
feelings of rush as well, according to one of the interviewees. Managers are in a key 
role in creating a feeling of shared vision for the group, setting reasonable mid-term 
goals and deadlines, allowing employees to affect on these and staying on track that 
the feeling of shared vision does not become fragmented during the project.

6.2.3. Time and creative process
All of the interviewees emphasized the importance of creative managers having 
sufficient knowledge and understanding of creative work and creative process. 
Understanding creativity as an ongoing process will also help managers to set 
reasonable deadlines and mid-term goals for creative projects that I described 
abowe.
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Understanding creative process, or the lack of it, came up in both the examples of 
high creativity and the examples of low creativity, as well as in general when talked 
about creativity: 

 ”We should've used the time between the meetings to develop creativity and 
 ideas, but no tasks were given for those periods and people didn't do it 
 independently.” (Interviewee 1)

 ”It is true that projects, in a way live all the time, but they also need to be 
 directed to some mid term goals.” (Interviewee 2)

 ”So that there is a beginning and the end, and certain milestones where we 
 look back and reflect the things we have done so far.” (Interviewee 3)

The first quote came from the example of low creativity. In that example the project 
group met quite infrequently  and did not communicate much between meetings so 
most of the progress in that project happened during the meetings. However, as 
meetings were held quite rarely, a lot of time of those meetings went to reviewing 
things that had been done so far. If people had been given tasks between the 
meetings, creative people could have been more engaged to the process and more 
progress could have been made. The fact that people did not take on tasks between 
meetings independently hints on project members not having very strong sense of 
shared vision or about the goals of the project. In creative projects there always 
needs to be some room for new ideas and flexibility as the interviewee in the second 
quote said. However, one needs to have process structure as well to enable proper, 
uninterrupted concentration on creative work. Systematic reflection on things done so 
far is also important according to one of the interviewees. Defining and reserving time 
for reflection in certain phases of the project allows project members to see if things 
done so far meet the goals set in earlier phases and whether there is need to make 
adjustments to goals, schedules or other things.

6.2.4. Time as a means of rewarding
Final sub-theme of time usage that came up in the interviews was using time as a 
means of rewarding. This sub-theme has to do with flexibility in time use obviously, 
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but is dealt with in its own sub-chapter as it came up a number of times in the 
interviews. 

 ”Maybe creativity lives better on spare time, so it could be a reward, to 
 facilitate freedom and leisure within work.” (Interviewee 1)

 ”For today's people money isn't all that central, but spare-time is something 
 people are lacking.”(Interviewee 1)

In both Amabileʼs and Ekvallʼs models about organizational creativity, allowing idea 
time is one of the key factors defining creative organizations. However, as it has 
become apparent from the interview data, facilitating idea time within work in a large 
organization like YLE can be rather challenging. This is why three of the interviewees 
had ideas about using leisure and spare time as a means of rewarding in their 
organization. Finding creativity requires being able to break away from daily work 
routines (T2CA32) so more spare time for employees could be facilitated if increased 
creativity is desired. Increased spare time seems to be desired by the employees at 
least, as you can see in the second quote above. The difficulty in this for 
management is that it is almost impossible to measure or to keep track if more 
creative solutions or innovations actually  emerge from increased spare time. 
However, in creative work measuring and tracking time is already difficult and the 
practices used do not tell the whole picture about time used to creative work:

 ”In this job you get paid for certain hours but the processing you do in your 
 head du r ing even ings and n igh ts , t ha t ' s a who le d i f f e ren t 
 number." (Interviewee 3)

6.3. Risks
Another combined theme from Amabileʼs and Ekvallʼs models in Moultrie & Youngʼs 
(2010) article that defines creative organizations is organizationʼs ”orientation 
towards risk...versus maintaining the status quo” (Amabile, 1997; Moultrie & Young, 
2010) and ”tolerance of uncertainty in the organization” (Ekvall, 1996; Moultrie & 
Young, 2010). A number of other researchers have also found that tolerance of 
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ambiguity and risk taking are important for creativity. ( e.g. Lubart, 1999, Powell, 
2008). 

In the interviews for this study, all of the interviewees had something to say about risk 
taking and orientation towards risks in their example experiences and they saw risk 
taking and tolerance of failure as important factors and facilitators of organizational 
creativity as well.

6.3.1. Conscious risk taking 
Two of the interviewees mentioned that conscious risk taking had produced good 
results in their example experiences. One of the interviewees acknowledged they 
had had prejudices towards a new situation and personell (T3CA1), but a conscious 
decision to take risks and the jump into something unknown and uncertain eventually 
proved to be a good decision, and most likely produced better results than a decision 
to not to take such risks:

 "And when that day finally came and went on, we noticed that those solutions 
 that we had taken risks with were the ones that produced the best results for 
 that day and those were the most memorable things about it." (Interviewee 1)

Seeing conscious risk taking lead to results that are desirable or even better than one 
expected is unquestionably a motivation increasing factor for people who have been 
involved in the process. It is also important for the management to acknowledge this 
kind of success and encourage conscious risk taking as it may lead to increased 
intrinsic motivation and further to more creative solutions and results. According to 
one of the interviewees management in YLE seems to be acknowledging the 
importance of conscious risk taking to creativity:

 ”In our new strategy we are setting that we would be taking more these kinds 

 of risks. We are not just looking at the ratings but we  are trying to reach 

 younger audiences. We know we are going to  loose in the ratings, and that’s 

 just a conscious decision on our part.” (Interviewee 4)
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Assessing risk taking on company strategy level shows that risk taking is 
acknowledged as an important element in building a creative work culture inside the 
company as well as  developing a creative company image. It can also be concluded 
from the quote above that this kind of strategic risk taking is very likely to lead to 
negative short-term results. However, the potential long-term benefits as well as 
YLEʼs company vision and societal role as a front-runner of Finnish audiovisual 
culture justify this kind of risk-taking despite the likelihood of short-term cons. 
Whether the examples of conscious risk taking that came up during the interviews 
(T3CA1, T3CA18) happened before or after mentioning risk taking in YLE company 
strategy, they show hints towards a work culture where risk taking is supported and 
appreciated.

6.3.2. Positive climate for risk taking
All of the interviewees agreed that creating a positive climate for risk taking is a vital 
part of supporting organizational creativity: 

 ”Itʼs more about creating a feeling... That my job matters, I can be bold in my 
 work and I donʼt need to be afraid that something bad is coming to me as a 
 result.” (Interviewee 1)

Two of the interviewees (T3CA6, T3CA22) acknowledged the importance of 
managersʼ role in facilitating and creating this kind of positive and supportive climate 
for risk taking. Peer support is essential as well, but in order for that to happen, 
managers also need to show support for risk taking and such organizational 
behavior. If managerʼs neglect overlook the need to support risk taking and boldness 
it may result to what the interviewee in the quote above warned about: people being 
afraid for something bad to happen and therefore avoiding risks which most likely 
leads to fewer creative solutions. One of the interviewees shared a simple example 
of what a manager can do to support bold organizational behavior in projects for 
example:

 ”In the early going you say ´thereʼs no right or wrong answers to this, youʼre 
 allowed to say wild and crazy ideas´” (Interviewee 1)

54



Personal self-confidence and a feeling of trust is a prerequisite for risk-taking and 
further on for creative behavior. According to Ekvall (1996) tolerance of uncertainty in 
the organization is an important feature of creative organizations, but in order to 
prevent uncertainty and ambiguity leading to conflicts instead of creative behavior, a 
certain level of trust needs to be established. Even though there is uncertainty  it 
shouldnʼt go to a level of personal fear which most likely inhibits creativity:

 ”There's always some personal fears involved but then one just has to trust 
 that I'm a good guy and there's gonna be work for me even though there are 
 changes" (Interviewee 2)

Organizational creativity often has a lot to do with organizational change as well. One 
could say that without organizational change, thereʼs no real organizational creativity 
either. Change often causes fears and even resistance among employees in many 
occasions. Creating an organizational climate that where changes are seen as 
opportunities instead of threats is a major challenge for managers and a very 
important one if facilitating organizational creativity is desired. 

Risk taking always includes the possibility of failure, without that possibility, thereʼs 
not much risk to be taken either. Tolerating failure is a theme featured in a number of 
articles and books that have to do with creativity, be it organizational or individual. If 
risk taking goes wrong and for example a project is failed, it is not indifferent how the 
situation is dealt with by managers and peers as well. If one is only punished for 
failure and the creative effort behind the failure is not recognized, it most likely will 
not lead to icnreased creative behavior, risk taking and more positive climate for risk 
taking in the organization. Acknowledging creative efforts by employees and risk 
taking that comes with them, and rewarding those instead of setting negative 
sanctions for failing should be considered. One of the interviewees suggested the 
following kind of approach for managers of creative work:

 ”Failure is the best thing that can happen. We should think like: ʼok, this went 
 down the drain completely, but next time weʼll do it differentlyʼ.” (Interviewee 5)
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Obviously  not just anything should be tolerated by  managers either. Failures that 
emerge from clear disregard of company strategy or rules of the domain for example 
should not be tolerated and should be sanctioned. But failure that comes from 
genuine effort to find a new kind of approach and solution to a problem should be 
seen more as a learning experience. 

6.3.3. Negative climate for risk taking
Two of the interviewees mentioned also about how things can be done wrong and 
instead of creating an atmosphere that encourages people to take risks and pursue 
creative solutions to problems, a negative climate for risk taking is the outcome. 
Managerʼs role  and impact was emphasized in the negative examples as well:

 ”This particular manager was very introverted and didnʼt want to.. Wasnʼt too 
 excited about it and didnʼt put himself to play.” (Interviewee 1)

If the managers themselves communicate or set an example, verbally or non 
verbally, that risk taking and bold presentation of oneʼs own ideas is not appreciated, 
it has an effect on the general atmosphere and climate in the organization. In worst 
case scenario, organizational climate may become hostile towards new ideas and 
risk taking, and people are afraid of being humiliated:

 ”There was an atmosphere of fear more than an atmosphere of 
 creativity” (Interviewee 1)

When fear becomes the factor that best descbribes current climate and atmosphere 
in the organization, conditions for risk taking and creative solutions are very 
unbeneficial. Hostile climate where people are afraid isnʼt necessarily  created by  the 
manager, it can be created by peers as well. People may have personal tensions 
between each other, people from different departments may not fully  respect other 
departmentsʼ employeesʼ expertise or people may be frustrated with some other thing 
and generate that frustration to situations that damage the organizational climate. 
One of the interviewees gave the following example of a project where the climate 
was already badly damaged:
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 ”When someone came up with an idea, others were either mostly quiet or 
 gave looks to the one who said the idea, in a way that that wasnʼt too smart. It 
 was made clear that one shouldnʼt give out those kinds of ideas at 
 all.” (Interviewee 2)

According to this description, it was mostly  the peersʼ attitude that had the most 
damaging effect on the climate for risk taking. Creative people are often very 
sensitive (Csikszentmihalyi, 1988) and creative work is always personal. If the 
response for new ideas and risk taking is the kind described above, itʼs not a surprise 
that people become afraid of putting theirselves on the line and taking risks by 
presenting new ideas. Managers are in a key role to take some kind of action in 
these kind of situations and show support to risk taking, new ideas and bold behavior. 
Managers should also make it clear that humiliating others is not tolerated.

6.3.4. Risks and money
A rather surprising factor that one of the interviewees emphasized when talking about 
risks and risk taking was the relationship  between risk taking and material resources, 
money to be specific. According to him money and the sources of funding have a big 
effect on organizationsʼ orientation towards risk taking: 

 ”I think here in YLE we should be taking more risks. What I mean is that we 
 should take more risks with content. Because weʼre not funded by 
 commercials.” (Interviewee 4)

 ”Even if the plot wouldnʼt be seen as the most creative one, in a way it is the 
 most creative one for those guys because it makes the most money in that 
 environment. As I said, money doesnʼt take risks.” (Interviewee 4)

This interviewee had experience in working in a commercial company that did 
creative work as well. After that, the interviewee had already worked several years at 
YLE, a company with a very different kind of funding model. According to this 
interviewee YLEʼs public funding model would allow more risk taking and experiment 
in content than commercial environment can allow, and as YLEʼs vision is to be the 
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front-runner in Finnish audiovisual culture, this possibility should be exploited. 
Radical domain changing innovations often take long periods of time to develop  and 
require plenty of resources as well and for those kinds of projects the short-term 
rewards oriented (T3CA21) environment of commercial actors may not be the best 
one. 

The interviewee also pointed out another kind of relationship between money and 
risk taking that has to do with ongoing changes in YLEʼs funding model:

  ”Weʼve got less money to do things than we had, say, 10 years ago. A lot less 
 money. And that forces us to rethink things and also to take 
 risks.” (Interviewee 4)

Amount of resources and lack of competition are efficient factors in undermining 
creativity too. The combination of these may lead to what is called the success trap 
(March, 1991) where organizations overlook the need to explore new territory and 
constantly develop  their activities. To avoid the success trap, some scarcity  in 
resources may be a good thing because it forces to think things differently, as current 
models and practices become simply impossible to maintain.  

