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A B S T R A C T 	
S H O U L D  C R E A T I V I T Y  B E  C O N S T R A I N T ?  

The aim of the thesis is to examine the effects of performance measurement systems on creativity on an 

individual employees’ level, as well as the implications it might have on the organizations’ value creation. The 

thesis elaborates on the use of performance measurement system for incentivizing and control purposes, 

which is regarded as a possible constraint on creative freedom. 

 

Using eight semi-structured interviews and observation studies, a qualitative case study of two comparable 

companies was conducted. IIH Nordic and AdNuvo are both Danish companies in the digital marketing 

industry, but with a distinct approach to performance measurement design and incentive system. The thesis 

theoretically defines the relationship between the fundamentals of structure, culture, management, 

performance measurement systems and motivation.  

 

The empirical findings revealed a need for informality in the culture and structure, defined as a loose 

environment and freedom. Additionally, in both cases social norms served as a safety net against possible 

risk, also for the decentralized structure that both organization has adapted. Results indicated, that 

incentivize employees job design contributed to a high level of motivation, whereas intrinsic motivation best 

accommodates the creativity and is the most sufficient motivation strategy in a creative setting. In IIH Nordic, 

creativity was negatively affected by choices of multiple measures and targets, directing employee 

performance and limiting creative freedom. By contrast, AdNuvos performance measurement system was 

segregated from employee perspective, but also lack of evaluation and structured feedback, which suppress 

creative efforts.  

 

The thesis finds that an extended performance measurement system has negative impact on creative work. It 

is however assessed, that the measurement system should grant certainty and limits. The system should, in 

this perspective, be supported by an optimal level of constraints in form of performance measurement in 

order to frame creative performance. It will enhance creative focus and process, and hereby enhance 

organizational value creation. 
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1.Introductory 

 

1.1. Problem Area 

Less manufacturing, more creativity 

Over the past few decades, the traditional Western manufacturing companies have moved to developing 

countries in need for benefits of lower labour cost and less expensive production facilities. After all, while 

many companies have been offshored, the Western countries remain home to various companies. Many of 

those based on creative and innovative working methods, processes and product development. This reflects 

in an increasing number of creative organisation s. In Britain, the creative employment grew by five percent 

compared with the year before. In the same period, however, general employment in the country grew by 

only one-point-two percent. Creative workers now employ six percent of all jobs in Britain (Fejerskov, 2017). 

In Denmark, the tendency is not much different, and it can be argued that the creative industries are the key 

to remaining growth in the Western countries (Birk, 2017). 

 

However, looking deeper into creativity, the way creative companies have developed seems to be rely on 

knowledge; they are related to incremental changes and higher requirements to creative thinking, novel 

ideas and constantly innovation. Whereas manufacturing-based companies are characterized by repeating 

the same process. Clearly, creative companies differ. This raises a curiosity; Does it also mean that internal 

processes are different?  In order to understand, creative theory of need resources and industry frames 

must be considered. 

 

What about value creation? 

In an organisation setting, to create value will always be the main vision. Anno 2018 some of the most 

significant and growing organisation s, are built on a basis of innovative ideas, creativity and knowledge. 

Creative organisations have changed the business arena (The Economist, 2017). The foundation of these 

companies is innovation and branding. But what about the internal processes as tools for keeping the market 

position?  

 

The thesis suggests, that value creation in creative organisations occurs when the organisation has 

congruency between the performance evaluation, design criteria, incentive system and creativity. In making 
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those areas compatible takes effort from both management and employees. The management has to 

introduce a fitting Performance Measurement System (hereinafter referred to as PMS), as well as a base of 

motivation through incentives. Moreover, the environment needs to be supporting of creativity. This leads 

the thesis to believe, that structure, culture and management, might influence the success of both the PMS 

and creative process. The condition for the thesis then becomes, that the main areas of the analysis should 

be performance measurement (hereinafter referred to as PM) in relation to creativity, but supported by 

analysis of both motivation, culture, structure and management. The prospect is, that there should be 

congruency between the areas, but it remains to be proven. This provides the rationale for research the 

extent and the dynamic creativity might correlate with other elements.  

 

But is motivation really so important, when employees are always opportunistic? 

Additionally, the organisation IIH Nordic (hereinafter referred to as IIH) has been highly covered in the 

media, because of a new way of doing business: Introducing a four-day work week. In granting freedom and 

cutting down working hours for the same pay, they took working life to a whole new arena (Holst, 2016). 

Does this also enable them to keep organisation value? With an academic background, where agency theory 

is emphasised, this raises questions. In agency theory, the agent is motivated to act in his own best interests, 

which are contrary to those of the principal. The agent will always be opportunistic (Zimmerman, 2009). 

Creative companies are different from manufacturing, but is the creative employees as well? If the 

perspective from agency theory is, that employees always will be opportunistic, how is IIH able to keep value 

with so much freedom? In order to understand if they are able, the thesis also needs to draw on motivation 

theories to understand, how creatives are motivated - if not by opportunistic behaviour.  

 

PM is control, creativity needs freedom 

It becomes clear, that the level of uniqueness in the processes and the types of workforce the creative 

companies are hiring, brand them different from more traditional organisation s. Employees are found to be 

a valuable asset in regards of promoting creativity; they are the primary source of value creation, who turn 

novel ideas into valuable products and create competitive advantages. In this sense, creative organisations 

become largely dependent on the performance of creative employees. With the above consideration in 

mind, that creative workers might differ, and success of creative companies rely on human capital, it poses 

new challenges about performance measurement. In transition from manufacturing-focus to creative-focus, 

it is impractical to use traditional metrics and evaluation systems for measuring the performance. This shift 

has put higher requirements for creative companies to identify new ways and methods of measuring the 

performance and design of its incentive system.  
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This has led to an interest in discovering, how PMS influences creative environment, and what is the impact 

on the creator itself. For the measurement of pure creativity, and at the same time, stimulating individual 

creativity could be problematic. In addition, it is a challenge for the management to define, setup and 

measure performance related to industry and company creative profile. As a consequence, the paradox how 

to integrate all different aspects into one effective PMS remains unknown. The thesis identifies PM as being 

for control and incentivising purposes, opposite a more informing - or decision-making role, which only 

underlying the above-mentioned paradox. How does control and creativity complement each other? In this 

perspective, the thesis needs to both draw on theories of Performance evaluation and Information, with 

relation to theory of creativity.   

 

Constraints, Budgets and Dogme 

Curiosity and motivation for the research area is further reflected in Peter Skærbæks’ article “Implementing 

budgetary control in the performing arts: Games in the organisational theatre”. This reflects upon the 

implementation of management control system imposed on the Royal Danish Theatre by the Danish 

Treasury Department. In this case a budget control. His analysis highlights, that organisations often create 

barriers and add constraints to creative individuals. As such, the implementation of management control 

system was perceived mainly by the artist to be a great constraint and invasion into artistic freedom, that 

generated various games by actors and a large conflict (Skærbæk & Christiansen, 1997).  

 

If control is perceived, as Zimmerman suggests, processes that help to ensure the proper behaviours of 

employees in the organisation, should be consistent with the organisations strategy (Zimmerman, 2009). 

However, it raises questions whether budgets, as well as PM, can then be perceived as control tools. On the 

other hand, can Skærbæks conclusion of a budget control be quantified to performance measurement? The 

alignment of PM with creativity has not been examined enough. 

 

Opposite the above findings from Skærbæk, Lars von Trier and his popular Danish genre: Dogme 95, expands 

further motivation for the topic. The success of the movie and uniqueness of the genre is by Lars von Trier 

explained by the set of rules he developed for himself, when producing. He argues, that constraints and rules 

in a creative setting enhance creativity by focusing creative skills and knowledge within an area. In a 

narrower perspective, creative freedom is found, and creative quality prosper (Lars from 1-10, 1998). His 

argumentation differs from Skærbæks findings. This brings the question: If PM can be perceived as a control 

tool, it is by nature also a constraint? Which truth is then applicable? It is perhaps more accurate to draw on 
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the conclusion of Friis and Hansen, when they find that budgets constraint in filmmaking, can be positive to 

creativity, because it creates a much-wanted structure and frame? (Friis & Allan, 2015) 

 

In modelling the PMS in a creative setting, the central question is, if a creative company will benefit from 

introducing a formal PMS? Or a creative company are better fitted with an informal PMS, where each 

creator does not have clearly defined performance measurements? Should the thesis just rely on Amabile, 

and state that creative organisation should first of all and most importantly, focus on intrinsic motivation? 

(Amabile, 1998) Is it really the most value creating area?  