6.4. Conflicts
Conflicts was the one of the seven themes used in the interviews that was mentioned 
the least by the interviewees. Because of the small number of relevant insights on 
conflicts-theme, this chapter is not divided to as many sub-chapters as the previous 
and following chapters are. Some experiences of conflicts and reasons behind those 
were mentioned however. One of the interviewees noticed that the team size, team 
having too many members to be more specific, has effect on the cohesiveness and 
functioning of the team that is doing creative work:

 ”We had a bigger group of people there to design, and that can create more of 
 these kinds of conflicts” (Interviewee 1)
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Group  and team size plays a role in creative work and it is not indifferent if creative 
project teams have three or twelve members, for instance. Resarch has indicated 
that for optimal results, creative teams should consist of about five to seven 
individuals (Curral et al., 2001). If creating a team, or teams, of this size is not 
feasible for the project needs, leaders may consider dividing the team down into 
smaller working groups (Byrne, Mumford et al., 2009). In the case that interviewee 
described above, the manager could have considered breaking the team down into 
smaller groups. If managers decide to divide a bigger group into smaller groups in 
order to promote effectiveness, cohesiveness and to prevent conflict, it is extremely 
important to facilitate open communication between groups as well.

A combining thing that three of the interviewees mentioned in their experiences of 
conflicts was that conflicts had occurred when issues had gone to a personal level. 
Debates and even heated discussions between different ideas are usually a good 
thing for creative process and further for creative organizations, but if things escalade 
all the way to open conflicts, the outcomes are most likely very different. Generally, 
one should criticize only other peopleʼs ideas, not their personalities (T4CA8). One of 
the interviewees described the issue of problems becoming personal the following 
way:

 ”Problems often become personalized, and when they personalize the process 
 gets extremely heavy.” (Interviewee 2)

Clearly in this situation the problems could have and should have been dealt with in 
an earlier phase when the situation didnʼt have such a strong personal aspect yet. 
When problems become too personalized, as the interviewee in this occasion put it, 
solving those problems becomes more difficult as well because people may feel they 
are also being evaluated and ranked as persons, not only  as stakeholders to 
whatever the issue in question is. Interpersonal problems that often lead to conflicts 
are not always out in the open in the beginning but can be seen between the lines, in 
non-verbal communication within the group or team for example:

 ”In the good example there were no conflicts. Then in the bad example there 
 clearly were, there was a lot of huffing and such... You could tell there were... 
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 No one talked about it, but there clearly were tensions between 
 people.”  (Interviewee 1)

Managers of creative work need to have certain sensitivity in order to be able spot 
these kind of more subtle interpersonal issues. Not paying attention to these issues is 
likely  to lead to a situation where the general atmosphere in the group or team 
becomes inflamed, people are reluctant to present new ideas because of fear, and 
situations very likely escalade to open conflicts. 

One of the interviewees also saw a correlation between conflicts and resources 
available:

 ”If you just try to use a cheese slicer and cut a little bit there, a little bit there, a 
 little bit there, I donʼt think it really works, it just makes everything a little 
 worse. What you have to do is to think the whole concept differently. If you try 
 to do it the same way, but with less resources, itʼs just gonna leave a bad 
 feeling to people and create conflict” (Interviewee 4)

Creative work and problems that need creative solutions often are time and resource 
intensive (Amabile, 1997; Collins & Amabile, 1999). The concern of this interviewee 
that cutting resources affects the performance of creative people in their organization 
and further the organizational climate for creativity is justified. If necessary resources 
are not available for developing or implementing creative solutions, it may well have 
effect on the level of motivation, a factor that is crucial for individual, and further 
organizational creativity. In this quote there is a double-concern in fact. In addition to 
cutting resources, the interviewee is concerned of flexibility  of the large organization. 
Cutting resources is not the end of the world if people are allowed to make changes 
accordingly  as well; in this case, change the production concept. If, however, the 
expectations remain the same and there is little flexibility and changes allowed, 
cutting necessary resources is a dangerous thing to do.

One of the interviewees shared an experience where things had escaladed to open 
conflicts and the general atmosphere could be described as inflamed. In this kind of 
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situation, expecting creative performance and solutions from individuals and the team 
is close to absurd:

 ”The atmosphere in the project became so inflamed that even if there had 
 been such a veteran, no one wanted to raise up for the challenge anymore. 
 Everyone just wanted to do their share as quickly as possible and get out of 
 there. It was not teamwork anymore.” (Interviewee 3)

 ”When basic safety has disappeared, it is very difficult to do  creative work. If 
 one has to worry about very basic things all the time.” (Interviewee 3)

Creative achievement is strongly  related to intense involvement in the work being 
done and extensive practice (Collins & Amabile, 1999). In this occasion, people had 
simply given up  on the project in question and were only looking for a quick exit - a 
situation very far from intense involvement in the work, not to mention being strongly 
motivated. It is essential to guarantee a certain level of basic safety if creative 
performance and creative solutions are expected. In Maslowʼs hierarchy of needs, 
self-actualization and creativity are in the very top, and for one to be able to reach 
that level in the pyramid, the needs in the lower levels of the pyramid need to be 
taken care of first. For one to be able to perform creative work, one needs to be able 
to concentrate intensively on the task and have a certain feeling of trust. In the 
situation described above by the interviewee, there were neither of them. The 
interviewee also said that in some occasions, even if the atmosphere has become 
inflamed and there are or have been open conflicts, it is possible that a certain type 
of individual takes a negotiator-role and is able to return the project to the right track. 
According to the interviewee this requires substantial experience as well as certain 
personal qualities and is a very difficult role to take in general. In this occasion, 
however, no one was willing to take this kind of role.

To conclude, the interviewees clearly saw conflicts as a very harmful factor for 
organizational creativity. Team size, problems becoming too personal and resources 
were seen as factors that play a role in whether there are conflicts or not. In worst 
case scenario, general atmosphere becomes inflamed because of conflicts and a 
feeling of basic safety may disappear. In that kind of situation, it is impossible to 
expect individuals to perform creative work. Finally, one of the interviewees 
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mentioned that media industry is particularly difficult one for managers, as well as 
peers, to avoid the getting-too-personal aspect because media work is always 
personal to some extent:

 ”It is very difficult to assess peopleʼs work in a way that the person feels that it 
 is not about evaluating him/her as a person. Thatʼs probably most skilled and 
 difficult management, giving feedback. That it would be done in a way that it 
 wouldnʼt become too personal.” (Interviewee 5)

6.5. Rewards & feedback
A theme that got plenty of attention in the interviews was rewarding and feedback. In 
the article by Moultrie and Young (2010) the combined theme from Ekvallʼs (1996) 
and Amabileʼs (1997) models is titled rewards. The description of the theme in 
Amabileʼs model is ”rewards and recognition for creative work” and ”ideas and 
suggestions which are received in an attentive and supportive way” in Ekvallʼs model. 
For the interviews I decided to add feedback on the name title. The reason for this 
was that both the definitions refer also to giving and receiving feedback in addition to 
more material rewards, and also because of language issues. The Finnish translation 
for rewards is perhaps more strongly associated with material rewards and I was 
concerned that the interviewees would concentrate on those if they were asked only 
about rewards. By adding feedback in the theme title I wanted to make sure that the 
more immaterial side of rewarding was acknowledged as well. The interviewees also 
had much more to say about feedback, and experiences and practices related to that 
than about rewards. 

Rewarding and feedback is a theme that has a tremendous effect on employee 
motivation, especially intrinsic motivation, a theme that is a central factor in Amabileʼs 
work. With little or no recognition towards their creative efforts, creative people will 
ultimately  loose interest to put themselves to play, which leads to declining motivation 
towards their work and as well as the organization they work for. The most important 
thing for managers to make sure of is that new ideas and suggestions that emerge 
are treated in a respective and supportive way. Providing extrinsic and material 
rewards for successful creative efforts can also promote a healthy  organizational 
climate for creativity, but relying only on material rewards is not enough, and may 
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even have negative effects on creativity as it may guide employees behave only  in a 
certain way and hence limit other kinds of behaviors that may also lead to useful 
creative solutions (Amabile, 1983). However, Amabile (1986) has later found that 
rewards can sometimes have a positive effect on creativity as well.

6.5.1. Systematic feedback

 ”It is easier for people who participate in a creative entity when they realize the 
 manager has certain mid-terms here in which he gets back to, where he 
 analyzes it or leads it to certain direction. Because in a way it is very 
 frustrating for people if they notice they are only innovating and visioning and 
 being very creative but it is actually leading nowhere.” (Interviewee 2)

This interviewee referred to the importance of understanding the nature of creative 
process when it comes to rewarding and giving feedback. The timeliness of feedback 
plays an important role along the quality  of it. Being able to recognize different 
phases of the creative process and provide timely constructive feedback is essential 
for managers of creative work. The lack of understanding about creative process may 
lead to situations where employeesʼ concentration may be interrupted in the wrong 
phases and being able to reconcentrate consumes time, which is frustrating. Lack of 
feedback and communication, especially in the early phases of creative process will 
also be frustrating as the interviewee described, as it may lead to a situation where 
shared vision about the desired outcomes becomes blurred. Providing some 
structure and mid-terms for feedback and reviewing already in the early going, and 
communicating those clearly to team or group members, will help creative people to 
concentrate and will help in maintaining the shared vision about the desired 
outcomes.

 ”We have one newsroom there where straight feedback is given, it has 
 become a work culture that they talk straight and give feedback on a day after 
 the airing. One goes through the broadcast and others discuss it. You can give 
 pretty spicy feedback there and it doesnʼt leave a bad taste.” (Interviewee 5)
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According to this interviewee there are departments in YLE where giving feedback 
and rewarding systematically have been acknowledged to an extent where they have 
become important elements in the work culture of those departments. By 
communicating it clearly  to all the members of the organization, or a department in 
this case, people know they  will receive constructive feedback on their ideas and new 
ideas and suggestions will not be bypassed with a shrug of a shoulder. Successful 
implementations of new ideas and suggestions will be acknowledged and rewarded 
systematically, just as failures and such will be treated as well. This kind of 
systematic approach to rewarding and feedback will help  creative people who are 
often very  sensitive cope with negative feedback and criticism too because they are 
aware that both positive and negative things are dealt with in the feedback sessions. 
Negative feedback wonʼt come out of the blue for anyone. As the interviewee said, 
one may receive, and give, quite strong feedback or criticism and it wonʼt lead to 
conflicts because people know it is not personal. Providing certain guidelines for 
giving and receiving feedback for employees should be considered by  managerʼs 
however, to make sure that feedback is always constructive and appropriate.

The most basic and trivial example of systematic rewarding is probably a basic 
salary. Unquestionably it also motivates people to some extent, not many people 
would be willing to come to work without being financially compensated somehow. 
Extra financial bonus and rewarding systems for good performance are also a very 
common means of rewarding in many organizations, including media and other 
organizations doing creative work. Extrinsic and material rewards can not be the only 
way of rewarding creative people however, as becomes apparent in the intervieweeʼs 
quote below:

 ”Money will always be a means of rewarding in some way. But in the long run 
 it motivates quite a little. In my opinion if there are development projects for 
 instance, where one can utilize their own creativity, they are way more 
 motivating for people. When you are involved in creating something new, youʼll 
 get a reputation that ´we should use this person, he/she is an innovative and 
 creative person´. That is far more motivating than a certain sum of money you 
 get for spending your time on something.” (Interviewee 1)
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It has been researched that after a certain extent, money and other material means 
of rewarding begin to lose their motivating and committing effect, especially among 
people doing creative work. It can be concluded that money and material goods are 
means of assuring lower level human needs in Maslowʼs hierarchy of needs. Top 
level needs, such as creativity and self-actualization can not be achieved only with 
money or material goods however, so using only financial rewarding is not sufficient 
for organizations doing creative work either. By acknowledging creative efforts and 
getting publicity for successful implementations of creative ideas for example, people 
may achieve a certain reputation which opens up new possibilities for self-
actualization and exercising oneʼs creativity, just as the interviewee described. These 
kinds of opportunities for using oneʼs creativity and development through new 
challenges are great means for enhancing employeesʼ intrinsic motivation, which is 
essential if one wants to systematically promote creative behavior in an organization. 

Establishing places and times for giving feedback and systematic rewarding is not 
sufficient by itself to promote creative behavior in an organization however. Creativity 
in an organizational setting is a complex phenomenon and a single thing making sure 
that creativity is always there remains unfound. Systematic channels for rewarding 
and feedback are important factors, but thereʼs more to promoting organizational 
creativity as the interviewee in the following quote pointed out:

 ”But that by itself does not guarantee that the program would develop. That 
 you have a working feedback system is not enough by itself. There has to be 
 other kinds of input that gets the creativity going.” (Interviewee 5)

6.5.2. Rewarding organizational climate & peer feedback
Descriptions of the rewards theme in Moultrieʼs Youngʼs article can be seen as 
descriptions of the organizational climate. Both the descriptions also include actors 
who ”reward and recognize creative efforts”, and ”receive new ideas and suggestions 
in an attentive and supportive way”. Those actors obivously  include leaders of 
creative work, but organizational culture and climate also include other actors; peers. 
That is why those connective categories are dealt with in the same sub-chapter.

The interviewees had a number of descriptions about the general climate of their 
example experiences and many of them were directly  connected to the way new 
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ideas and suggestions were received and what kind of reactions they provoked, both 
in good and bad.

 ”We met a number of times and there a was a very strong atmosphere of 
 enthusiasm. No one rejected each otherʼs ideas in principle, but everyone built 
 on top of each otherʼs ideas instead.” (Interviewee 1)

When new ideas are treated with respect in principle, and received in a supportive 
and constructive way, the odds for good creative ideas and solutions to emerge will 
most likely be better than in a situation where ideas are bypassed. Also, in this 
occasion all team members were in an equal position to present ideas and comment 
on other peopleʼs suggestions constructively. Team members were equal peers, and 
no oneʼs idea was better than the next one because of any formal position or status. 
This kind of low hierarchy setting facilitates open communication, along with active 
feedback and recognition of ideas, all of which promote individual and group 
creativity. In a scenario like this, even enthusiasm may emerge, as the interviewee 
described.  

One of the interviewees pointed out the importance of feedback and rewarding when 
it comes to employeesʼ opportunities to affect on their own work and work culture in 
the organization:

 ”It is important that people have a feeling that they can make a change 
 happen, a change is possible and work culture can be changed. If they in 
 principle feel that thereʼs no point to doing anything when nothing is leading 
 anywhere, you can be sure that it wonʼt either.” (Interviewee 2)

If new ideas and suggestions are not received in a supportive and constructive way, 
or worse, are ignored, the very likely result is a declined work motivation. It is 
important to create possibilities for employees to be able to decide on things related 
to their own personal work as well as to give and receive constructive feedback. Real 
creativity eventually leads to change in something, so implementing and putting new 
ideas into practice is important if an organizational culture that promotes creativity  is 
desired.
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One of the interviewees provided a tangible example of a tool developed to give 
people opportunities to bring forth their ideas, get immediate feedback and be able to 
have greater effect on their own work and make changes happen:

 ”(Pitching event) is a good example with us how to help creativity, to give 
 people opportunities. It also helps atmosphere, people get the feeling that ok, 
 Iʼve got a chance! Iʼve got an opportunity to do other things! If people have an 
 idea, it can be heard and if the idea is good enough it can actually go 
 somewhere." (Interviewee 4)

As the interviewee pointed out, when there are channels through which employees 
are allowed to present their ideas, receive feedback, and eventually acquire 
necessary resources to make things happen and change, it will most likely have an 
effect on how employees perceive the organization; organizational climate that is. 
One of the interviewees emphasized the importance of a certain level of basic safety, 
as well as trust and support that employees need to be able to feel in the 
organization (T5CA9). If employees feel a lack of support, trust and encouragement 
in the organization, they are less likely  to take initiative and bring forth their ideas 
even if there were such instruments and channels available as another interviewee 
described (T5CA16). The communication between peers and colleagues is in an 
important role in creating the feeling of trust, support and encouragement, especially 
in smaller project groups that most of the intervieweesʼ example experiences were 
about:

 ”By coincidence the people in the team happened to be verys o c i a l a n d 
 creative people who surprised everyone by being so incentive. They 
 supported each other and simultaneously gave a great freedom to create and 
 respected each othersʼ expertise.” (Interviewee 3)

 ”In the bad example atmosphere was kind of ulterior and people didnʼt build on 
 top of each othersʼ ideas.” (Interviewee 2)

Communication between peers and colleagues, as well as the quality and timeliness 
of feedback between them, play an important role in whether a climate that supports 
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creative behavior forms or not. In the first example people received new ideas in a 
positive and constructive way and perceived different areas of expertise that were 
represented as valuable for the project.

According to Csikszentmihalyiʼs systemʼs model model (1999), creativity  needs to be 
acknowledged by the field and needs to be applicable to the domain in order to 
create change and eventually innovation. Getting feedback from and recognition from 
peers is an essential element in this. Peers, along with managers, are representants 
of the field and they need to buy  into new ideas for them to become of value as well. 
One of the interviewees emphasized this aspect of the importance of feedback  and 
recognition from peers:

 ”Creativity needs to be acknowledged in a way that other people think it is 
 creative. You can not just think alone that Iʼm so creative and I do things so 
 creatively. People usually realize that that is a good solution. You usually get 
 feedback, or if you donʼt get feedback, in any case creativity is collectively 
 acknowledged more than individually.” (Interviewee 4)

6.5.3. Leadershipʼs role in rewarding
As in so many  aspects related to organizational creativity, leadership is in an 
important role in rewarding and feedback as well. The interviewees acknowledged 
this also and many of the examples they mentioned about rewarding and feedback 
concerned management and leadership in one way or another. One of the 
interviewees pointed out that leaders of creative efforts should always think of the 
rewarding point of view in mind and also communicate it to their subordinates, 
especially in early phases of new projects:

 ”There was no rewarding insight involved. Why should you give one minute for 
 this cause? In principle it was assumed that it is enough when you get to be a 
 part of this, but there is no way that would be a sufficient reason.” (Interviewee 
 1)

This quote is a good example of the leaderʼs role and how great of an affect it often 
has on the success of projects. By neglecting the rewarding insight, as the 
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interviewee here put it, the manager of this particular project probably did damage 
and problems began to emerge already in the early going. In this case, it seems that 
the goals of the project were not clear for the group  members and there was no 
shared vision about the outcome or outcomes of the project, and it wasnʼt clear to 
group members why they should prioritize and organize time for this project. When 
the group lacks these, it is difficult to achieve intrinsic motivation for the cause, which 
according to Amabile (1988) is essential for creativity  in an organization. By 
communicating the goals and providing knowledge about whatʼs in it for them for the 
group members, leaders will likely be able to reach better results. The same 
interviewee actually shared an opposite example of how a leader can have a positive 
and motivating effect on the group through feedback and rewarding:

 ”The person in the leading role... She asked and listened to  people a lot, and 
 was very interested to hear about their thoughts. She presented her own 
 thoughts strongly but had the courage to talk in a way that it was clear they 
 were her thoughts and feelings. Which created a feeling that here other people 
 can say what they think and feel. She didnʼt present anything as a general 
 truth or such.” (Interviewee 1)

In this occasion, the leader of the working group  made it clear that everyoneʼs ideas 
and thoughts matter, and are equally valuable, according to the interviewee. Ideas 
and suggestions were received in a positive and supportive way, which according to 
Ekvall (1996) is characteristic for creative organizations. Making clear that the 
leaderʼs thoughts and ideas were equal to other peopleʼs suggestions, the leader 
also demonstrated low  formal hierarchy, which has also been found to have positive 
correlation with creativity. The fact that this kind of behavior was perceived as 
something special and rewarding, hints to a conclusion that the general 
organizational culture at YLE is not quite as unformal or free of hierarchy. 

One of the interviewees compared the two leadersʼ general behavior and attitudes to 
feedback of the example experiences: 

  ”Anytime we asked something or presented something, he said heʼs gonna 
 write it down. Then he wrote it down but it never went anywhere from there. 
 Then again this other person, she threw herself in it, when someone asked 
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 something the reaction could be ´thatʼs fascinating´and we changed the 
 schedule!" (Interviewee 5)

The first leader described in the quote formally did listen and received new ideas, but 
never actually  made any alterations to plans, programs or anything, according to the 
interviewee. When people notice their feedback or ideas have no effect on anything 
practical, it will most likely lead to frustration among group  members, and a decrease 
in motivation and commitment, as happened in this case. The other leader described 
was very receptive to new ideas and suggestions and also made changes rapidly 
according to new suggestions. This way it was easy for all the group members to 
personally  see that suggestions and ideas will also lead to changes in something. 
The fact that new ideas and suggestions are not only received in a positive and 
supportive way, but also lead to something and matter is highly important (T5CA14).

Two of the interviewees saw that the leaders need to pay attention on the 
”ownership” aspect in rewarding: 

 ”As a project manager you have to make sure that people feel that it is their 
 final product and so on. Under no circumstances can you take the credit of 
 it.” (Interviewee 4)

 ”The producer organized a kick off meeting where feedback was given openly 
 to both directions. This particular work got awards too and especially because 
 for the team. I donʼt know if it was the producerʼs decision to reward the entire 
 team, not just the director and producer. He wanted all the 30 people in with 
 it.” (Interviewee 3)

One of the interviewees also pointed out that when dealing with creative people, 
managers need to be careful when they do give feedback. Creative people are often 
very sensitive and creative work is perceived as very personal,

6.5.4. Lack of feedback and rewarding
All of the interviewees perceived rewarding and feedback as important and 
necessary in many ways. Many of the negative experiences shared had to do with 
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lack  of rewarding and insufficient feedback within projects. When new suggestions 
donʼt provoke any kind of reaction or receive feedback, it often has a stagnating 
effect as two of the interviewees described here:

 ”Some people did comment but because they got no feedback to their 
 creativity and thinking, those efforts died rapidly.” (Interviewee 1)

 ”If one is not getting feedback, the work becomes meaningless at some point. 
 In Finnish culture we give feedback too rarely. And often it is only about saying 
 the negative things. When we should bring up the good, positive things. With 
 creative people preferably the positive things should be said first and only after 
 that talk about the bad ones.” (Interviewee 5)

In the first quote there clearly  were people with new and creative ideas involved in 
the project, but when their ideas were not received in a supportive way, and were not 
aknowledged by other members of the group, the ideas could not progress 
anywhere. If the general receptivity is like was described by the first interviewee 
above, it may lead to employees experiencing their work as less meaningful, as the 
other interviewee described in the second quote. If people donʼt experience their 
work as meaningful, it will most likely have a negative effect on the occurrence of 
creativity in organization as well. The second quote above also pointed out another 
interesting point about rewarding and giving feedback for creative work: feedback is 
too often given only when there is something to criticize, positive feedback is often 
forgotten. Another interviewee had similar concerns about the rewarding and 
feedback culture in their organization:

 ”Too often the job is finished and some people never even see the final result. 
 Then you already have to start with the next one. It doesnʼt reward the 
 employee, that kind of working.” (Interviewee 3)

If feedback is given only when there is something negative to say, and often the 
employees do not get a chance to see the final product after projects end, not to 
mention get to constructively discuss about the project and get feedback, there are 
some serious problems in the organizational culture when it comes to rewarding and 
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giving feedback. The sample size is very small however, and not much generalization 
can be made. Also, the interviewees shared a number of positive experiences about 
rewarding and feedback in their organization. Rewarding and feedback was a theme 
that the interviewees clearly  perceived as important, and where there clearly was a 
lot of variation in different departmentsʼ, managersʼ and employeesʼ perceptions and 
practical experiences of it.



6.6. Challenge
In Moultrie & Youngʼs (2010) comparison of themes, Amabileʼs (1997) definition of 
challenge-theme was ”[individuals] are committed to the work theyʼre doing”, and 
Ekvallʼs (1996) definition ”people [who] are experiencing joy and meaningfulness in 
their job  and therefore invest much energy”. Oldham and Cummings (1996) found 
that highly creative employees perform best in complex and challenging jobs where 
management is supportive and doesnʼt emphasize control. The importance of 
challenges for creativity was noted directly by one of the interviewees:

 ”Everyone of us, no matter what work you do, needs challenges every now 
 and then. Even though they may feel too big in the beginning, but if work is 
 only routine...Thereʼs not gonna be much creativity born.” (Interviewee 2) 

Without challenges and interesting tasks employees will be less committed to the 
work theyʼre doing, and will less likely experience joy and meaningfulness. One of the 
challenges for leaders of creative work is to find the balance in level of challenge in 
their employeesʼ work. After all, challenge is a key element and a pre-requisite for 
individual and  organizational creativity, and not just in media organizations. 

Individual differences should be taken into account however, as the optimal level of 
challenge varies, and too much challenge may lead to stress and eventually  lower 
creative output, as one of the interviewees pointed out:

 ”There are many kinds of challenges, you canʼt give up for fear because that 
 kind of blocks the channel and at worst it can lead to panic and not being able 
 to produce anything.” (Interviewee 4)
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6.6.1. Challenging environment
The interviewees shared a number of positive experiences of working environments 
where they had experienced good levels of challenge and therefore felt 
meaningfulness and joy in their work. Two of the interviewees mentioned the diversity 
of professions and expertise as an important element in this category:

 ”No one was a prisoner of their own roles. They could bring the expertise from 
 their own role and challenge others. Also challenge themselves with othersʼ 
 expertise.” (Interviewee 1)

 ”In a way when everyone was doing a shared, collective thing, the ideas and 
 insights were flowing over professional borders.” (Interviewee 2)

According to interviewee 2 in the second quote above, the level of commitment was 
also high and group members had a sense of ownership over this particular project. 
This kind of sense of ownership and commitment is likely to encourage people to 
make an effort and put themselves to play. In this example it led to a behaviour where 
people acted more openly and were willing to share their own knowledge and 
expertise as well as receive them from other group members and learn from each 
other. The idea of these kinds of intersections of professions, expertise, cultures etc. 
being beneficial for challenge is supported by  Johansson (2005) who argued that it is 
in these kinds of intersections where creativity and innovation are most likely to 
emerge from. Johansson called this the Medici-effect, which is also the title of his 
book published in 2005. According to Johansson, break-through ideas most often 
occur when concepts from different fields are brought into new, unfamiliar territory 
and combined. An important thing in the two previous quotes, and a thing that two 
other interviewees also mentioned (T6CA8, T6CA12) is team work and team 
dynamics. Four of the interviewees mentioned that working together with people was 
a factor in creating joyfulness to the positive experiences they shared. People and 
projects are of course very different, but in this case it is safe to say that actual 
meetings between people played a role and helped in creating a challenging 
atmosphere for the projects that the interviewees described. Had there been no such 
meetings, it is likely that there would have been less idea-flowing between 
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professions and expertise, and atmosphere of the projects would not have been 
perceived as challenging either.