 

When designing PM and incentive systems in the desirable way, it could create value to the organisation and 

enhance intrinsic motivation. However, if PM is used to control the work of the employees, it could be 

perceived as a main constraint to promote individual motivation; the overall effect of the system will lead to 

value destruction. Where does this leave creative companies in regard to Performance Measurement? The 

thesis also decides, that in order to understand the consequences, theories to understand the frames by 

structure, culture and management, must be drawn upon.  

 

What about the reality?  

The research area is to analyse the efficiency and multiple effects PMS and incentives would have on the 

creativity. To identify the effectiveness of PMSs in a creative setting, two comparable companies within the 

digital marketing industry is selected. A more informal approach to PM is represented by AdNuvo 

(hereinafter referred to as AN). The agency expertise in various digital marketing solutions for its clients. The 

way of evaluating the performance dimensions is characterized namely using feedback, dialogue and 

conversation. 

 

A creative company, that set up a more formal approach to PM is represented by IIH. The marketing agency 

is specialized in online business and digital services in the Scandinavian markets. Instead, formal structure 

and measures is widely employed by the organisation.  

 

In order to combine the above consideration with the chosen organisations, the thesis has chosen four areas 

of interest: Structure and culture, Motivation, PM and Creativity. Structure and culture and Motivation is 

perceived supporting, where to PM and Creativity is the main focus areas. 
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1.2. Problem definition 

The above considerations and motivations leads to the following research question: 

 

1.2.1. Research Question 

 

“What is the effect of the performance measurement system on creativity at individual employees’ level and 

does it have an impact on company value creation?” 

 

The thesis wishes to research and create knowledge about, what should be done in a complex situation: The 

paradox between PM and creativity. The area is determined to, in some extent, not to be investigated 

before. Additionally, the thesis finds, that creative freedom and PM can be conflicting and wishes to research 

the balance or existents of the paradox. The research question is estimated to be of the type: Planning 

Problem (Olsen & Pedersen, 2011). 

 

1.2.2. Sub Questions 

The sub questions create a frame for the thesis structure (section 2.3.) and rely on the conditions (section 

1.5.). The sub questions aim at answering the research question as valid as possible, with a comprehensive 

analysis to each, but also with as extensive perspective as possible. The thesis finds the area of the research 

question to be defined by multiple elements, and with respect to that, has selected four areas to research. 

The thesis’ conclusion is limited by the paradigm, the decided formalities and own limitations.  

 

1. What is the organisations strategy regarding the factors culture, structure and management? 

This sub-question is intended to illuminate the style and characteristic of each company, as well as the 

consequences the findings have on both creativity, motivation and performance measurement. The sub 

question is perceived as a fundamental knowledge creation, which creates a foundation both in present 

implementation in the organisation s, but also for the ability to answer the remaining sub questions. 

Empirically, is used interviews and observations studies to answer the question. Theoretical is emphasized 

on Schein’s culture definition and levels, along with Millers’ theory of both social norms, cooperation and 

leader’s role. Terms on organisational structure and hieratical levels are used in content to the empirical.  

 

2. What determine creative workers and what resources do they need to be at their most creative? How are 

they motivated to work to organisational value creation?  
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The thesis finds, that in order to be able to answer: How the organisations should design PMS in creative 

industries; the thesis needs to understand the nature of creative work, process and industry. This sub 

question is one of the main pillars of the thesis. It aims at creating the concerned understanding, which 

resources are required, and what that inflects on both the PMS and motivation strategy. Empirically, is 

emphasised on interviews with employees in creative job designs. Theoretical is used Caves properties of 

creativity and Sternbergs prospects of creativity.  

 

3. What is the organisations PM strategy, and how does it link the findings of creativity?  

This sub question is the second of the main pillars of the thesis. It aims at both understanding the PMS and 

decide if the implemented fits the organisation strategy, and how the two inflects. The question also aims to 

analyse; how it complies to creativity and assess how it can be effectively designed to enhance creativity. 

Empirically is emphasised on interviews with PM responsible, but also on interviews with employee to 

understand the perception. Theoretical is used Allan Hansen theories of performance evaluation, 

information and design criteria, with a minor addition to design criteria from Feltham.  

 

4. What is the organisations motivation strategy, and how is creative workers motivated?  

The thesis finds, where human resources contributes to organisational value creating motivation becomes 

relevant. The motivation strategy should be coordinated with the PMS (see conditions section 1.5.) but 

should also regard the organisations strategy and creativity. This sub question aims at mapping the 

implemented strategy and link it to the wished states of motivation from the employee perception. The sub 

question also wishes to assess, how the motivation strategy links to the PMS. Empirically is emphasised on 

interviews with employees in creative job designs. Theoretical is used Ryan and Deci’s theory of self-

determination and the motivation continuum.  
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1.3. Clarification of Concepts 

Adverse selection: Exists under conditions when the agents holds a substantially large volume of information 

and could exploit gains to maximize his own interests instead of the principal interests (Zimmerman, 2009). 

Agent-Principle theory: A common problem that concerns all the organisations is the agent-principal 

relations. The dilemma exists in circumstances where the agent is motivated to act in his own best interests, 

which are contrary to those of the principal (Zimmerman, 2009). 

Asymmetry information: When one part of the system has greater information, than the other part.  

Centralization: The process by which the decision rights and authority are concentrated at management 

level (Lazear & Gibbs, 2014). 

Control: The process that helps to ensure the proper behaviours of employees in the organisation. These 

behaviours should be consistent with the organisations strategy (Zimmerman, 2009).  

Creativity: The process of creating and developing something out of own talent, skill or knowledge. Often 

preference valued.  

Creative industries: Rely on human resources to produce, is knowledge or skill concentrated in their 

employee group, is innovative and to work in a dynamic market. 

Creative work: Either work that develops or is created within the clarification of creativity, and the process 

hereby applicate.  

Decentralization: The process by which the decision rights and responsibilities are delegated to  

employees (Lazear & Gibbs, 2014). 

Decision Rights: The rights to make decisions and prioritize over a specific task or process.   

Dynamic market: Is fragile, regular changing and with a high amount of risk, caused by the high customer 

dependencies.  

Excuse Culture: Employees will try to influence to lower the targets more than what can be justified, which 

then create influence cost (Hansen, 2012). 

Externalities: Actions of one party affect the utility or production possibility of another party. Often related 

to coordination problem (Hansen, 2012).  

Formal performance measurement: Dimension of performance information designed to produce structured 

approaches used by organisation through policies, procedures, guidelines and standard. 

Free-riding: The challenge associated with team design. Teams are viewed as groups of individuals who must 

collectively cooperate. When some part of the group does not perform but is protected by the team effort 

as a whole performance unit, free-riding occurs (Lazear & Gibbs, 2014). 

General knowledge: A knowledge, that is more common amongst the members of the organisation. The 

knowledge is often of a less complex nature or have factors that either the department or the whole 
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organisation, all have accesses to and skills to achieve. It could be quantities, prices or general rules of 

conduct (Jensen & Meckling, 1995).  

Hindsight Bias: Evaluations of performance is by nature done post actions. In the evaluation process, the 

employer might be more informed, than when the employee was performing (Lazear & Gibbs, 2014). 

Influence cost: Employee enforces a decision to own benefit, creating a cost for the organisation 

(Zimmerman, 2009). 

Informal performance measurement: Dimension of performance information designed to produce 

unstructured approaches used by organisation through performance feedback, communication and social 

norms. 

Leniency bias: This bias occurs when employers tries to avoid giving poor ratings to the employees (Lazear & 

Gibbs, 2014).  

Monetary reward: Extrinsic type of reward granted to employee based on performed task. 

Moral hazard: Exists under conditions of incomplete information when the principal have limited knowledge 

of the agents’ behaviour and cannot ascertain if the agent accurately represents maximum effort 

(Zimmerman, 2009).  

Motivation: Originates in employee perception, when passionate about the work, task or when working with 

organisation value and goals.  

Motivation Crowding-out: Crowding-out effect will undermine intrinsic motivation as far as perceived self-

determination eroded by external pressure in the form of control or monetary incentives (Osterloh & Frey, 

2002). 

Motivation Strategy: The mind-set and composition behind motivation tools as a complete process.  

Non-monetary reward: Intangible rewards granted to employee based on performance. 

Organisation Architecture: The composition between distribution of decision rights, the performance 

evaluation and the reward and punishments. It should always be kept in balance (Lazear & Gibbs, 2014).  

Performance evaluation: The composition of choice of PM design and target setting (Hansen, 2012).  

Performance measurement: Defined by the choices of design of PM in order to measure any kind of 

performance both on individual, team and organisational level (Hansen, 2012).  

PM strategy: The mind-set behind the design of the performance evaluation and the system as a complete 

mechanism, trying to reach organisational goals.  

Personal bias: Highly related to favouritism, hence when the employer evaluated out of a personal point and 

personal preferences (Lazear & Gibbs, 2014). 

Peter-principle: An employee is promoted until the point of incompetence (Lazear & Gibbs, 2014). 

Promotion: When an employee is granted a new title, more responsibility and/or an increase in wage. 
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Specific knowledge: Hard to transfer between units. It can be knowledge of specific skills, preferences, 

peculiarities, resources. Knowledge that is possessed by the few, but still has importance for the organisation  

(Jensen & Meckling, 1995).  

Structure: Organisational structure refers to the way the organisation is build and divided. Often firms are 

divided into sub parts, either relating to function or products. It also refers to the number of hierarchical 

layers the organisation has, as well as the amount of centralization and decentralization or decision right 

(Lazear & Gibbs, 2009).  

Traditional industry: Perceived as all other industries than creative. Primarily, manufacturing, transport and 

regular services industries.  

Value creation: Occurs when the organisation has congruency between the performance evaluation, design 

criteria, incentive system and creativity.  
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1.4. Limitation 

Creative industry 

The thesis limits itself to looking at creative industries, but within the thesis clarification of the concept. 

Creative industries are therefore perceived as a variety of products and work processes, but all with a variety 

of key features. The thesis does not perceive creative products as single products, which is valued by 

customer preferences and likeness. It also acknowledges products that are valued by being able to create 

customer focus and awareness as being creative. The process of designing and creating new products, is also 

recognized as being creative. The thesis does acknowledge differences within creative industries and 

products, where to being able to separate them the theory of Becker (section 3.2.1.) is used. In the analysis 

this is regarded, but within a frame of degrees. The thesis perceives creative work and traditional work as 

being a scale, where creative products are either close to of far from traditional work.  

 

Market 

The thesis limits itself to only looking at the Danish market, as well as to keep the analysis on a purely 

internal level, without taking market dynamics into account. Markets are only used to understand internal 

behaviour.  

 

Agency Theory & Creative Theory 

Part of the theoretical frame of PM is created on the basis of agent-principle theory and the perception of 

human nature as such. This works against the perception of human nature in the theoretical frame of 

creativity. This is regarded and acknowledged, but the theory of PM is still used to keep a high degree of 

validity of the theory, despite the lower degree of reliability in the theory. The thesis finds, that despite the 

different perception of human nature, it can both still contribute positively to the analysis and the 

conclusion. The topic is within a new field, and the theoretical frame is perceived as toolbox, for which a 

suggested solution could be created with part of existing theory, with empiric as the main foundation.   

 

Value Creation & Financial Data 

The problem definition states, that the thesis examines to conclude on value creation. Value creation is 

perceived as stated in clarification of concepts. The thesis does therefore not take financial data into 

account. It only concludes on value creation as being a broader term of human contribution to the 

organisation value. Historical financial performance of selected organisations is stated in the case description 

(section 4 & 5), but only to create an understanding of its dynamics.  
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Time Perspective 

The thesis only looks at present time and limits itself from taking historical facts into account, to be able to 

collect as true and valid interviews as possible. The motivation and creative understanding at individual level 

are dependent on identification and subjective comprehension, which the thesis perceives being best 

collected at present time. The future is only regarded as suggested solutions, that could be implemented. 

Possible known changes in industry, market or organisation is not incorporated to keep as high a reliability as 

possible, within the comparative case study.   

 

Organisations & Empiric  

Taking into account the limited scope of the thesis, two organisations represent complete truth of the 

problem definition. Ideally, to be able to increase valid results more organisations should have been 

presented. However, by choosing to investigate only two organisations give a prospect to conduct a deeper, 

rather than a more superficial analysis is given. Additionally, the number of interviews should have been 

expanded. The thesis also limits itself to always work within the paradigm frame and therefore never being 

able to find the complete reality. The observation study is decided to be as objective as possible, and 

therefore valid. It contributes to culture and management analysis.  

 

Manipulation & Externalities 

The thesis limits itself from proving manipulations existence in the organisation s, in the sense that the area 

is only used as possible pitfalls and not something the thesis can prove. Likewise, the thesis limits itself from 

explicit analysis of externalities, but only perceive them as dynamics possible in a performance setting. Both 

terms are limited to be able to keep a high degree of analytic validity.  
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1.5. Conditions 

An underlying condition for understanding the thesis is, that the thesis comprehends structure, 

management, culture, PM and motivation to be correlated. This means, that there should be congruency 

between the elements to create value. The effectiveness of the PMS depends on the culture, as well as 

management support on all levels. Likewise, an efficient PMS should be supported by the organisations 

motivation strategy. The areas must be coordinated to avoid distortion within goals, and for each to create 

value. The thesis therefore decides, that a condition for answering the problem definition is, that all areas 

must be taking into account in the analysis. The undefined factor for the thesis is creativity, and how it 

correlates with the other elements in creating value for the shareholders. The prospect is, that there should 

be congruency between them, but it remains to be proven. The effect on the other elements is equally to be 

discovered.  

 

1.5.1. Figures of Conditions  

Structure, management, culture, PM and motivation, as outlined, should be in congruency (figure 1.5.1.1). 

The arrows of the figure below decide the way of which they inflect. The main pillars of the thesis are PM 

and creativity, where the remaining areas are considered supporting.  This provides the rationale for 

research the extent and the dynamic creativity might correlate with other elements. The thesis questioned if 

creativity is suppressed or enhanced by interconnected elements. All of the elements as a mechanism should 

be considered in the design of the system, to create value for the organisation.  

 

 

 

 

 

 

 

 

 

 

 

 

Figure 1.5.1. Created by authors 
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2. Method 

 

2.1. Methodology  

2.1.1. Paradigm Choice 

The thesis is based on the paradigm of critical realism, which is one of the more recent scientific positions. 

The paradigm is developed by Roy Bhaskar in 1975, and the main characteristic of the paradigm is the 

central distinction between the intransitive and the transitive dimension of knowledge. The intransitive 

dimension regards the objective reality, where to the transitive dimension regards the social sphere. In the 

differentiation the paradigm distinguishes between: What is without human experience and the sphere, 

knowledge must undergo and thereby becomes subjective (Sayer, 2000). 

 

In the paradigm, objects are scientific in the sense, that when things are studied - physical processes or 

social phenomena - they form an intransitive dimension of science. The processes or discourses are part of 

the transitive dimension. Still, they are also part of the social sphere, and can in that sense be regarded as 

objects in the investigation. In this distinction between dimensions, the paradigm creates an understanding 

that the reality or the world should not be connected with the human experience of it. There is no empirical 

world (Bhaskar, 2008). 

 

2.1.2. Consequences 

Ontological Consequences 

In the paradigm of critical realism, the ontological consequence is the intransitive dimension. There is no 

objective reality. The reality exists because of the human experience of it. The paradigm acknowledges the 

existence of the reality, but also that it cannot be found. However, in contrast to positivists, critical realism 

does not perceive the reality as being single layered, but the reality is constructed by multiple worlds. In that 

recognition, the paradigm perceives the reality by three layers: Experiences (empirical layer), observations of 

events and phenomena (actual layer), as well as structures, mechanisms, causal potentials and inclinations 

(real layers). The three layer works with conjunction; what happens in the real layer, creates realities in the 

actual layers, and lastly creates objects in the empirical layer (Sayer, 2000). 
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Epistemological Consequences 

In the same perception, the transitive dimension creates the epistemological consequences in critical 

realism. The paradigm determines that all knowledge is created in the social sphere. Knowledge is gathered 

by observations and experiences and can therefore not be the reality and therefore truth. The 

epistemological consequence is therefore that all transformations of all knowledge takes place in the 

intransitive dimension but must undergo the transitive dimension. In that process, knowledge becomes 

subjective and questionable. However, it is also decided that the social sphere has a rational approach 

(Sayer, 2000). 

 

Paradigm Consequence for the Thesis 

The thesis acknowledges that it can only work and research on the empirical and actual law, but never form 

a complete and correct truth in the real law. Therefore, the truth about what creative needs in a control 

context can only be empirically observed. The thesis can form knowledge around it in the transitive 

dimension but can never achieve to form correct and definite truth in the intransitive dimension. The main 

consequence revealed by using critical realism as a paradigm is, that the thesis can only describe and try to 

achieve a degree of understanding with a rational approach. It will never reveal the whole truth. The reality 

of research area will happen, whether or not the thesis investigates the world of it. The reality will go on. The 

nature of what creativity need will likewise not be changed by the thesis, as well as the thesis only can 

suggest correct resources in some realities of creativity but can never make a full understanding of all 

creative level of the narrow or whole world.  