6.6.2. Leadershipʼs role in creating challenge
Like in the other themes, leadership  was perceived as one dimension that plays a 
role also when it comes to challenging work environment. In two example 
experiences (T6CA5, T6CA6), the interviewees saw a direct correlation between 
leadership and the level of challenge in the project atmosphere:

 ”There the atmosphere was so good that the consensus about the way to do it 
 emerged collectively. In the bad example the manager just did it the way he 
 thought was best. The final product was recognized yes, but it wasnʼt 
 something we would have wanted to do.” (Interviewee 1)ʼ

 ”The consultant failed in challenging the manager and getting people involved 
 through that.” (Interviewee 1)

In the first quote the interviewee gave most of the credit for creating the good 
atmosphere she described to the manager in charge of that particular project. Also, in 
the negative example described in the same quote, as well as the second quote, the 
interviewee felt that this manager was not interested in the group members ideas, 
and gave them no chance to have effect on the direction of the project. The personal 
characteristics of the manager in question, particularly  him being introverted  could 
have been a partial reason for people to feel this way, as the interviewee also noted 
(T6CA2). In the second quote the interviewee also mentioned an outside 
management consultant who was over seeing the project and, according to the 
interviewee, should have noticed the project was headed to a wrong direction and 
made adjustments. Not being able to do it led to decrease in commitment, and finally 
to an output which very  few were content with. One of the interviewees noted that 
leaders should be wary of bureaucracy within creative projects and with creative 
workers. If people need to put time on bureaucracy-related things they donʼt see as 
meaningful, it disturbs the creative process and most likely leads to a decrease in 
creativity. (T6CA6.) Rajaniemi (2010) also found bureaucracy to be one of the major 
obstacles for organizational creativity in his study of another Finnish media 
organization.
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Three of the interviewees saw leadersʼ facilitator-role as an important one in creating 
and trying to find optimal levels of challenge for employees. The interviewees 
mentioned team structures and organization, and division of labor as means for 
managers to use in challenge-facilitating:

  ”Weʼve got sound designers, weʼve got directors of cinematography, weʼve got 
 production designers, all in this one team where we try to give people 
 opportunities where they can really give their creative input to projects across 
 our company.” (Interviewee 4)

 ”I believe that when safety is taken care of, you can look at the situation and 
 see what gets people going and add some pressure. The pressure comes 
 from goals and things that have been said out loud in a way that it has been 
 said to everyone at the same time.” (Interviewee 5)

In the first example the interviewee used the construction of a new team as an 
example of how managers can facilitate opportunities for their employees to find new 
kinds of challenges and to have greater power over their own work. As the 
interviewee 5 mentioned, managers can, and even need to sometimes, use division 
of work tasks as a tool for maintaining a certain level of challenge. However, it is 
important here to pay close attention to different individual preferences, as the 
interviewee pointed out. Also it is vital to make sure that employees have a sufficient 
feeling of safety and support before adding pressure and raising demands. This view 
is supported by Maslow (1953) in his hierarchy of needs -pyramid model. One of the 
interviewees also perceived an extended training period she had been a part of as 
one of the most positively challenging experiences from her work career (T6CA15). 
Organizing training is a widely used tool in developing employees and offering new 
challenges for employees in organizations. When done right, it can have profound 
effects as in the case of this particular interviewee.

6.6.3. Open communication and challenging one self
Two of the interviewees mentioned that feeling challenge and maintaining a good 
level of challenge at work is up to individuals in the end:
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 ”That one can constantly come up with new things and good things, it is left to 
 each oneʼs own responsibility mostly. That one can maintain their own level of 
 interest.” (Interviewee 2)

  ”It is always that going out of comfort zone. And when looking back, thatʼs the 
 most important and remarkable stuff.” (Interviewee 5)

Three of the interviewees felt that increasing openness in communication can be a 
good means in helping people get new ideas constantly and feel challenged this way. 
One of the interviewees thought that it would be of benefit for their departmentʼs 
development team to have a shared working space in order to promote collective 
thinking and open communication (T6CA4). Sonnenburg (2004) has supported this 
view of collective thinking, collaboration and open communication being conducive 
for creativity. According to Sonnenburg (2004), creativity in a group can only  emerge, 
if all participants actively take part in the process of communication. This kind of 
active participation and open communication is likely  to also increase the levels of 
people feeling they  can make changes happen within their own work, which is 
important for feeling meaningfulness and joy at work. One of the interviewees 
provided an example experience where collective thinking and open communication 
had played a key role throughout the process: 

 ”We figured, why not start a festival in a city! And that was new thinking at the 
 time... And when we got the group of people together, there was no goals 
 really, the goals just emerged from within the group, there was no chiefs or 
 managers either in the beginning. After it started getting bigger, then 
 responsibility was divided of course.. But all the time something new emerged, 
 ways to use the city. It was a great experience to be involved in!” (Interviewee 
 5)

When people are able to actively participate in all the phases of the process and 
communicate openly without obstacles, the likelihood for them to feel meaningfulness 
and joy at work, like had happened in this instance. This may  even lead to feelings of 
empowerment, as one of the interviewees described:
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 ”But when the team spirit, the dynamics, and the communication work well, the 
 challenges become secondary in a way.” (Interviewee 2)

One detail has to be noted with the above mentioned quote. The Finnish word for 
challenge (haaste) may have a more negative tone to it than the English counterpart. 
This may have affected intervieweesʼ perceptions about the challenge aspect to 
some extent.

6.7. Debate
Debate was defined as ”[individuals] challenge each otherʼs ideas in a constructive 
way” in Amabileʼs model, and as ”encounters and clashes between viewpoints and 
ideas” in Ekvallʼs model by Moultrie & Young (2010). Sutton (2001) has also 
supported the idea of debates being conducive for creativity and that managers of 
creative work should facilitate these kinds of debates. Sutton expressed this idea 
interestingly in an article published in Harvard Business Review in 2001: ”You should 
find some happy people and then get them to fight.” Sutton also reminded managers 
not to mix debates between ideas to inter-personal conflicts, which have been found 
to have negative effects on creativity.

The interviewees clearly recognized that the debate-aspect had played a role in 
many of the experiences they shared during the interviews. One of the interviewees 
compared debates to improvisation and thought there could be useful things to learn 
from the principles of improvisation when it comes to debates at work:

 ”I have studied improvisation, I think we can get a lot of thoughts from there to 
 develop creativity. Because improvisation is about building on top of each 
 otherʼs ideas, and not abot running over them in a way.” (Interviewee 2)

6.7.1. Open and equal debate between ideas
The interviewees shared a number of experiences that were characterised by good-
spirited debates, which led to higher level of creativity. One thing the interviewees 
perceived as an important factor facilitating these kinds of good, open debates 
between ideas was the lack of formal positions and hierarchy: 
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 ”No one blocked each othersʼ ideas in principle, but built on top of them 
 instead. None of us were anyoneʼs superiors, none were anyoneʼs 
 subordinates - we were all independent actors.” (Interviewee 1)

 ”It went really well because there was free idea creation and precisely that no 
 one was above each other.” (Interviewee 3)

The interviewees mentioned above felt that people were more willing to present 
ideas, as well as challenge other peopleʼs ideas constructively, when the level of 
formal hierarchy was lower. One of the interviewees felt this kind of lower hierarchy 
level created a more allowing atmosphere for the projects and group  members, which 
facilitated better interaction, and further on, debates between ideas (T7CA7). 
Rajaniemi (2010) also found hierarchy  to be one of the main obstacles for creativity 
in organizations. It can be concluded that having strong formal hierarchy in creative 
projects may be harmful especially in the early phases of the process as participants 
may be afraid of challenging ideas that come from people with higher formal position. 
Participants with lower hierarchical positions may also be less willing to present their 
ow ideas, and defend them when they are challenged. When the level of formal 
hierarchy is lower there seems to be less these kinds of problems.

All of the interviewees had positive experiences of projects where they associated 
the allowing atmosphere for debates and open debates with exceptional results. One 
of the interviewees described the decision-making of one particular project as 
democratic (T7CA4), and that had led to increased motivation and even 
empowerment among participants:

 ”We all got a feeling that ʼok, it does matter what I think and what I can provide 
 for thisʼ. And that leads to people wanting to feed that good feeling, wanting to 
 be there to create something, so that everyone in here gets the feeling that 
 their thoughts matter.” (Interviewee 1)

According to this interviewee, promoting debate and encouraging people to 
increasingly participate, especially  in the early  phases of the process, could be used 
as means of motivating, as people can feel they can affect their own work. Amabile 
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(1988) also found that levels of intrinsic motivation and ownership heighten, when 
people are given autonomy in how they approach their work. 

One of the interviewees shared a positive experience where the good, open debates 
had a competition-aspect to them (T7CA17), and the discussions got a little heated at 
times:

 ”It was a great process, we sat down like two or three times.. We sat down 
 and shouted out those slogans we had and then ʼno,  noʼ, at times we had 
 even a little heated discussions, but the final product emerged from those 
 discussions.” (Interviewee 5)

In this kind of situation it is particularly important for managers to make sure the 
debates  between ideas do not become personal conflicts because of the competition 
aspect. The harmfulness of interpersonal conflicts to creativity is dealt with in the 
chapter 7.4. When participants are comfortable and aware of the competition aspect, 
it may be conducive for debates, as it was in this case that the interviewee described. 
The interviewee made a good remark about the importance of prioritizing the teamʼs 
benefit, despite the competition aspect:

 ”When we move along, one has to be ready to reflect on their own work and 
 be able to question oneʼs own ideas. One canʼt hold on only to their own ideas 
 but must be able to accept the fact that maybe someone elseʼs idea actually 
 was more innovative.” (Interviewee 5)

Internal competition to an extent can be a good spark for debates, but managers 
should make sure that participants also stay humble and always reflect their own 
work and ideas to the group or project goals. 

6.7.2.Constructive approach to new ideas
The interviewees agreed on an opinion that for open and equal debates between 
ideas to happen, the initial response to new ideas and insights needs to be 
constructive. Being constructive does not mean that one is only allowed to say 
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positive things about new suggestions. Disagreements are allowed, even desirable, 
but counter-arguments need to be well-justified.

 ”We were also allowed to say that ʼI disagree on that nowʼ. You were allowed 
 to say that ʼok, itʼs interesting and you can think about it that way tooʼ. It was 
 ok to think differently.” (Interviewee 2)

The most important thing in the initial response to new suggestions is that they build 
on top  of the idea or suggestion, one way or another. One of the interviewees said 
the principles of improvisation could be applied in an organizational setting as well 
(T7CA6). In improvisation each participant should always build on top  of the previous 
performance. One can develop the original idea further somehow or take it to a 
completely different direction by associating the original idea with another one. 
Nonetheless, the original idea needs to be acknowledged somehow. This principle 
could be a useful one to follow especially in early phases of the creative process 
where a number of new suggestions are introduced.

One of the interviewees pointed out that one needs to have a constructive approach 
to oneʼs own ideas as well, and not be too critical about them in early phases. Good, 
open debates most likely emerge when there is plenty of material available for people 
to have debates about. That is a number of ideas and suggestions.

 ”Creativity is the ability to see all those different ways, thatʼs creativity. If you 
 only see one way, then youʼre in trouble. In our line of business Iʼd say you 
 need to have one hundred ideas to have one good program. And thatʼs about 
 seeing things from different angles. That to me is creativity and it needs to 
 exist in all levels of our company, all different departments of our 
 company.” (Interviewee 4)

If one hundred ideas are required to get a good final product, as the interviewee put 
it, one needs to be able to think things from different angles and produce ideas and 
insight without being too critical in the early going. Through debates between these 
ideas, the best ones will emerge and they can be further developed and refined. The 
interviewee also pointed out that valuable creative ideas can come from anywhere 
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and anyone in the organization, another reason is why a constructive initial approach 
to new suggestions is important. According to interviewee no. 4, the ability to develop 
a number of responses to a give problem is a crucial ability in creative work in media 
industry. J.P. Guilford (1950) defined this ability as divergent thinking. According to 
Guilford, creativity is a component of intelligence, and he also embraced the ability  to 
think divergently, which he recognized as one of the most important cognitions crucial 
to creativity. 

6.7.3. Hostile environment for new ideas
Three of the interviewees had had negative experiences about debate culture as 
well, and associated those experiences with low creativity  examples. The negative 
experiences were characterized by a generally hostile reception towards new ideas, 
which prevented necessary debates from happening. New suggestions were often 
silenced to death for example:

 ”When someone came up with an idea, others were mostly quiet or gave 
 these kinds of looks for the person who said it that ʻthat wasnʼt too 
 smartʼ.” (Interviewee 2)

One of the interviewees perceived hierarchy as one of the main reasons for the 
emergence of this kind of hostile environment towards new ideas and suggestions, 
which further led to lack of debates. The interviewee noticed the hierarchical setting 
created a generally discouraging atmosphere where group members were in an 
unequal positions, and some membersʼ ideas were perceived as more valuable than 
othersʼ in principle. Creativity  became an exclusivity  to some individuals in other 
words. In this kind of setting it is impossible to have constructive, open and equal 
debates between ideas as some ideas are ”born more privileged” than others.

 ”One wasnʼt really encouraged to talk boldly, to be bold and to think things 
 from a new point of view. There was hierarchical setting over who can talk and 
 what they can say...This setting was made very clear in early 
 going.” (Interviewee 1)
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The interviewees thought managers played a role in all of the negative examples and 
did a poor job when it came to establishing an environment where open discussions 
and debates between ideas could have emerged. One of the interviewees was 
particularly unsatisfied with the project managerʼs leadership style:

  ”The group was just stagnant the whole autumn, it was not listened to. They 
 presented some pretty heavy critique but he always just wrote the things down 
 in his memo and nothing happened. That project was a big 
 failure.” (Interviewee 5)

In this example the project manager had developed a strong own vision about the 
final product as well as the means of achieving that, and was not willing to question 
these or discuss them with the group. According to the interviewee, the group 
members were interested in participating the project and giving their expertise for it, 
but once their ideas and suggestions were ignored, people began to lose motivation 
and the group  became stagnant, as the interviewee described. This is a good 
example of how using a control and hierarchy-oriented leadership  style is unlikely to 
be a suitable one when one is working on a project with creative people with high 
expertise as subordinates.

6.8. Freedom

 ”I think certain level of freedom and autonomy are unconditional 
 prerequisites for creativity” (Interviewee 3)

Freedom as a theme is defined as ”allowing procedural autonomy” in Amabileʼs 
componential model of organizational creativity, and as ”independence in behaviour 
exerted by the people in the organization” in Ekvallʼs creative climate model by 
Moultrie and Young (2010). Martins and Terblanche (2003) found that freedom was 
an important characteristic in the organizational culture of highly creative 
organizations. Google for example structurally promotes autonomy and freedom by 
allowing their employees to use 20 percent of their work-time on their own projects 
(Hamel & Breen, 2007). The interviewees for this study also perceived freedom as an 
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important theme for organizational creativity, one of the interviewees described 
freedom and autonomy as unconditional prerequisites for creativity (T8CA12). This 
perception was shared by another interviewee whose experience was that it is 
important that people feel the organizational culture can be described as free, and 
that freedom is allowed in the organization. According to the interviewee, allowing 
freedom helps creative people to develop new and valuable ideas to a great extent. 
(T8CA17.)

6.8.1. Freedom from roles 
One connecting category that came up among interviewees when talking about 
freedom in the organization was freedom from strict, clearly defined roles. Three of 
the interviews mentioned freedom from roles in their positive examples. One of those 
interviewees also mentioned the lack of such freedom as an important factor in the 
example of low creativity. 

  ”In the good example there were high levels of autonomy and freedom and 
 hierarchical positions didnʼt matter. In the bad example everyone was a 
 prisoner of their own role. There was no sense of breaking free of their roles 
 and wanting to use their entire capacity in that one.” (Interviewee 2)

In the example of high creativity, the interviewee associated lack of strictly defined 
roles and formal status with creativity. Problems that require creativity  and creative 
problem-solving can often be described as ill-defined and complex. If the problems 
and tasks themselves are hard to define in the early phase of the process, defining 
strict roles and emphasizing formal status are unlikely among the best of 
management practices to utilize. In the example of high creativity, higher levels of 
autonomy and freedom eventually led to an expeptional final product, but also higher 
level of commitment and motivation among participants during the process. In the 
example of low creativity, strict roles led to frustration, and further to low levels of 
commitment and motivation. The project also remains unfinished. The interviewee 
also pointed out that there is a lot more potential in all employees than filling out a 
certain role they may have at work and doing the tasks they are assigned to. Another 
interviewee also embraced the positive effects of allowing people to realize their 
potential by not defining strict roles:
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 ”No one was limited to one single role, everyone just aimed at making that day 
 as good as possible.” (Interviewee 1)

Allowing freedom in terms of loosely defined roles created a stronger feeling of a 
shared vision and goal in this case. Had participants had more strictly defined roles, 
individual goals could have become more task oriented. In this case the final 
outcome was more than the sum of its parts because participantsʼ main concern 
remained on the big picture, not on the individual tasks participants had, which may 
happen when people have strictly  defined roles and power over some issues only. 
The same interviewee put together her thoughts about the effect freedom of roles 
may have on creativity quite thoroughly:

 ”If you think about creativity and what kind of circumstances does it live in - it 
 lives in circumstances where there are as many different kinds of people from 
 around the house, no one is above or under each other hierarchically. So that 
 thereʼs no anxiety about whether one can say this way or does my boss think 
 this or that about me if I do.” (Interviewee 1)

Johansson (2005) argued that groundbreaking ideas often occur at an intersection of  
diverse fields, industries, disciplines and cultures (Johansson, 2005). Allowing 
procedural autonomy and freedom from roles can further help  getting the most out of 
a situation where there are people with diverse backgrounds involved, as the 
interviewee described. Diversity itself may  not be enough if people are have strictly 
defined roles, which may limit participantsʼ activity. Loosely defined roles and high 
level of freedom in process were in a key role also in an example described by a third 
interviewee (T8CA13). 

6.8.2. Manager allowing freedom
The interviewees felt that managers are in a key role also when it came to freedom in 
organization. One of the interviewees described her thoughts about managersʼ 
special role  on facilitating creativity  by allowing freedom and autonomy the following 
way:
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 ”I think the leader has the most important role in creating the kind of 
 atmosphere where people feel they can act freely and speak freely and not 
 having to be afraid of anything.” (Interviewee 2)

The interviewees had positive experiences about managers who had succeeded in 
allowing sufficient levels of autonomy and freedom during creative projects, and also 
negative experiences of managers who had failed to do so or had overlooked the 
freedom aspect and thus had a negative effect on creativity. One interviewee thought 
managers of creative efforts need to have a certain level of understanding about 
human resources management and human knowledge in general.

 ”Certain human knowledge in my opinion is a vital part of creative 
 management work. You have to give a lot of space for some people, but in a 
 way keep hold of the strings and be the manager there, without putting 
 yourself out too much all the time.” (Interviewee 3)

This interviewee thought different creative people have different kinds of needs also 
when it comes to freedom and autonomy. Understanding these individual differences 
is important for managers of creative work. Allowing increased freedom in right 
phases of the process can have a great effect on some individualsʼ creative 
performance and further on organizational creativity as well. On the other hand, 
acknowledging that some individuals  may need more guidance and support can be 
just as important. The same interviewee also pointed out that allowing autonomy for 
individuals to decide whether to work alone or in teams may have significant effects 
on creativity in organization (T8CA11).

One of the interviewees mentioned an example of another manager within their 
organization who had a clear style of doing things and managing projects, and had 
achieved remarkable results using that style. The interviewee described this 
management style as very informal and fast-paced, and unquestionably it suited 
some individuals very  well, the results had been remarkable enough to make that 
conclusion. However, the interviewee noted that while some individuals were very 
pleased with this particular managerʼs style, some individuals were very stressed and 
unpleased with this style. 
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 ”The kind of people who like to live in the moment and create ideas, they feel 
 fine. But then those kind of people who would want some goals and plans 
 instead of just living in the moment, those people feel quite bad 
 there.” (Interviewee 5)

One of the interviewees had an idea on how managers could both provide structure 
that seems to be necessary for some individuals, and allow freedom and autonomy 
that also seems to be essential for creativity in organization:

 ”When we begin a new project, it would be important to point out the places 
 and phases for creativity. In a way that ʻthis is the place where we build on top 
 of each othersʼ ideas. Letʼs throw wild ideas in the air, we donʼt need to use 
 any filters hereʼ.” (Interviewee 3)

By providing some structure early  in the process managers could avoid certain 
individuals becoming stressed and anxious as was the case in the example provided 
earlier (T8CA16), and also allow freedom and autonomy which are necessary  for 
creativity (T8CA12). One of the interviewees also pointed out that allowing freedom 
today is actually a lot easier and could be used significantly more because 
technology and the nature of work in this organization would allow it:

 ”On the other hand, allowing people the opportunity to work out of office at 
 times, that they are allowed to work from home and maybe sit on their 
 balconies with a cup of coffee for example. I think that could create good 
 customer service at least if not anything else.” (Interviewee 1)

Allowing people the freedom to work from somewhere else than their office could 
help people to look at their work tasks from a different angle and further come up with 
new kinds of creative solutions. 
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7. To conclude
Generally it can be said that the interviewees perceptions about organizational 
creativity and how to manage organizational creativity reflect the ideas of the 
theoretical part of this thesis to quite a large extent. The interviewees clearly  felt that 
time, risk-taking, challenge, motivation, freedom, having open debates, open 
communication and low hierarchy are all factors that affect the occurrence of 
creativity in a media organization as well. The interviewees also felt that it is possible 
for managers of creative work and people to support and facilitate organizational 
creativity through these themes. The conflict aspect did not get as much attention as  
other themes among interviewees. There can be a number of reasons for the lack of 
ackonwledging this aspect. The interviewees clearly had not witnessed that many 
situations that could be described as open conflicts during their work careers. Clearly 
the few quotes in which the interviewees mentioned conflicts were very  negative. It is 
possible that the interviewees were not willing to analyze those, possibly  hurtful, 
experiences in depth with the interviewer. Also, had the interviewer been able to ask 
better additional questions, more interview data could have been acquired also of the 
conflict aspect. The interviewees did, however, clearly  see difference between open 
debates, which were perceived as extremely important and conducive for creativity, 
and open conflicts, which were described by personal tensions and were seen as 
very harmful for creativity.

The interviewees perceived flexibility, open communication, freedom, and support for 
risk-taking behavior as conducive for creativity. The interviewees also made it clear 
that management and leadership  are very important and meaningful in managing 
creative work and people as well. The interviewees also emphasized the importance 
of understanding creative process, and the nature of creative work when it comes to 
managing creative work. Management practices and leadership  style needs to be 
tailored according to personalities and goals that are involved. Creative people and 
projects need management and leadership as much as many other kinds of projects, 
acoording to the interviewees.

The main points of previous research, theory and empirical findings are summarized  
in the figures below. The figures are used in order to reflect the empirical findings to 
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previous research and theory. The aim is to integrate the empirical findings to the 
theoretical framework and findings of previous research.

Figure 8. Summary of the findings of the study.

According to Maslowʼs hierarchy of needs, people have five levels of human needs; 
physiological, safety, love/belonging, esteem, and self-actualization. Creativity 
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belongs to the highest level of needs, the level of self-actualization. In todayʼs 
society, many individuals look to fulfill their needs for creativity and other self-
actulization activities in their work. The interviewees also thought all individuals have 
creative potential, and in media industry many individuals are looking to fulfill their 
need for creativity  and self-actualization in their work. Previous research and theory 
suggest that creativity is not an exclusive gift only chosen people have, but a 
characteristic present in all people. Motivation, especially intrinsic motivation, and 
attitude are key aspects to what extent an individual may realize oneʼs creative 
potential. (Amabile, 1998; Sternberg, 2007.) The interviewees perceived creativity 
quite similarly and also emphasized the importance of oneʼs motivation. Managers 
and leaders of creative work and individuals have a key role in supporting individualsʼ 
motivation and facilitating possibilities for individuals to take on tasks they have 
motivation towards, and set new challenges so individuals donʼt get stuck to 
repeating routine tasks for too long. According to the interviewees, extended periods 
of routine tasks kill creativity. Material rewards were perceived as necessary but 
alone insufficient means of supporting creative individualsʼ motivation. Using material 
rewards may even be harmful for creativity, since it may guide individuals to only 
certain types of behavior, and hence limit creativity, according to both theory  and 
research as well as the interviewees. The interviewees also agreed that media 
industry in general can be described as a creative industry, and that creativity is a 
strategic resource in media companies, as previous research and theory also 
suggest. The suggestion that creativity occurs on individual, processual, and 
organizational levels was also supported by the interviewees.

Previous research suggests that within creative industries, many management 
practices that may be harmful for creativity  are being used (Hamel, 2007; Rajaniemi, 
2010). High levels of formal hierarchy and bureaucracy can be mentioned as an 
example of such practices. All the interviewees had had such experiences as well. In 
many cases, the interviewees associated these kinds of management practices to 
insufficient understanding of creative process and managing creative work and 
individuals. Cutting resources in wrong places may be very harmful for creativity 
according to the interviewees. According to theory and previous research, creative 
processes may be linear or spiral and different amount of resources are required in 
different phases of creative process. Gaining deeper understanding of the nature of 
creative process and creative work are essential if one wants to be successful in 
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managing creative work and people, according to both theory and previous research 
as well as the interviewees. The interviewees also emphasized the importance of 
setting mid-term goals during creative process which theory and previous research 
did not point out. According to theory and previous research, creative people show 
tendencies of thought and action that in most people are segregated (Williams & 
Yang, 1999). The interviewees did not emphasize contradictory personal traits of 
creative individuals, but did however mention that creative individuals often are more 
sensitive than average, and tend to take their work quite personally  which needs to 
be acknowledged by managers of creative work. Both the interviewees and theory 
and research agree that divergent thinking is an ability linked to creativity. 

Certain levels of autonomy and freedom are pre-requisites for creativity, according to 
both the interviewees and theory and previous research. In the interviewees 
examples, exceptionally high levels of autonomy and freedom were included in all the 
examples of high creativity  from their work careers. Both the interviewees and 
previous research and theory agree that an organizational or managerʼs approach 
that emphasizes control have an effect of minimizing employee creativity. 

Creativity and new ideas need social evaluation in order to achieve true creativity. 
According to Csikszentmihalyi (1999), creativity is as much a social and cultural as it 
is a psychological event. Creativity is a process that can be evaluated in the 
intersection of individuals, domain and field. Whether an idea or product is creative or 
not does not depend on its own qualities, but on the effects they  are able to produce 
in the audience that is exposed to it. The interviewees also thought social evaluation 
and acknowledgement is an element that is always present in creativity. Whether 
new creative ideas have potential or not becomes apparent when they are exposed 
to larger domain and field. Facilitating open debates is conducive for creativity, 
according to both the interviewees and theory and research, because during debates 
it is possible to get social evaluation for new creative ideas. Open debates also 
provide support for divergent thinking as a number of perceptions and ideas can be 
discussed efficiently. Having individuals with diverse backgrounds is a positive factor 
for open debates and further is conducive for creativity, according to both the 
interviewees as well theory and previous research.
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For managers of creative work and individuals it is important to make sure that open 
debates remain between ideas, and do not become personal conflicts between 
individuals or political turf battles. Open conflicts were perceived as very harmful for 
creativity by both the interviewees and theory and previous research. All the 
interviewees examples of conflicts were included in the negative experiences of low 
creativity. The interviewees described that when problems become personalized and 
conflicts occur, people feel basic safety is lacking which is an insustainable situation 
for creative work. Basic safety is needed for people to be able to do creative work 
which is often very personal. The aforementioned cutting resources in wrong places 
may lead to increased number of open conflicts according to the interviewees.