 

Consequently, of the above, the thesis only desires to evaluate scenarios based on empirical, and to 

conclude with a rational and critical approach. It is acknowledged, that the thesis cannot provide a final 

answer to the paradox but will try to observe, as rational as the human subjective world allows. This is 

expressed by a particularly critical approach to all sources and theory. The thesis also strives by being critical, 

to keep individual differences and preferences in hand, when trying to understand the nature of the 

paradox. The thesis focuses in practice on the fact that it cannot conclusively conclude, and all knowledge 

created through the thesis is interpretations. The interpretative element is especially applicable in analysis of 

the creative, as well as in the culture- and management analysis. Creativity is, also a social and dynamic 

truth, which the thesis tries to implement in the understanding of the reality.  
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2.1.3. Analysis Strategy 

PM and control in organisation are research areas well explored and theatricalised. Multiple angles on 

creativity are also theoretical covered. The connection between them, is opposite a new angle from both 

areas. The thesis, therefore, is based on the empirical, and from that trying to implement and understand 

theory from each topic of research. This implies, that the thesis is using the analysis strategy or methodology 

called abduction (Olsen & Pedersen, 2011). Hence, the thesis is based on the empirical, after which it 

attempts to identify, what lies behind the observed. The thesis also has an element of inductive strategy, 

when trying to generate frameworks from the empirical. However, in connection with the paradigm of 

critical realism used, the thesis acknowledges, that a complete and true framework, can never be conducted. 

In that perception, the thesis tries to uncover some dimensions of the empirical and limited contribution to 

the research area.  

 

The thesis works with a qualitative approach. Hereby emphasizes description and understanding of socio-

cultural interpretations, relationships and the formation of identity, without actually pursuing a general 

theory. The thesis seeks the construction of ideals and models, that can explain phenomena; by critically 

approaching cases, trying to explain the paradox on a more general level.  
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2.2. Data 

The data set consists of both primary and secondary data to illuminate the problem definition nuanced and 

profound. In addition, primary data contributes empirically to the specific purpose of the thesis. This is 

supplemented by secondary data. 

 

2.2.1. Primary Data 

The primary data consists of interviews with both IIH and AN to illuminate an internal angle of the problem 

definition. The interviews were conducted at each organisations headquarters. In addition, an observation 

study has been conducted at both headquarters.  

 

Before conducting the interviews, existing literature and theoretical concepts was examined. Questions were 

grouped in topics to structure the interview and ensure that all relevant empirical data are collected. 

Interview guides were sent before the interviews took place, with a specific set of questions for each 

respondent. In the interview guides were also stated, that the vision for the interviews was to reach a state 

of dialog, and that if the respondent found other areas to be important, the interviewers were open for that. 

Interview guides were sent to create an understanding of the topic, as well prepare respondents as possible. 

In fact, the arranged order of the interview guide was not followed consistently during the interview. This 

creates an interview basis of a semi-open form. In practice, the interviews were recorded conversations 

between the thesis authors and the respondents. The authors were administrators of time and relevance. In 

IIH, caused by their time management tools, the organisation decided the maximum time for each interview. 

After conducting the interviews, they were transcribed in order to carry out subsequent analysis. 

 

Interview with Per Christoffersen, Client Service Director, AN 

Christoffersen constitutes the thesis with insight on both the organisations PM and creative work process. 

His job design also involves organisational responsibility; therefore, he is able to elaborate on management, 

structure and motivation strategy as well. The interview was conducted in two parts, respectively on the 9/1-

2018 and the 23/2-2018. The interview is found in appendix one and two.  

 

Interview with James Cross, Art Director, AN 

Cross is a creative worker and was able to elaborate on both AN work processes, management and PMS 

from an employee view. Moreover, he also has creative insight and personality; hence can contribute to the 
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understanding and motivation of creativity. The interview was conducted on the 23/2-2018. The interview is 

found in appendix three.  

 

Interview with Bo Sørensen, Senior Account Manager, AN 

Sørensens role in the organisation has both creative attributes, as well as being a project manager. Hence, 

he is able to elaborate on multiple areas of the thesis, but especially has insight how to manage creative 

work processes, structure teams and motivate creativity. The interview was conducted on the 23/2-2018. 

The interview is found in appendix four.  

 

Interview with Héctor P. Martínez, Machine Learning Specialist, IIH 

Martínez is a creative worker, in the sense that he develops, creates and uses innovation in his work. He was 

able to elaborate on both IIHs work processes, management and PMS from an employee view. At the same 

time, he also has creative insight and personality to contribute to the understanding and motivation of 

creativity. The interview was conducted on the 9/2-2018. The interview is found in appendix five.  

 

Interview with Mette Kjølbro Hald, Head of Business Excellence, IIH 

Kjølbro Hald constitutes the thesis with insight on both the organisations performance measurement, 

management vision and creative work process. Her job is defined by being responsible for the internal 

processes of the organisation, thereby also the PMS. The interview was conducted on the 14/2-2018. The 

interview is found in appendix six.  

 

Interview with Marie Bojesen, SEM Specialist, IIH 

Bojesen is a creative worker, but in a more restrained sense. She contributes with insight on being employee 

at the organisation, and how the structure, management, PM and work process inflects on her and her work 

quality. The interview was conducted on the 16/2-2018. The interview is found in appendix seven.  

 

Interview with Christian Doeleman-Lassen, Head SEO and CRO, IIH 

Doeleman-Lassens role in the organisation has both creative- and management tasks. Hence, he was able to 

elaborate on multiple areas of the thesis, but especially has insight how to manage creative work processes, 

structure teams and motivate creativity. The interview was conducted the 16/2-2018. The interview is found 

in appendix eight.  
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Observation Study 

The observation study was conducted by the thesis’ authors. During visits to the organisations, observations 

were created, which were systematized from the 9/1 to 23/2-2018. It is recognized, that there is some 

degree of author bias. This is endeavoured by a critical approach to the observations and organisations. In 

practice the observations were collected during the interviews and at the remaining time spent at the 

organisations. After each observation, the authors evaluated and discussed the observation notes. 

 

2.2.2. Secondary Data 

The secondary data consists mainly of reports, articles and websites. 

 

The articles are selected from mainly economics newspapers to create a valid source of information. Some 

articles have been selected from other Danish reputable newspapers, in assessing they contribute with 

relevant and valid information. The reports consist primarily of the organisation s’ own Annual Reports. 

These are accessed with a critical approach. In addition, websites are used exclusively from the pages 

iihnordic.com and cvr.dk for accessible data about the organisation s’ basic areas. The theoretical basis is 

academic literature, as well as theory from recognized theorists. There is a focus on using sources with a 

high degree of validity in the selection of theory. 

 

2.2.3. Reliability & Validity 

There is a correlation between the sources’ assessment and the analysis. However, it should be 

acknowledged that the way in which they are interpreted and clarified may adversely affect the validity. It is 

estimated that there is a less degree of reliability between the interviews with employees at IIH and the 

organisations vision of the performance measurement. The thesis has limited validated in respect to the 

paradigm. Reports and statements from the organisations must be treated with a substantial reservation, 

and in some respects, cannot be considered valid or glorious. Articles should be accessed with understanding 

for author bias. Theoretical basis must be perceived as subjective and input-dependent approaches. The 

observation study and interviews are also conducted from subjective persons whom, with their paradigm, 

interprets their reality. 
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2.3. Study Design 

The thesis is a comparative case study, which supports the frame for the thesis structure on a more general 

basis. The cases in hand are AN and IIH, which both work within the thesis’ understanding of creative 

industries, but in different areas of the scale. This is chosen to achieve different perceptions of the needed 

extend of PM in relation to creativity. The cases are descripted in section 4 & 5.  

 

The theoretical basis, both descriptions, relations, argumentation for choice and critic of the chosen are 

found in the theory section. The theory section serves as a foundation for the following analysis section. The 

analysis strategy in mind, the thesis perceives the section as a variety of tools and knowledge for which the 

relation between creativity and PM can be explored. In that understanding, the theory frame is identical for 

both cases, but not used equally or consistently. It only forms a method of understanding and a knowledge 

foundation. The thesis separates after the theory section, and the comparative case study originates in the 

analysis, before the comparative element unfolds in the discussion and concluding section. 

 

The analysis is separated, not only by case, but also in four elements. The analysis section should be 

perceived as a process of understanding, for which the first section creates a basis for the understanding of 

the following section. Together they create a basis for understanding the last two analysis section, which is 

perceived more equally.  

 

Secondly, the thesis tries to gain an understanding of the organisations in an attempt to unfold the frames in 

which the creativity is developed. The thesis considers culture, management and structure to be inputs in 

both creative process and PM strategies. Moreover, to be able to conduct an analysis of the relationship 

between the two former, the thesis also need to understand these elements. The proposition is, that the PM 

strategy also needs to be followed up by management and culture, as well as both needs to support 

creativity. The analysis of culture, structure and management can be found in section 4A and 5A.  