Organizationsʼ orientation towards risk taking is an indicator of organizationʼs creative 
climate and culture according to theory and research and the interviewees. (Amabile, 
1997; Ekvall, 1996.) Intervieweesʼ examples of high creativity were described by 
tolerance of ambiguity  and encouragement to openly present ideas and take risks. 
Similarly, negative examples included situations where risk-taking behavior was not 
supported and climate for risk taking and presenting bold new ideas could be 
described as hostile. Not being able to take on challenges, having to stick to routine 
ways of doing things, and not getting feedback or recognition for creative efforts are 
all things that are extremely harmful for creativity  acocrding to both the interviewees 
and theory and previous research.

This study has a number of limitations. The sample size of the empirical part of the 
study is relatively small and sets limitations to generalizability of the findings. All the 
interviewees are also from one single company, and the organizational practices and 
realities may be very different in other organizations in media industry. This also limits 
the generalizability of the findings to other media organizations. Another thing that 
may have had an effect on the interviewees perceptions, as well as the 
interpretations and analysis of the researcher, is the bilingualism of the interview and 
analysis process. Majority of the theory material has been read in English. Four of 
the five interviews were done in Finnish however, and for example the translations of 
the interview themes were direct translations. Some things may always be lost in 
translation. Words and concepts may have different tones and built-in meanings for 
people in different languages. It should be noted that this may have had an effect on 
the interviewees and how they interpreted the interview themes for example. It is 
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possible that the challenge theme for example provoked comments negative 
comments than among the interviewees more than the theoretical material would 
predict partly because translation-related reasons. Challenge or challenges may 
have peen perceived as something problematic and limiting rather than as positive 
opportunities for self-actualization and professional growth among interviewees. 
Once again, the interviewer should have probably  open up the meaning of this term 
more, not just lead the discussion to this theme using a direct translation. 

Deeper understanding about an organizationʼs climate and culture for creativity could 
be gained by first using either Ekvallʼs creative climate questionnaire or Amabileʼs 
KEYS-questionnaire for a larger sample population, and then doing a few semi-
structured interviews with selected managers of the organization to discuss the 
themes and results of the questionnaire. Also, a comparative study of the creative 
climate between two or more organizations could provide interesting results.

The process of this study has provided a great deal of information and knowledge 
over an exciting phenomena of organizational creativity  for the researcher. However, 
I want to end the process to a great quote by  Konstantin Stanislavski (1863-1938), 
the founder of Moscow Art Theatre:
 ”The greatest wisdom is to realize oneʼs lack of it” 

Stanislavski spent decades working with creative people such as actors and 
directors, developed internationally  known training methods for them and was a co-
founder of the Moscow Art Theatre. Despite his tremendous experience and success, 
he was able to draw a kind of conclusion described above. I think it would be a good 
guideline to keep in mind personally  as a researcher, and in the field of creativity 
research as well.
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Attachments
TABLE 1. Defining creativity
Interviewee 1 Interviewee 2 Interviewee 3 Interviewee 4 Interviewee 5

1 ”Creat iv i ty is 
hard work”

2 ”Creativity in my 
opinion also has a 
l o t t o d o w i t h 
q u e s t i o n i n g , 
t h i n k i n g t h o s e 
t h i n g s f r o m a 
different point of 
view.”

3 ”Creativity is  also 
c o u r a g e . 
Questioning and 
c o u r a g e t h a t 
eventually lead to 
someth ing new 
being born.”

1 ”Creativity exists 
in so many places, 
i t ’s no t on ly a 
visual thing even 
though in here the 
fi rs t t h i ng tha t 
comes to mind is 
about visuality"

1 ”I think creativity, 
it’s a basic human 
trait. Every single 
p e r s o n h a s 
creativity in them, 
A little baby for 
e x a m p l e , y o u 
know she doesn’t 
get one thing in 
one way, she tries 
to do it in another 
way. Maybe she 
doesn’t know how 
to do i t today, 
m a y b e n o t 
tomorrow either, 
but they day after 
t o m o r r o w s h e 
finally cracks it, 
how to get that 
d o n e . T h a t ’ s 
creativity.”

1 ” T h a t ’ s a n 
i m p o s s i b l e 
q u e s t i o n b u t 
intuitively.. Quality, 
a s u b j e c t i v e 
experience, you 
know sometimes 
s i t u a t i o n s j u s t 
demand things  to 
be done in a new 
way or better. I 
t h i n k t h a t ’ s 
creativity. The new 
a n d i n fl u e n t i a l 
thing, that to me 
u s u a l l y m e a n s 
creativity.”

1 ” W e l l , t h e 
textbook definition 
of creativity I think 
s a y s i t i s 
someth ing new 
and valuable or so. 
I think everyone 
has creative ability 
in them.”

2 ”When we talk 
about creativity, it’s 
a l w a y s a b o u t 
creating something 
n e w, i n v e n t i n g 
something new. I 
t h i n k c r e a t i v e 
m a n a g e m e n t 
means that you 
e n a b l e y o u r 
e m p l o y e e s  t h e 
kind of creativity 
t h a t t h e y c a n 
invent things, even 
for you.”

2 ”It’s  the human 
ab i l i ty to th ink 
t h i n g s  f r o m 
different angles, 
and to be able to 
see that things  can 
b e d o n e i n a 
number of ways.”

2 ”To me these 
concrete things are 
creative, I can do 
an administrational 
thing creatively or I 
can do something 
fi c t i o n a l , b i g , 
creatively. To me 
creativity is kind of 
penetrating term.”

2 ”I think creativity 
is the ability to see 
options and being 
able to look at 
things from various 
viewpoints. You 
know, being able 
to combine things, 
create functioning 
combinations  of 
elements  that may 
seem very distant 
from each other at 
first.”

3 ”In our line of 
w o r k t h e r e ’ s 
creativity involved, 
even when i t ’s 
done in a bad way, 
there’s creativity 
involved. Even if 
it’s done in a very 
mathematic way, 
there’s creativity 
involved.”

3 ”Creativity is  also 
always  linked to 
c o m m u n i t y . I 
mean, one can’t 
really be creative 
only alone. Ideas 
n e e d t o b e 
s u p p o r t e d 
s o m e h o w y o u 
know.”
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Interviewee 1 Interviewee 2 Interviewee 3 Interviewee 4 Interviewee 5

4 ”Creat iv i ty is 
also, you know, 
seeing things from 
different angles 
a n d i t ’s  a b o u t 
problem solving. 
Of course there are 
certain people who 
can see th ings 
more outside the 
box than some 
other people.”
5 ”We’ve got all 
t h e s e fl a s h y , 
artistic production 
designers  who like 
to make things 
with their hands 
and have all these 
big visions  and 
such. You always 
hear about those 
kinds of things and 
you don ’ t see , 
when they think 
a b o u t t h e 
engineers  we have 
in our technical 
department they 
don’t see those 
g u y s a s v e r y 
creative. But then 
if you go talk to 
Nokia, they see 
those engineers as 
v e r y c r e a t i v e 
people.”
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TABLE 2. Time
QUOTE SIMPLIFIED QUOTE CATEGORY

1 ”We wanted the meetings to 
be very efficient. There was no 
slacking, they were very goal-
oriented.”
2 ”The network of experts from 
different departments of the 
house put their time to waste.”
3 ”People were not activated in 
any way between the 
meetings”
4 ”We should've used the time 
between the meetings to 
develop creativity and ideas, 
but no tasks were given for 
those periods and people 
didn't do it independently.”
5 ”For today's people money 
isn't all that central, but spare-
time is something people are 
lacking.”
6 ”Maybe creativity lives better 
on spare time, so it could be a 
reward, to facilitate freedom 
and leisure within work.””
7 ”In the end it's the result that 
counts, so does it matter, 
where the person put the work 
in or how much he used time 
for it?”
8 ”It is true that projects, in a 
way live all the time, but they 
also need to be directed to 
some mid term goals.”
9 ”A certain structure through 
which we reach the goal, the 
project ends at nov. 30th for 
example, so by that time we 
need to have something ready. 
By certain time we will have 
done these phases.”
10 ”So that there is a beginning 
and the end, and certain 
milestones where we look back 
and reflect the things we have 
done so far.”
11 ”In the good example we 
were developing that one day 
that eventually came, so we 
had to have something ready 
byt that date.”

Efficient meetings with clear goals Efficiency pressure

Time went to waste. Efficiency pressure

People weren't activated between the sessions.Process

Intermissions should've been used for developing creativity.Process

Spare time more important than money.Reward

Creativity lives better on spare time, spare time as reward..Reward

Result counts. Flexibility

Process structure despite ambiquity.Process

Process nature. Process

Defined times and phases for self-reflection.Process

Clear deadline. Efficiency pressure

100



QUOTE SIMPLIFIED QUOTE CATEGORY

12 ”You have to carefully 
consider what is beneficial, and 
then there's also that when you 
do different kinds of projects, 
you'll start noticing that in 
certain projects you need more 
leisure and flexibility, then 
again the others just need to 
be done in faster pace and by 
strict schedules."
13 "But not too laid back, that 
produces nothing either.”
14 ”When the manager recedes 
because of rush, it becomes 
evident very quickly.”
15 ”We have strict schedules 
for work processes but they 
also have to be dealt with in a 
way that the person himself 
internalizes the schedule and 
not in a way that the person is 
scheduled. So that he can 
schedule his work processes 
by himself."
16 ”In a large organization 
there's so much program 
production going on that 
there's not much time left for 
rest or recovery. You have to 
plan and design all the time."
17 ”There are a lot of good 
things about softwares and 
they make your life easier, but 
the kind of rat race, and the 
ever accelerating pace of it, 
and the fact that creative 
designers are forced to study 
vast amounts of technology, 
and that they never really get to 
actually work with the software 
because the next update is 
already on the way."

Diversity of time usage in projects.Flexibility

Good amount of time pressure. Efficiency pressure

Rush is harmful. Harmful rush

One's ability to affect schedules. Flexibility

Lack of laid back time. Harmful rush

Technology caused rush. Harmful rush
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QUOTE SIMPLIFIED QUOTE CATEGORY

18 ”I've never liked the idea 
that creative work would need 
to be done at certain time. 
Because everyone has their 
own inner rhythm. We use 
flexible working hours because 
if someone doesn't to want to 
come to work at eight in the 
morning, there's no point in 
forcing them to do so when the 
job doesn't require it. People 
function best at different times 
of the day and one can never 
say that creativity should 
happen at certain time of the 
day."
19 ”In this job you get paid for 
certain hours but the 
processing you do in your head 
during evenings and nights, 
that's a whole different 
number."
20 ”The bureucracy had been 
taken care of. So strictly 
scheduled, and once we 
started we got going right 
away.”
21 ”Schedule and great 
expectations set challenges 
already in the beginning of 
course.”
22 ”There the group leader was 
too strong a person, in a 
negative way..He didn't 
understand the identity of 
creative work, he only was a 
scheduler and guarded the 
money. When you are not 
familiar with creative work and 
process, you can get an entire 
group to lock completely."
23 ”There was time shortage, 
stress, badly managed, people 
didn't know what they were 
doing anymore.”
24 ”Misunderstandings, bad 
creative management, 
scheduling problems, there 
were many reasons.”

Increased flexibility in working hours for creative workers.Flexibility

It is difficult to define work hours for creative work.It is difficult to define work hours for creative work.

Efficient use of time. Efficiency pressure

Schedule pressure. Good pressure

Wrong kind of scheduling for creative workHarmful rush

LAck of time. Harmful rush

Problems in scheduling. Harmful rush
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QUOTE SIMPLIFIED QUOTE CATEGORY

25 "If the vision is being looked 
for too long in a project, you'll 
enivetably face rush..Then 
there's not enough time to 
technically execute and finish 
the work.In creative work time 
is always very limited. One 
often faces schedules and 
rush, but also learns to live with 
them as long as one knows 
what they're doing."
26 ”They had production 
managers, producers and 
directors and they basically 
planned how production would 
be done. Two weeks of editing 
time, one week of director of 
photography working.. In some 
ways, you worked a bit like a 
logistics company”
27 ”We try to get our people in 
the middle, before they decide 
on all the resources, to spend a 
day with their creative people 
and talk about the visual things 
and creative things, talk about 
the story. We try to get in the 
middle before they say ít’s 
gonna need two weeks of 
editing, two weeks of this..
´before really thinking how the 
program is gonna be made”
28 ”it is important to have 
freedom but you need 
efficiency as well”
29 ”I’d say the usage rate is 
somewhere around 88 or 89% 
so there’s still some time left 
for our projects, I’d say 10%. 
But of course some of that is 
their office time where they 
have to fill in their hours and all 
of that”
30 ”For some people it’s like 
being a nurse almost. And 
some people it’s different”
31 ”People feel they have to do 
more with less. I think that’s a 
dangerous position to be in”
32 ”Somehow you just need to 
find a way to get outside your 
daily routines, yeah. ”

Schedule-pressure, process nature, milestones.Harmful rush

Inflexibility in scheduling Flexibility

Reserving time for planning together.Flexibility

Efficiency. Efficiency pressure

Usage rate 90-10 Flexibility

Variation in flexibility. Flexibility

More with less. Harmful rush

Getting outside daily routines. Flexibility
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TABLE 3. Risks
QUOTE SIMPLIFIED QUOTE CATEGORY

1 "we had our prejudices with 
our manager about this 
collaboration, and we 
acknowledged this prejudice. 
But we decided to take a 
positive attitude and see what 
this new person could give us"
2 "And when that day finally 
came and went on, we noticed 
that those solutions that we had 
taken risks with were the ones 
that produced the best results 
for that day and those were the 
most memorable things about it"
3 ”This particular manager was 
very introverted and didn’t want 
to.. Wasn’t too excited about it 
and didn’t put himself to play.”
4 ”There was an atmosphere of 
fear more than atmosphere of 
creativity”
5 ”In the early going you say 
´there’s no right or wrong 
answers to this, you’re allowed 
to say wild and crazy ideas´”
6 ”Itʼs more about creating a 
feeling.. That my job matters, I 
can be bold in my work and I 
donʼt need to be afraid that 
something bad is coming to me 
as a result.”
7 ”There's always some 
personal fears involved but then 
one just has to trust that I'm a 
good guy and there's gonna be 
work for me even though there 
are changes"
8 ”When someone came up with 
an idea, others were either 
mostly quiet or gave looks to the 
one who said the idea, in a way 
that that wasn’t too smart. It 
was made clear that one 
shouldn’t give out those kinds of 
ideas at all.”
9 ”People were quiet a lot so no 
one got to actually justify their 
ideas because if one notices 
that this doesn’t provoke any 
feelings or thoughts, it is better 
to just stay silent.”

Prejudice Conscious risk taking

Good results from risk taking Conscious risk taking

Did not take risks Negative climate for risk taking

Atmosphere of fear Negative Climate for risk taking

Allowing wild and crazy ideas Positive Climate for risk taking

I can be bold, I don’t need to be afraid.Positive Climate for risk taking

Trust despite personal fears Positive Climate for risk taking

New idea, people were quiet Negative Climate for risk taking

Ideas didn’t provoke feedback Negative Climate for risk taking
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QUOTE SIMPLIFIED QUOTE CATEGORY

10 ”Everyone fails sometimes 
and one has to be able to 
accept critique, but also the 
critique needs to be given in a 
constructive way.”
11 ”It is a national disease in a 
way this self confidence and the 
feeling of inadequacy. And that 
feeling limits creativity in a way.
12 ”In this example, according 
to measurements that were 
done among graphic designers 
they felt they took big risks 
constantly.”
13 ”Everyone got to do this 
thing together despite their 
professional titles. They were 
allowed to take risks and bring 
their input with other members 
and that input was appreciated.”
14 ”In Veli Puolikuu series for 
which I did the costume and 
staging design, we were doing 
something completely new that 
had been never done beofre. So 
obviously we were allowed and 
forced to take a lot of risks.”
15 ”The point is that all of a 
sudden you get, you know, 
hundred different images. Then 
a text journalist starts to see, 
okay these are quite different. 
And actually in fact we have to 
make choices.”
16 ”I think here in YLE we 
should be taking more risks. 
What I mean is that we should 
take more risks with content. 
Because we’re not funded by 
commercials.”
17 ”In our new strategy we are 
setting that we would be taking 
more these kind of risks. We are 
not just looking at the ratings 
but we are trying to reach 
younger audiences. We know 
we are going to loose in the 
rating, and that’s just a 
conscious decision on our part.”
18 ”We decided that ok, we’re 
gonna make it as if it was a live 
event, but actually it is not a live 
event.”

Everyone fails, critique needs to be constructiveTolerance of failure

Lack of self confidence limits creativityConfidence

Felt they took big risks Confidence

Everyone did it together, took risks and their input was appreciated.Positive Climate for risk taking

We did something new, were allowed to take risks.Positive Climate for risk taking

Have to make choices Confidence

Should take more risks because of fundingRisks and money

Strategic risk taking to reach young audiencesConscious risk taking

Make it look like live event Conscious risk taking
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QUOTE SIMPLIFIED QUOTE CATEGORY

19 ”We’ve got less money to do 
things than we had, say, 10 
years ago. A lot less money. And 
that forces us to rethink things 
and also to take risks.”
20 ”Even if the plot wouldn’t be 
seen as the most creative one, 
in a way it is the most creative 
one for those guys because it 
makes the most money in that 
environment. As I said, money 
doesn’t take risks.”
21 ”A lot of times people, 
clients, they want to concentrate 
on..you know, the short-term 
rewards and not seeing the 
bigger picture behind that risk 
taking.”
22 ”We said ‘the hell with this, 
this is this kind of liturgy and 
bullshit, we’re not gonna do this. 
We’re gonna do something new, 
we have a new group, we have a 
new ceo who’s very dynamic 
and different.”

Less money forces to take risks Risks and money

Money doesn’t take risks Risks and money

Short-term rewards > risk taking Risks and money

We’re gonna do something new Positive Climate for risk taking

23 ”Failure is the best thing that 
can happen. We should think 
like: ’ok, this went down the 
drain completely, but next time 
we’ll do it differently.”

Failure is the best that can 
happen

Tolerance of failure, positive 
climate for risk taking
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TABLE 4. Conflicts
QUOTE SIMPLIFIED QUOTE CATEGORY

1 ”We had a bigger group of 
people there to design, and that 
can create more of these kinds 
of conflicts”
2 ”In the good example there 
were no conflicts. Then in the 
bad example there clearly were, 
there was a lot of huffing and 
such... You could tell there 
were...No one talked about it, 
but there clearly were tensions 
between people.”
4 ”Problems often become 
personalized, and when they 
personalize the process gets 
extremely heavy.”
5 ”The atmosphere in the project 
became so inflamed that even if 
there had been such a veteran, 
no one wanted to raise up for 
the challenge anymore. 
Everyone just wanted to do their 
share as quickly as possible and 
get out of there. It was not 
teamwork anymore.”
6 ”When basic safety has 
disappeared, it is very difficult to 
do creative work. If one has to 
worry about very basic things all 
the time.”
7 ”If you just try to use a cheese 
slicer and cut a little bit there, a 
little bit there, a little bit there, I 
don’t think it really works, it just 
makes everything a little worse. 
What you have to do is to think 
the whole concept differently. If 
you try to do it the same way, 
but with less resources, it’s just 
gonna leave a bad feeling to 
people and create conflict”
8 ”No one dissed each other or 
called anyone any names.”
9 ”It is very difficult to assess 
people’s work in a way that the 
person feels that it is not about 
evaluating him/her as a person. 
That’s probably most skilled and 
difficult management, giving 
feedback. That it would be done 
in a way that it wouldn’t become 
too personal.”

Bigger group, more conflicts Team size

Good - no conflicts. Bad - tensions between peopleGetting personal

Problems become personalized Getting personal

Atmosphere became inflamed, everyone wanted to get outInflamed atmosphere

No safety - difficult to be creative Inflamed atmosphere

Cutting resources from everywhere creates conflicts and bad feelingResources and conflict

No namecalling Getting personal

Giving feedback is difficult, shouldn’t get on personal level.Getting personal
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TABLE 5. Rewards & feedback
QUOTE SIMPLIFIED QUOTE CATEGORY

1 ”We met a number of times 
and there a was a very strong 
atmosphere of enthusiasm. No 
one rejected each other’s ideas 
in principle, but everyone built 
on top of each other’s ideas 
instead.”
2 ”Some people did comment 
but because they got no 
feedback to their creativity and 
thinking, those efforts died 
rapidly.”
3 ”There was no rewarding 
insight involved. Why should you 
give one minute for this cause? 
In principle it was assumed that 
it is enough when you get to be 
a part of this but there is no way 
that would be a sufficient 
reason.”
4 ”Money will always be a 
means of rewarding in some 
way. But in the long run it 
motivates quite a little. In my 
opinion if there are development 
projects for instance, where one 
can utilize their own creativity, 
they are way more motivating for 
people. When you are involved 
in creating something new, you’ll 
get a reputation that ´we should 
use this person, he/she is an 
innovative and creative person´. 
That is far more motivating than 
a certain sum of money you get 
for spending your time on 
something.”
5 ”It is important that people 
have a feeling that they can 
make a change happen, a 
change is possible and work 
culture can be changed. If they  
in principle feel that there’s no 
use to do anything when nothing 
is leading anywhere, you can be 
sure that it won’t either.”

Enthusiastic atmosphere, building on top of each other’s ideasRewarding organizational climate

No feedback - efforts died Lack of feedback & rewarding

No rewarding, assuming people are motivated in principle.Leadership’s role in rewarding

Money rewards will be there, being able to use creativity a better rewardSystematic feedback

People need to feel they can make a changeRewarding organizational climate
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QUOTE SIMPLIFIED QUOTE CATEGORY

6 ”The person in the leading 
role... She asked and listened to 
people a lot and was very 
interested to hear about their 
thoughts. She presented her 
own thoughts strongly but had 
the courage to talk in a way that 
it was clear they were her 
thoughts and feelings. Which 
created a feeling that here other 
people can say what they think 
and feel. She didn’t present 
anything as a general truth or 
such.”
7 ”It is easier for people who 
participate in a creative entity 
when they realize the manager 
has certain mid-terms here 
where he/she gets back to, 
where he/she analyzes it or 
leads it to certain direction. 
Because in a way it is very 
frustrating for people if they 
notice they are only innovating 
and visioning and being very 
creative but it is actually leading 
nowhere.”
8 ”In the bad example 
atmosphere was kind of ulterior 
and people didn’t build on top of 
each others’ ideas.”
9 ”Certain freedom, trust and 
encouragement are extremely 
important for creative people.”
10 ”By coincidence the people 
in the team happened to be very 
social and creative people who 
surprised everyone by being so 
incentive. They supported each 
other and simultaneously gave a 
great freedom to create and 
respected each others’ 
expertise.”
11 ”Creative people are often 
types of persons that if one 
gives the negative feedback 
before the positive, the person 
does not even remember the 
positive afterwards. It is 
surprisingly sensitive.

Leader listened to people well and presented own thoughts as equal opinionsLeadership’s role in rewarding

Having mid-terms in creative entities makes it easier to see the big pictureSystematic feedback

People didn’t build on top of each other’s ideasPeer feedback

freedom, trust and encouragement importantRewarding organizational climate

People were incentive and respected each otherPeer feedback

creative people are sensitive to feedbackLeadership’s role in rewarding & feedback
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QUOTE SIMPLIFIED QUOTE CATEGORY

12 ”Probably the biggest 
catalyst is always the leader's 
role but also how big is the trust 
within the group. How freely can 
you create ideas there. I mean, if 
there is no free idea creating in 
the beginning, then it would be 
only about executing..”
13 ”The producer organized a 
kick off meeting where feedback 
was given openly to both 
directions. This particular work 
got awards too and especially 
because for the team. I don’t 
know if it was the producer’s 
decision to reward the entire 
team, not just the director and 
producer. He wanted all the 30 
people in with it.”
14 ”Too often the job is finished 
and some people never even 
see the final result. Then you 
already have to start with the 
next one. It doesn’t reward the 
worker, that kind of working.”
15 ”As a project manager you 
have to make sure that people 
feel that it is their final product 
and so on. Under no 
circumstances can you take the 
credit of it.”
16 ”(Pitching event) is a good 
example with us how to help 
creativity, to give people 
opportunities. It also helps 
atmosphere, people get the 
feeling that ok, I’ve got a 
chance! I’ve got an opportunity 
to do other things! If people 
have an idea, it can be heard 
and if the idea is good enough it 
can actually go somewhere."
17 ”Creativity needs to be 
acknowledged in a way that 
other people think it is creative. 
You can not just think alone that 
I’m so creative and I do things 
so creatively. People usually 
realize that that is a good 
solution. You usually get 
feedback, or if you don’t get 
feedback, in any case creativity 
is collectively acknowledged 
more than individually.”

Leader’s role and free idea creation importantLeadership’s role in rewarding & feedback

Feedback was given both ways, entire team was rewardedLeadership’s role in rewarding & feedback

Not seeing the final result is not rewardingLack of feedback & rewarding

Manager can’t take credit of the final productLeadership’s role in rewarding & feedback

Giving people opportunities to do other things helps creativityRewarding organizational climate

Creativity needs to acknowledged by other people tooPeer feedback
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QUOTE SIMPLIFIED QUOTE CATEGORY

18 ”Anytime we asked 
something or presented 
something, he said he’s gonna 
write it down. Then he wrote it 
down but it never went 
anywhere from there. Then again 
this other person, she threw 
herself in it, when someone 
asked something the reaction 
could be ´that’s fascinating´and 
we changed the program!"
19 ”That was the thing, 
feedback was dealt with 
properly and it mattered.”
20 ”We have one newsroom 
there where straight feedback is 
given, it has become a work 
culture that they talk straight 
and give feedback on a day after 
the airing. One goes through the 
broadcast and others discuss it. 
You can give pretty spicy 
feedback there and it doesn’t 
leave a bad taste.”
21 ”But that by itself does not 
guarantee that the program 
would develop. That you have a 
working feedback system is not 
enough by itself. There has to be 
other kinds of input that gets the 
creativity going.”
22 ”When you think of creativity, 
it always has to do with hard 
working. For people to be ready 
to work hard for some cause, 
you need to be able to motivate 
and define some means of 
rewarding. And that didn’t 
happen in the negative 
example.”

Things didn’t go anywhere from notebook. Person threw herself in Leadership’s role in rewarding & feedback

Feedback mattered Leadership’s role in rewarding & feedback

Giving feedback a work culture in one newsroomSystematic feedback

Feedback systems doesn’t guarantee developmentSystematic feedback

No motivating or means of rewarding.Lack of feedback & rewarding

23 ”If one is not getting 
feedback, the work becomes 
meaningless at some point. In 
Finnish culture we give feedback 
too rarely. And often it is only 
about saying the negative 
things. When we should bring 
up the good, positive things. 
With creative people preferably 
the positive things should be 
said first and only after that talk 
about the bad ones.”