 

Hereinafter, the thesis tries to gain a knowledge of creativity, including the process it involves in both 

organisations, how creativity is perceived and how that matches the theoretical perception of the term. 

Likewise, the section tries to understand, what creativity needs more isolated to thrive. The analysis is found 

in section 4B and 5B.  

 

The following two sections are more separate, where the thesis tries to understand the PM strategy and 

analyse the consequences of the given with respect for creativity. The section is found at 4C and 5C.  Equally, 
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the motivation strategies are analysed in section 4D and 5D. In the part conclusion for each organisation, the 

findings in each case are concluded in relation, and any strength or pitfall in the strategy compared is 

highlighted for each case.  

 

The findings from each cases’ part conclusion are used in the final discussion of control mechanisms in 

relation to creativity, to end with a limited conclusion with respect to the paradigm. The mentioned is found 

at section 6 and 7. 

 

2.3.1. Thesis design 

 
Figure 2.3.1. Created by authors 
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3. Theory section 

This section includes description of theories, relations, argumentation for choice and critic of the chosen. 

The theory section serves as a foundation for the following analysis section, which is parted in four sections. 

The analysis section should be perceived as a process of understanding, for which the first section creates a 

basis for the understanding of the following section. Together creating insights to use in the last two analysis 

sections. The theory section as toolbox for the analysis, also covers all areas.  

 

The thesis tries to gain an understanding of the organisations in an attempt to unfold the frames in which 

the creativity is developed. The thesis considers culture, management and structure to be inputs in both 

creative process and PM strategies. To gain this comprehension, theories of culture from Edgar Schien is 

used to analyse the culture of the organisation on a more general basis. Additionally, Millers theories of 

social norms, cooperation and leadership is used to analyse the mechanisms in the organisation.  

 

The thesis acknowledges, that to analyse creativity, tools for understanding the nature and process are 

needed. First, to create a framework for the scale of creativity, Becker’s term of High versus low art are 

introduced. To recognize the mechanisms around creativity, Caves Properties of Creativity is used, where the 

needed resources of creativity is conducted from Sternbergs prospects of creativity.  

 

To analyse the PM strategies in each organisation, Allan Hansen’s concepts of performance evaluation, 

information and design criteria are used to evaluate the systems, as well as the possible pitfalls. 

Corresponding, theories from Deci and Ryan on motivation are used to understand both what types of 

motivation creativity could be linked to, but also whether or not the used motivation strategies matches the 

PM strategy.  

 

The values each theory creates for the analysis, descriptions and critics are found under each theory, in the 

following.  
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3.1. Culture, Structure & Management 

3.1.1. Culture  

The theory of Edgar Schein has been selected, because of the impression of cultural dimension, that 

contributes with an overall understanding of the cultural dynamic. The theory also grants a dimension, 

where to the thesis can distinguish between conscious and unconscious dimension. The theory lack 

complexity and are single layered in its structure. Additionally, it is very input depended. Both areas much be 

considered, when using the theory. 

 

3.1.1.1. Culture Levels 

Schein perceives culture as a dynamic common assumption, both affected by external adaptation and 

internal integration. It comes to form, in the way the organisation members interact, and problem solve. This 

is further learned and perceived in the organisation, as the correct way of behaving (Schein, 2004). Schein 

works with three levels of culture: Artifacts, values and basic assumptions. They can be analysed 

independently and moves in different levels of consciousness and formalities; thus, they influence and rely 

on each other (Schein, 2004).  

 

Three Culture Levels 

Artifacts are the observed behaviour in an organisation. It lies in the most visible symbols of the culture. 

They are available and easily registerable. They pass in the formal element but can be difficult to interpret 

(Schein, 2004). Schein’s Artifacts move around organisational structure, rituals and routines, stories and 

symbols. Values can be considered as codes of actions common to employees. It takes place at a higher level 

of awareness but cannot be considered formal. Schein treats values, as strategies, goals and philosophies. 

These are areas that are created by understanding what is right and wrong, and beliefs about what should 

be. Social validation and social norms is also part of the value. They come to form in stories and symbols but 

have a more or less direct impact on control systems and power structure (Schein, 2004). Basic Assumptions 

are completely informal elements and invisible. They are often forgotten and take place in the subconscious 

mind. They are hard to change and hard to interpret. The starting point is human nature and relationships, 

not how they are, but how things are supposed to be (Schein, 2004).  
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3.1.2. Social Norms and Trust 

The theory of Millers is a fitting addition to Schien’s value and basic assumption, which creates a link 

between informal culture and social norms. Additionally, to Schien, the theory takes culture to both team 

and individual level, granting a perceptive on leader’s role and impact in a cultural setting. In order to use the 

theory on a management analysis, the theory lack insight on leadership styles and structure, and how 

leadership action should match and enhance those. It lacks a perspective, which should be respected in use.  

 

Social Norms 

Social norms in organisations are mostly unspoken, but important for the organisations culture and the 

member behaviour. Norms developed in the workforce as a group and imposed on the individual. Miller 

argues, that social norms can balance out both over-performance and freeriding in the group, depending on 

the nature of the social norms. Those who work above or under the norm suffered some degree of social 

punishment. When organisation member does not follow the norms, it can lead to a decrease in status and 

social belonging. Social events and helping each other is ways to enhance social norms. Management as well 

play a symbolic role (Miller, 1993). 

 

Second Order Norms 

Private cooperation exists when individuals cooperate in the first-order collective action problem, but do not 

themselves contribute to the enforcement of group cooperation norms. Hypo-critical cooperation is the 

reverse, in which individuals enforce norms of cooperation on other individuals without themselves 

complying with those norms.  Full cooperation is cooperation on both the first- and second –order 

cooperation (Miller, 1993).  

 

The Management Role 

The role of the hierarchical leader is to shape expectations among subordinates about cooperation among 

employees, and between employees and their hierarchical superiors. This is done through communication, 

exhortation, symbolic position taking, information and employee involvement. Managers should introduce 

norms of cooperation, trust and credible commitment (Miller, 1993).  

 

Cooperation 

Trust and norms are important in relation to cooperation in the organisation. There are two types of 

corporation: Horizontal cooperation and vertical cooperation. Horizontal cooperation is between the 
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employees themselves, while vertical cooperation is between the employees and the management. Creating 

norms between employees is an effective way of improving the horizontal cooperation (Miller, 1993).   
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3.2. Creativity Theory 

3.2.1. High versus Low Art 

The theory is selected to give a sense of dimension and scale but can never be used as a single analyse tool. 

It only includes two factors of the creativity scale and are only to be perceived as a frame for the thesis 

understanding of creativity. 

 

In a creation setting the romanticism is often linked. Art is created out of inspiration and passion.  The 

creation becomes noble and honest, and the creator is perceived with a talent. Often the product of the 

creation assessed unique. These creations could be granted a title of “High Art” (Becker, 1974).   

 

Production creation is more practical. The creations become out of enlightenment, not necessarily inner 

passion. The creator is rational and are able to both calculate and grant themselves rules evolving the 

creative work. The creators can be perceived as professionals and the creations is not innovative in the same 

way as high art. Production is commercial and ephemeral and could be granted a title of “Low Art” (Becker, 

1974). 

 

3.2.2. Properties of Creativity 

Caves theory of properties of creativity, grants a tool for understanding the creative workers and the 

creative process. It works on both individual, organisation and industry level, hereby covering the dynamic 

between them. The theory states that it does not differ between creative inputs, but is still perceived as 

being more orientated on high art. The perspective should be kept in mind when the theory is used. 

 

Caves argues, that creative workers are as rational as within more traditional industries opposite other 

theoretical positions. He instead argues, that the difference lies within seven properties, that defines 

creative activities different than other industries (Caves, 2000).  

 

Demand is Uncertain 

There is a bigger value uncertainty in creative industries, because valuation relies on preferences. A creative 

product cannot be priced before the consumers evaluate it and all product cost have occurred. Creative 

products are an experiment goods and subjectively evaluated. In the same perspective, value can rarely be 

explained or determinant by historical facts. This means, that the creative process bears a high risk. The 

allocation and way of sharing the product becomes important. The organisation problem to solve, becomes 
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to handle symmetrical ignorance and not asymmetrical information, hence there is no wrong and right way 

of perceiving the product in the consumers point (Caves, 2000).  

 

Art for Art Sake 

In agent-principle theory it is implied, that agent does not care about the job and product, but rather the 

pay, rewards and working conditions. Caves argues, that in creative work the workers do care about the job 

and product. The creator of the product care about the originality of the product, and links it to inner pride. 