No feedback - work becomes meaningless. Saying positive things first in feedbackLack of feedback & rewarding
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TABLE 6. Challenge
QUOTE SIMPLIFIED QUOTE CATEGORY

1 ”No one was a prisoner of 
their own roles. They could bring 
the expertise from their own role 
and challenge others. Also 
challenge themselves with 
others’ expertise.”
2 ”This manager was kind of 
introverted and was not very 
excited about it. And he created 
the same atmosphere for us all.”
3 ”The consultant failed in 
challenging the manager and 
getting people involved through 
that.”
4 ”For instance our.. it would be 
good for our development team 
to sit in the same space so that 
there would be more collective 
thinking.”
5 ”There the atmosphere was so 
good that the consensus about 
the way to do it emerged 
collectively. In the bad example 
the manager just did it the way 
he thought was best. The final 
product was recognized yes, but 
it wasn’t something we would 
have wanted to do.”
6 ”If the bad bureaucracy spills 
over to employees, it obviously 
decreases creativity, disturbs the 
process of creative work and 
forces people to do things they 
don't see as meaningful. It is 
manager’s job to keep the unit 
so that it seems there is only 
good bureucracy.”
7 ”That one can constantly 
come up with new things and 
good things, it is left to each 
one’s own responsibility mostly. 
That one can maintain their own 
level of interest.”
8 ”In a way when everyone was 
doing a shared, collective thing, 
the ideas and insights were 
flowing over professional 
borders.”
9 ”Everyone of us, no matter 
what work you do, needs 
challenges every now and then. 
Even though they may feel too 
big in the beginning, but if work 
is only routine...There’s not 
gonna be much creativity born.”

People could use their experience and challenge each otherChallenging environment

Manager was not excited Leadership’s role in creating challenge

Consultant didn’t challenge managerLeadership’s role in creating challenge

Same space - more collective thinkingOpen communication

Good atmosphere - consensus emerged. Bad example - manager made the decisionsChallenging environment, leadership’s role in creating challenge

Bureaucracy disturbs creativity Challenging environment, leadership’s role in creating challenge

Maintaining interest is each one’s responsibilityChallenging one self

Ideas flowing over professional bordersChallenging environment, open communication

Everyone needs challenges Challenging environment
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QUOTE SIMPLIFIED QUOTE CATEGORY

10 ”But when the team spirit, 
the dynamics, and the 
communication work well, the 
challenges become secondary 
in a way.”
11 ”There are many kinds of 
challenges, you can’t give up for 
fear because that kind of blocks 
the channel and at worst it can 
lead to panic and not being able 
to produce anything.”
12 ”It was more about the 
design, joyfulness and play, 
even the name was kind of like... 
We had a list and together we 
just looked and decided, ok this 
looks fun.”
13 ”We’ve got sound designers, 
we’ve got directors of 
cinematography, we’ve got 
production designers, all in this 
one team where we try to give 
people opportunities where they 
can really give their creative 
input to projects across our 
company.”
14 ”We figured, why not start a 
festival in a city! And that was 
new thinking at the time... And 
when we got the group of 
people together, there was no 
goals really, the goals just 
emerged from within the group, 
there was no chiefs or managers  
either in the beginning. After it 
started getting bigger, then 
responsibility was divided of 
course.. But all the time 
something new emerged, ways 
to use the city. It was a great 
experience to be involved in!”
15 ”We studied a whole lot of 
stuff related to group dynamics 
and teaching and managing and 
coaching. Everyday we learned 
and practised something new. 
That was the best management 
school I’ve ever been to!”
16 ”It is always that going out of 
comfort zone. And when looking 
back, that’s the most important 
and remarkable stuff.”

Team spirit helps overcome challengesOpen communication

Can’t give up in front of challengesLeadership’s role in creating challenge

Playfulness Challenging environment

Giving opportunities for creativity Leadership’s role in creating challenge

New thinking, goals emerged Open communication

Something new every day Leadership’s role in creating challenge

Going out of comfort zone Challenging one self
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QUOTE SIMPLIFIED QUOTE CATEGORY

17 ”I believe that when safety is 
taken care of, you can look at 
the situation and see what gets 
people going and add some 
pressure. The pressure comes 
from goals and things that have 
been said out loud in a way that 
it has been said to everyone at 
the same time.”

Safety is taken care of, you can add pressureLeadership’s role in creating challenge
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TABLE 7. Debate
QUOTE SIMPLIFIED QUOTE CATEGORY

1 ”No one blocked each others’ 
ideas in principle, but built on 
top of them instead. None of us 
were anyone’s superiors, none 
were anyone’s subordinates - 
we were all independent actors.”
2 ”One wasn’t really encouraged 
to talk boldly, to be bold and to 
think things from a new point of 
view. There was hierarchical 
setting about who can talk and 
what... This setting was made 
very clear in early going.”
3 ”We all got a feeling that ’ok, it 
does matter what I think and 
what I can provide for this’. And 
that leads to people wanting to 
feed that good feeling, wanting 
to be there to create something, 
so that everyone in here gets the 
feeling that their thoughts 
matter.”
4 ”It was still democratic, we 
decided together that this is the 
way we a re going to do it, these 
are our ways and good, let’s try 
this and this. I think if we had 
not found a compromise, this 
manager would have been able 
to say how this is going to be 
finished.”
5 ”When someone came up with 
an idea, others were mostly 
quiet or gave these kinds of 
looks for the sayer that ‘that 
wasn’t too smart’.”
6 ”I have studied improvisation, I 
think we can get a lot of 
thoughts from there to develop 
creativity. Because improvisation 
is about building on top of each 
other’s ideas, and not abot 
running over them in a way.”
7 ”Interaction between people is 
better when the atmosphere is 
more allowing in a way.”
8 ”We were also allowed to say 
that ’I disagree on that now’. 
You were allowed to say that 
’ok, it’s interesting and you can 
think about it that way too’. It 
was ok to think differently.”

Independent actors built on top of each other’s ideasOpen and equal debate between ideas

No encouragement, hierarchical settingHostile environment for debate

It matters what I think, good feelingOpen and equal debate between ideas

Democratic, decided together Open and equal debate between ideas

Others were quiet when new idea came upHostile environment for debate

Improvisation could help develop creativityConstructive approach to new ideas

Interaction is better in an allowing atmosphereOpen and equal debate between ideas

Ok to think differently Constructive approach to new ideas
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QUOTE SIMPLIFIED QUOTE CATEGORY

9 ”It went really well because 
there was free idea creation and 
precisely that no one was above 
each other.”
10 ”The atmosphere was 
encouraging and incentive in 
every way. There wasn’t really 
any running over other’s ideas 
really.”
11 ”It was so free and unlimited 
the idea creation. I think partly 
because we really had no role 
models for what we were doing 
and didn’t even know what was 
coming out of it for a good 
while. So there was room for all 
kinds of ideas.”
13 ”Creativity is the ability to see 
all those different ways, that’s 
creativity. If you only see one 
way, then you’re in trouble. In 
our line of business I’d say you 
need to have one hundred ideas 
to have one good program. And 
that’s about seeing things from 
different angles. That to me is 
creativity and it needs to exist in 
all levels of our company, all 
different departments of our 
company.”
14 ”We got together with him 
(client) and this director and 
decided that we’re going to find 
a different way to do it. ”
15 ”We saw a space where we 
could have three days in a row 
and decided we’re gonna make 
it then, and we’re gonna make it 
as if it was a live event but it’s 
actually not. When you film a live 
event you have to travel, build 
the set each time and it costs 
money. Now we only had to 
build it once, take it down once 
and shoot it again and again. 
Good ideas came from everyone 
and we could realize them in this 
new setting.”
16 ”It’s always about making 
these decisions together and 
deciding from a number of 
options.”

Free idea creation, no one was above each otherOpen and equal debate between ideas

Incentive atmosphere, no running over ideasConstructive approach to new ideas

Free idea creation, no role modelsOpen and equal debate between ideas

One hundred ideas to get a good program, decision makingConstructive approach to new ideas

Decided to find a different way Open and equal debate between ideas

Good ideas came from everyone Open and equal debate between ideas

Deciding from a number of optionsConstructive approach to new ideas
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17 ”It was a great process, we 
sat down like two or three 
times.. We sat down and 
shouted out those slogans we 
had and then ’no, no’, at times 
we had even a little heated 
discussions, but the final 
product emerged from those 
discussions.”
18 ”There was some 
competition there in the group. 
You know, people wanted to 
show off a little because we 
were from different departments, 
young people, ’ok, I can say it 
this way and you this way and 
then there’s also this..’. But there 
was no jealousy what so ever.”
19 ”There was no arguing or 
anything like that, no conflicts 
because we were kind of loose 
group from around the house, 
we had no common interest. We 
didn’t compete then and still 
don’t, but there was friendly 
slapping on the wrist and joking 
around in a good way.”
20 ”The group was just stagnant 
the whole autumn, it was not 
listened to. They presented 
some pretty heavy critique but 
he always just wrote the things 
down in his memo and nothing 
happened. That project was a 
big failure.”
21 ”When we move along, one 
has to be ready to reflect on 
their own work and be able to 
question one’s own ideas. One 
can’t hold on only to their own 
ideas but must be able to 
accept the fact that maybe 
someone else’s idea actually 
was more innovative.”

Heated discussions where the final product emerged fromOpen and equal debate between ideas

Competition in the group, no jealousyOpen and equal debate between ideas

No conflicts, friendly joking around in the groupOpen and equal debate between ideas

Group was stagnant, critique not listened to. A big failure.Hostile environment for debate

One has to reflect own ideas and accept others’ can be betterOpen and equal debate between ideas
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TABLE 8. Freedom
QUOTE SIMPLIFIED QUOTE CATEGORY

1 ”No one was limited to one single 
role, everyone just aimed at the day 
becoming as good as possible.”
2 ”If you think about creativity and 
what kind of circumstances does it 
live in - it lives in circumstances where 
there are as many different kinds of 
people from around the house, no one 
is above or under each other 
hierarchically. So that there’s no 
anxiety about whether one can say 
this way or does my boss think this or 
that about me if I do.”
4 ”Work culture is very strongly 
control-oriented, people work under 
surveillance, even the work legislation 
says that a person works under 
employer’s surveillance.”
5 ”On the other hand, allowing people 
the opportunity to work out of office 
at times, that they are allowed to work 
from home and maybe sit on their 
balconies with a cup of coffee for 
example. I think that could create 
good customer service at least if not 
anything else.”
6 ”This person was very hierarchy-
oriented himself in a way that when 
he got here and held the opening 
speech, even that left us with an 
atmosphere that this is not going to 
be an equal group. There are people 
with more power than others in this 
one.”
7 ”I think the leader has the most 
important role in creating the kind of 
atmosphere where people feel they 
can act freely and speak freely and 
not having to be afraid of anything.”
8 ”Starting from the very beginning 
we got the feeling that ’ok, it does 
matter what I think and how I can 
contribute to this’.”
9 ”When we begin a new project, it 
would be important to point out the 
places and phases for creativity. In a 
way that ‘this is the place where we 
build on top of each others’ ideas. 
Let’s throw wild ideas in the air, we 
don’t need to use any filters here’.”

No one was limited to single role Freedom from roles

When there’s many kinds of people and low hierarchy, creativity lives bestFreedom from roles

Work culture control orientated Lack of freedom in work culture

Allowing people to work out of office can create goodManager allowing freedom

Hierarchy-oriented person, not an equal groupLack of freedom in work culture

Leader’s role important in creating atmosphereManager allowing freedom

It does matter what I think Manager allowing freedom

Places and phases for creativity in new projectsManager allowing freedom
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10 ”In the good example there were 
high levels of autonomy and freedom 
and hierarchical positions didn’t 
matter. In the bad example everyone 
was a prisoner of their own role. There 
was no sense of breaking free of their 
roles and wanting to use their entire 
capacity in that one.”
11 ”Certain human knowledge in my 
opinion is a vital part of creative 
management work. You have to give a 
lot of space for some people, but in a 
way keep hold of the strings and be 
the manager there, without putting 
yourself out too much all the time.”
13 ”When there are two or three 
people involved the process is far 
more relaxed and you can see that in 
the final product, I think the quality is 
better. But then again, there are 
people who want to do it by 
themselves from beginning to end 
and it’s ok. People are not forced of 
course.”
14 ”I think certain level of autonomy 
and freedom are unconditional 
prerequisites for creativity.”
15 ”There we started doing something 
that had never been done before, I 
got completely free hands to do the 
visual design and as I was young at 
that time, I had quite a lot of insights 
on how to do it.”
16 ”And because the production 
design desk is within our organization, 
they can give some hints for people 
that ’ok, there’s a project where you 
could probably put some work in’. 
And then we can allocate our people 
to that kind of work. Quite a few 
working years basically...”
17 ”In general in our field..I’ve been in 
this house for 12 years, longer in the 
industry, I’ve seen that...When I came 
here I was allowed to do pretty much 
anything I decided myself. But 
nowadays media organizations and 
media management in general is more 
like doing layout for a magazine. You 
have your slots and spaces and you 
can’t just fill them all out yourself.”

High levels in freedom and autonomy, being prisoner of the roleFreedom from roles

Human knowledge important in creative managementManager allowing freedom

2-3 people involved, the process is more relaxed. Some prefer working aloneManager allowing freedom

Autonomy and freedom prerequisites of creativityFreedom as a prerequisite of creativity

Free hands for designing Freedom from roles

We can allocate a few working years to projectsManager allowing freedom

Organizations have changed a lot in 12 yearsLack of freedom in work culture
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18 ”The kind of people who like to live 
in the moment and create ideas, they 
feel fine. But then those kind of 
people who would want some goals 
and plans instead of just living in the 
moment, those people feel quite bad 
there.”

People who want goals feel quite bad Manager allowing freedom

19 ”The more freedom there is in the 
organizational culture, especially 
when it comes to creative people, 
new ideas emerge so much easier.”

More freedom in organizational culture, 
more new ideas

Freedom as a 
prerequisite of 
creativity
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