The traditional view of creativity becomes from the romantic perspective of passion, inspiration and inner 

necessity, to be input in the creative process. Additionally, the art for art sake property states, that creative 

workers care more about the product than their income (Caves, 2000).  

 

Motley Crew 

The property relies on the perspective, that even though creative output sometimes only need one creative 

worker, many need a diverse set of skills and specialized workers. Each of these brings different preferences 

and tastes regarded the quality. This can be an implicated with the art for art sake property. Caves argues, 

that often this is solved by rank-order mechanisms. Another complication is that there is a multiplicative 

production relationship. All inputs must be done at some level of proficiency for the final output to be 

valuable. This is called the Motley Crew Property, the implications of selecting the team of inputs for a 

creative product, and in the process sustaining all member cooperation (Caves, 2000).  

 

Infinite Variety 

Creative products are often assessed by the consumers by comparison with similar products, but creative 

products are often both horizontal and vertical differentiated, thereby both the perceived quality and in 

product styles, function, etc. differ. The infinite variety property, deals with the fact that an infinite number 

of creative goods could be produced, and at some level consumers will perceive them as not being very 

differentiated, and choosing out of more convenience than preferences. This also impact the price setting. 

 

Vertically Differentiated Skills 

Within creative industries, skills are vertically differentiated as well, but it is less predictable. Creative 

workers may improve skills by training and education, but the skills are still assessed by the consumers. They 

make rankings and therefor the threat of becoming ranked as an amateur creator is present. This also have 

an economic consequence making products less valuable (Caves, 2000).  
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Times is of the Essence 

Creative products are not just relying on quality, but also on the time for which they are available. The time 

flies’ property, deals with the reliance of economic profitability on a closed temporal coordination of 

production and the realization of revenues (Caves, 2000).  

 

Ars Longa 

Many creative products are durable, rely on the period of the copyrights. The durability is the Ars Longa 

property. This implies, that revenues can be sporadic and divided over time (Caves, 2000).  

 

3.2.3. Prospects of Creativity 

The theory captures the vision and needed resources for creativity to enhance and develop. It is inter-

related, and link well to both motivation-, reward- and PM strategy.  An advantage of the theory is, that it is 

not very input related, although it does create a lack of grey areas because of it. It perceives creative workers 

as single, one layered elements.   

Sternberg perceive creatives as individuals that by nature, tend to defy the crowds and resist traditional 

ways of thinking. He argues, that people are not born creative or uncreative, but they develop a set of 

attitudes toward life, that characterize them as being creative thinkers. Thereby, he also argues that the 

biggest restriction to creativity is, the limitation to own thinking. In the perspective it can both occur from an 

internal source within the individual, but also from the external environment (Sternberg, 2010).  

According to Sternberg, creativity requires a confluence of six distinct, but inter-related resources: 

Intellectual abilities, knowledge, styles of thinking, personality, motivation, and environment. He argues, that 

the level of each resources depends on the individual (Sternberg, 2010).  

Intellectual Skills 

Sternberg defines three intellectual skills of importance: The synthetic skill, the analytic skill and the 

practical–contextual skill. The synthetic skill is the ability to see problems in new ways and differentiate from 

conventional thinking. The analytic skill is the ability to be self-critical and select between own ideas. Lastly, 

the practical–contextual skill to sell and gain others belief in the value of own ideas. The theory argues, that 

creative work and creative thinking, does not occur without confluence of the three skills (Sternberg, 2010).  
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Knowledge 

Sternberg also argues, that creativity needs knowledge. In order to distinguish from traditional thinking, the 

individual needs to know own area. He also argues, that knowledge can hinder creativity by creating too 

narrow and close a perspective. He found, through studies, that the level of, how deep structured the 

knowledge is in the individual counts. Knowledge does not alone define creativity, but also how the 

possessed knowledge is used matter (Sternberg, 2010).   

 

Thinking Styles 

Following the knowledge perspective, thinking styles are also important in Sternbergs theory. Thinking styles 

are preferred ways of using and deploying own skills. Especially is highlighted, the preference and choice of 

thinking innovation and the desire to push oneself to thinking in news ways. The ability to also think globally 

as well as locally. Recognizing and selecting between which questions that are important, are also part of 

“thinking styles” (Sternberg, 2010).  

 

Personality  

Important personal attributes in creative people is: Willingness to overcome obstacles, willingness to take 

sensible risks and willingness to tolerate ambiguity and self-efficacy. Sternberg argues, that creative people 

often seek opposition. Also, that neither of the attributes is static, but that people can decide to gain them. 

In studies, Sternberg also found, that the willingness to take risk, depends on the evaluators. When 

gatekeepers occur, risk-taking is at a lower level than in independent work (Sternberg, 2010).   

 

Motivation 

The theory also argues, that intrinsic motivation and task-focused motivation is essential to creativity. It is 

stated, that people rarely do truly creative work without love for the task and job satisfaction. Rewards 

matter less in this perspective. He also argues, that people will often try to find the most appeals aspect of 

their work and pursue it (Sternberg, 2010).  

 

Environment 

The theory states, that to be creative, the individual needs an environment that is supportive and rewarding 

of creative ideas. If the environment does not enhance creativity, potential might also be lost. The complete 

impact of the environment differs from individuals both in positive and negative natures. The environment is 

partly determined by the one that evaluate, where the reaction of the creativity and feedback becomes in 
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form. Creativity is often evaluated out of preferences, which could have negative impact. Sternberg mention, 

that changing criteria for evaluations of creativity, could eliminate this partly (Sternberg, 2010). 

 

Confluence of the Six Resources 

Creativity is hypothesized to involve more than a simple sum of a person’s level on each component. There 

may be thresholds for some components below, which creativity is not possible regardless of the levels on 

other components. Second, partial compensation may occur in which a strength on one component 

counteracts a weakness on another component. Third, interactions may occur between components, in 

which high levels on both components could multiplicatively enhance creativity (Sternberg, 2010).  

  



 35 of 222 

3.3. PM Evaluation & Design Criteria 

The selected theories grant an understanding of performance evaluation and information. It contributes with 

both links and consequences, as well as a consideration of strategy and goals. This makes the theory multi-

layered and dynamic, which considers an advantage of validation. 

 

In regard to the thesis research areas, the theories lack an industry awareness and an insight of individual 

differences. Likewise, the theory does not take culture or norms into account but can be links to theories of 

the subjects. The theories are based on the agent-principle theory, and especially in the design criteria true 

to the nature of it. The thesis should keep this in mind, when using the theory in a creative setting.   

 

From Allan Hansen perspective, organisations face two closely interlinked problems: Coordination and 

motivation. These are based on the premise, that value creation can be achieved through mechanisms of 

identifying goals and tasks for the employees, and incentives to implement the organisational goals. In this 

regard, Hansen suggested the entire concept and fundamentals of practical implications for the design of 

performance evaluation system, which typically depend upon the choice of performance measure and target 

setting (Hansen, 2012). Moreover, the author distinguishes between the four design criteria: Risk, 

manipulation, distortion and measurement cost, which are summarized below. In the real organisational 

setting, however, no perfect evaluation system can be designed.  

 

3.3.1. Choice of Performance Measure 

In the performance evaluation, choice of performance measure defines the design and interrelationship of 

the types of performance measurement.  

 

One-dimensional vs. Multi-dimensional 

The choice of the performance measures is based on a single measure or a combination of financial and non-

financial measures. In measuring the performance of an employee, both financial and non-financial aspects 

are needed, as they are likely to be the most efficient means to motivate employees to exert effort (Hansen, 

2012).  
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Individual vs. Collective 

Individual measures typically assess individual performance, where every employee has an interest in 

focusing on own performance. Where to collective measures are aggregate measures, employees are 

measured as a collective. It could be on a team basis (Hansen, 2012). 

 

Objective vs. Subjective 

Objective performance assessment is not based on any subjective parameters, but only on measurable 

results. It enables objective evaluations of agent performance in advance (ex-ante), because of the typically 

quantified measurement. The opposite would be a subjective measure and evaluation. Subjective measures 

are qualitative, and enables evaluation based on subjective judgment. Subjective evaluations can also be 

done on an objective measurement (Hansen, 2012).  

 

3.3.2. Design Criteria 

The criteria represent the cost and benefits of the system that should be considered, when choosing the 

performance evaluation for the individual company. 

 

Risk 

The rationale behind the risk is, that it is almost impossible to design a performance measure, which is 

completely free of errors (Lazear & Gibbs, 2014). It represents a noise for which employee is rewarded or 

punished. The amount of risk influences incentives and affects, both the key choices related to the design of 

performance evaluation system, as well as personal risk of an agent, which could be improperly reflected in 

the performance measure (Hansen, 2012). 

Typically, performance measures combine two kinds of risk: Uncontrollable and controllable. 

1. Uncontrollable risk is a pure noise: Embedded all external factors affecting the performance 

measure that the agent is unable to control.  

2. Controllable risk: Is usually affecting the performance measure that an agent can control to a certain 

degree or has a specific knowledge about the correct action to take (Zimmerman, 2009). 

With the assumed risk-adversity of agents, performance measures that have a lot of uncontrollable factors 

are costly to use, and agent has to be compensated for carrying the extra risk with a higher pay, known as a 

risk-premium (Holmström, 1979). 
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Distortion 

Distortion is often discussed in the context when an agents’ actions have different impact on the 

performance measure and the goal of the organisation. Merchant, highlights the term “goal congruency” 

which is the most vital requirement for company value creation because it directly aligns individual goals 

with the achievement of overall organisational objectives (Merchant, 2006). If not designed properly, PMS 

are vulnerable to all kinds of distorted impacts on the organisational performance. Furthermore, Lazear & 

Gibbs argues, by shifting inducement on some tasks more than on others, will make agents concentrate only 

on tasks that influence performance evaluation (Lazear & Gibbs, 2014).  

 

Hansen, comes to a similar conclusion, but with different reasoning. He suggests approaching distortion 

from the perspective of partial value creation, multi-tasking and the externality problem. The main issue 

related to the partial value creation, is the link between the task allocation that is the basis of the 

performance measure and the company’s value creation. In this situation, an agent can purposely neglect 

the tasks that are in the interests of the organisation. This explicitly impacts the shareholder wealth and 

imposes organisational costs, hereby a decrease in overall value creation (Hansen, 2012). Another 

implication is that performance measures often distort incentives. For instance, if there are multiple tasks, 

the performance measure may not capture all of them or may weight them incorrectly. In many cases, 

organisations should give balanced incentives to the different tasks (Lazear & Gibbs, 2014). Multi-tasking 

problem, as advocated by Hansen, refers to agent’s complete task portfolio that should be incorporated in 

the performance evaluation system.  

 

Manipulation 

Understanding the potential effect of dysfunctional behaviour on firm performance is important for several 

reasons. Firstly, performance measurements are susceptible to gaming and influence activities. Secondly, in 

context of agency theory, humans are rational and thereby will behave opportunistically (Zimmerman, 

2009). Accordingly, it can be difficult to influence employee’s behaviour because they have a tendency to 

work against the system and maximize self-interest at the expense of the organisation. This generates two 

kinds of problems: Moral hazard and Adverse selection (Hansen, 2012). 

 

Measurement Costs 

To ensure that the agent will not perform actions that harms the principal, the evaluation process should 

therefore include measurement costs of the system. The nature of measurement costs associated with the 

organisational expenses, required to implement, maintain and evaluate the PMS (Hansen, 2012). 
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Understandability  

Additionally, the thesis uses a criterion developed of Gerald A. Feltham: Understandability. The theory 

states, that a PM design with a high degree of congruence, can become a complicated device. He states, that 

this demands high degree of communication from principle to agent. If this is not done, the agent may have 

difficulties to understand the system and therefore either “give up”, work against it or in other ways work in 

an opportunist’s matter (Feltham, u.d.). 
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3.3.3. Performance Information 

3.3.3.1. Performance Evaluation 

Conceptualization of the performance information is not explicitly addressed in the literature.  

Mostly, integrated views on performance information imply, that employee behaviour become manageable, 

and thus it is a critical tool in the overall management organisations or work units (Hansen, 2017). 

 

Roles of Performing 

Performance information broadly referred to the concept, which addresses the relationships between: 

Individual employee behaviour, motivation and coordination perspective. It has an expanded role to 

coordinate and motive employees through: The informing role, the incentivizing role, the conditioning role 

and the documenting role. Performance information reflects the value-adding role, and direct employee 

behaviour towards the goal achievement for the organisation and value creation (Hansen, 2017). 

 

Dimension of Performance Information 

Dimensions of performance information focus attention on the different types it represents in the 

organisational context. Broadly, performance information enables assessments of individual performance 

and is frequently understood as performance measures. It involves quantitative or qualitative, written or oral 

and formal or informal mechanisms. Each dimension of performance information provides a different 

perspective, which needs to be considered together, to assess the overall performance.  

 

In relation to the quantitative dimension, performance information expresses quantifiable, numeric value 

and measured on a pre-defined scale. On the other and, the qualitative dimension relates to the assessment 

of individual goals, performance appraisals, coaching and competence. It allows a richer scope of the 

behaviour across the organisation. The formal performance information is designed to produce policies, 

procedures, guidelines, and standards. Informal Performance Information has been established in non-

numeric form, and mostly represents unstructured manner where judgment may or may not be involved in 

the evaluation. Lastly, performance information can be written or verbal/oral in a way, which clearly 

communicates what is to be achieved and measured or assessed (Hansen, 2017). 

 

3.3.4. Target Setting 

Rather than just focusing merely on the choice of performance measures, a more extensive method of 

combining performance target is suggested by the author. As such, when performance target is designed, 
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and the planned level of a result achieved, the related performance measure can be characterized as 

adequate or poor indicator of value creation. To see this more clearly, Hansen distinguishes between 

objective versus subjective, absolute versus relative, standard versus actual targets (Hansen, 2012). 

 

Absolute vs. Relative 

Absolute measures tend to stand alone. When explicitly using relative indicators to determine an employee’s 

productivity, principal is required to identify a peer group used for comparison. Relative measures are then 

by definition, measures that depend on comparison to other factors. Relative performance targets are often 

seen as a way to asses an individual performance relative to other individuals, hereby the performance 

mainly depends on each other. The most fundamental feature of a relative performance target is the 

competition it creates between comparable agents. With regard to absolute targets, the agent is evaluated 

in accordance with an absolute standard that is not affected by the performances of others (Hansen, 2012). 

 

Objective vs. Subjective 

The author essentially emphasis on the importance to correct the targets ex-ante or ex-post used for the 

evaluation purposes. In the first case, objective corrections are always ex-ante; meaning that the correction 

is included in the standard. In the latter, subjective corrections are significant once the period is over. 

Objective corrections usually pre-specified and included in the standard, but only when changes are 

anticipated (Hansen, 2012). 

 

Standard vs. Actual 

PM evaluations can be grouped into two types: Deviation form a standard and actual performance. This 

suggests that PM frameworks can be built around the concepts of anchoring of performance evaluations in 

standards; and whether to compare actual performance to a standard or not (Hansen, 2012). 
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3.4. Motivation Theories 

The selected theories of motivation highlight intrinsic motivation mechanism, which is considered relevant 

for the thesis. The Motivation Continuum is created from Self-Determination Theory. It gives the thesis a 

point of regulation of extrinsic. Together they grant a multi-dimensional perspective. It is easily adjusted for 

individual and industry. The theories links well to creativity and the scale of creativity used, because of the 

variety in motivation terms used.  

 

The theories do not consider organisation costs or effect by motivating the individual, within that how to 

manage an equilibrium between them. In that sense, value creation is lacking by what the optimal input cost 

to the given output of motivation should be. 

 

The theoretical framework of intrinsic motivation is considered to be pure form of motivation, which is 

completely in line with our empirical research. This approach stresses, that intrinsic motivation may actually 

enhance creativity because creative process affects performance by a high level of effort, dedication, and 

passion, rather than by tangible reward.  

 

Motivation is one of the most influential aspects that has implications on the employee performance and 

productivity. Traditionally, motivational theories are designed to provide better understanding of the nature 

of drivers. It induces individuals to exert effort with a full sense of willingness, which they are doing because 

they find it interesting and enjoyable, or consistent with their deep values. Simply stated, the importance of 

motivational concepts might be used as a framework for shaping incentives in organisation. In Ryan and Deci 

perception “to be motivated means to be moved to do something. A person who feels no impetus or 

inspiration to act is thus characterized as unmotivated” (Ryan & Deci, 2000).  

 

3.4.1. Self-Determination Theory 

In Self-Determination Theory (SDT), Ryan and Deci distinct between two types of motivation: Extrinsic 

motivation and intrinsic motivation. The authors argue that intrinsic motivation “is doing an activity for its 

inherent satisfactions, rather than for some separable consequence” (Deci & Ryan, 1985). Ryan and Deci 

emphasis on three innate psychological needs that are essential for the stimulating of intrinsic motivation: 

Autonomy, competence and relatedness. According to SDT, researchers indicate that intrinsic motivation is 

positively impacted by self-governing in task selection (Ryan & Deci, 2000). As such, feeling of autonomy 

arises when employees perceive their behaviour as self- determined. In order for intrinsic motivation to be 
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sustained, the feeling of competence can be supported by introducing challenging tasks and duties, thereby 

allowing individual to enhance necessary skills. Furthermore, it is important to provide with feedback to 

promote feelings of efficacy. Competence is regarded as an innate psychological need. It can enhance 

intrinsic motivation and make employees more interested in learning new tasks. In addition, relatedness is 

“the sense of belongingness and connectedness to the persons, group, or culture disseminating a goal” 

(Ryan & Deci, 2000). 

 

3.4.2. The Motivation Continuum 

More recently, the focus has shifted on the issues of autonomy versus control. Extrinsic motivation is broadly 

defined as the behaviour, which is driven by external rewards such as monetary rewards and refers to “doing 

something because it leads to separable outcomes”, whereas perceived autonomy is low (Ryan & Deci, 

2000). Ryan and Deci draw the conclusion, that use of control-oriented function, rather than autonomy-

supportive strategies (for example, tangible rewards, threats, deadlines, pressure) lead employees to lose 

enthusiasm and interest in the activity, thereby lowering performance. Ryan & Deci proposed a concept of 

Self-Determination Continuum, which shows three types of motivation within their regulatory styles. Along 

the continuum, motivation is represented in three basic states: Amotivation, extrinsic motivation, and 

intrinsic motivation. When individuals are amotivated, they would not act at all, or act in a passive and 

disorganized manner.  

 

Extrinsic motivation by contrast, is driven by external forces, which vary largely in their relative autonomy 

through four types of regulatory styles: 

 

1. External regulation: Is the least autonomous form of extrinsic motivation and represent motivation 

whereby behaviour is controlled by external incentives such as rewards, praise or the avoidance of 

punishment.  

2. Introjected regulation: A behaviour is based on regulation by self-esteem contingencies, such as 

pride, avoidance of shame or ego enhancement, where individual motivated to demonstrate ability 

of self-worth. 

3. Identified regulation: A relatively autonomous and self-determined form of extrinsic motivation 

when the behaviour is consciously recognized and valued by the individual because action is 

perceived as personally important. 

4. Integrated regulation: The most self-determined form of extrinsic motivation when the behaviour is 

fully integrated into personal belief and values. 
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As the individuals progress along this continuum to final stage of intrinsic motivation, their motivation 

becomes less controlled and more self-determined (Ryan & Deci, 2000). A key concept in Continuum is 

“perceived locus of causality”, which measures the reasons for one’s actions caused by internally or 

externally behaviours.   

 

3.4.3. Job Design 

Job Characteristics Model 

According to theoretical framework developed by Hackman and Oldham each job has five core 

characteristics, which are important prerequisites for employees to find their job interesting and challenging 

(Hackman & Oldham, 1976). Besides, jobs that provide employees with challenging work, gives an individual 

a maximum sense of competence in turn enhance creativity. Hackman and Oldham model explains the main 

relation between job features, which foster the desired psychological states and enhance intrinsic 

motivation at the individual level. The authors define skill variety, task identity and task significance the 

sufficient job properties which maximize employees’ efforts and make the work more meaningful, leading to 

greater motivation even without the use of pay for performance (Lazear & Gibbs, 2014).  

 

Continuous Improvement 

In similar vein, subsequent contributions examined by practitioners include two theoretical approaches for 

job design: Scientific Management and Continuous Improvement (Lazear & Gibbs, 2014). Continuous 

Improvement is most relevant for the thesis approach. The term relies on rapidly changing environments, 

innovative ways of work, continuous learning and multitasking. At the firm level, there is a tendency toward 

modern job design, granting employees more autonomy and responsibility, focus to enriched jobs in order 

to reach higher performance and avoid getting demotivated. In practice, designing or redesigning jobs 

encompasses a number of different techniques available. Consistent with this point of view, Lazear & Gibbs 

illustrates a more systematic classification of techniques, which are associated with a modern approach to 

job design: Job enrichment, multiskilling and work empowerment. 
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4. IIH Nordic 

IIH is one of the leading digital marketing agency with rich industry experience at the Scandinavian markets. 

The company is widely known for its technical capabilities and an intelligent use of the technology to provide 

clients with marketing solutions. Through the latest technology and digital knowledge, the agency aims at 

advising clients, who wish to constitute their online activities in the Nordic region. Established in 2005, IIH 

specializes in executing broad initiatives and services encompassing online marketing and branding, web 

analytics, SEM, social media, machine learning, optimization of websites. The company customers are 

represented by well-known brands such L’Oréal, Velux, Arla, TDC Group, Danske Spil and Gyldendal (Nordic, 

u.d.). 

IIH consists of approximately 50 specialists across 4 countries (CVR, 2018). The employee composition 

involves analysts, developers, marketers and creatives. To sustain innovative and knowledgeable level of its 

employees, the company constantly facilitating professional knowledge through courses, conferences, new 

tools and technologies (Appendix 6). 

The company is divided into four main business units: “Business Excellence”, “Digital Analytics”, “SEO & CRO” 

and “Digital Marketing” (Appendix 11). Mostly, employees are structured around teamwork with project-

based roles and responsibilities to adapt to the client needs. 

4.1. Financial Figures IIH 

 

 

 

 

 

 

 

Figure 4.1. Created by authors (CVR, 2018)1 

                                                
1 Return on Investments (ROI) calculated as: EBIT/Total Assets  
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The company has reported an increase in revenue by 2% in 2016, with the revenue of 22.998.160 Danish 

kroner in 2015, and 23.379.449 Danish kroner in 2016 accordingly. Apart from growth in revenue, it is noted 

that over the last two years ROI increased by 1,6% in 2016. However, the organisation major expenses have 

been significantly represented by personnel cost. Nevertheless, the dynamic is stable across the years, which 

could explain the organisations need in recruitment activities. Interest-bearing debt has been relatively 

stable over the whole period (Annual Report, 2016). 

 

The strong image is partly attributed to have introduced a four-day working week, that was fully 

implemented in 2017 for all employees. By shortening the working week, the company strives to achieve 

flexibility in the workplace, a better work-life balance, employee satisfaction and life quality. The new work 

processes have received extensive attention and interest from other businesses, Danish media and 

government representatives (Nordic, u.d.). 

The Pomodoro technology is another initiative the organisation has tested. It is a working technique, which is 

built on 25 minutes interval work, however separated by regular short breaks. The goal of the technique is to 

reduce external interruptions, making sure employees get work done with maximum focus (Appendix 6).  
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4A. Structure, Culture & Management 

According to above conditions section 1.5, the structure, culture and management are supporting areas for 

both the PMS and creativity. The areas could either suppress or enhance the creative process and should be 

congruent with the PM strategy. The belief is, that the following analysis will create an understanding of the 

organisation and the dynamic mechanisms, that effects the internal processes. The thesis structure in mind, 

the regarded analysis section (4A) creates a knowledge foundation before the next analysis section of 

creativity (4B).  

 

4A.1. Structure 

Drawing on organisational structure, the thesis theorized, that the rational distribution of jobs, 

responsibilities, coordination and communication can determine the success or failure of any organisation 

(Lazear & Gibbs, 2014). At IIH, this is illustrated by a functional structure, that simplifies the process of 

decision-making. The potential to segregate employees by a high degree of specialization might seem as a 

major advantage to the entire organisation, as it makes easier to direct work to appropriate employees and 

establish expedited decisions. Yet, the communication channels transmitted from unit departments to the 

top management could be seen as difficult to direct, decreasing flexibility (Appendix 11). The findings show, 

that IIH structure is also done around project groups encouraging a team environment culture, thereby the 

decision rights and task responsibility are located at the team-level. However, part of the decision control of 

ratifying new ideas and monitoring implementation process lies within management. Correspondingly, the 

projects are developed by team participants with the pre-defined goals and team targets. Team members 

share expertise and competences with clear responsibilities attached to each functional role (Appendix 6). 

 

Theoretically, the way an organisation can control and influence the behaviour of employees is also built on 

the organisational architecture. In particular, decision rights allocation, incentives and performance 

measurements must be equally balanced (Lazear & Gibbs, 2014). However, practical findings indicate 

incompleteness of the relationship, for example, between dimensions of reward and punishment system. In 

IIH, the culture is created by management leaders to praise behaviour, whereas punishment system of the 

employees’ performance is partially disregarded. Instead, social norms as a mechanism by which cooperative 

individuals penalized is introduced. Other dimensions have more solid relationship. The analysis showed, 

that IIH tends to decentralize decision-making, since employees have specific knowledge about project 

conditions, which grant the flexibility to deal more closely with customers. It has several major consequences 

for the organisation. First, from the interviews observed, decision-making resulted in 
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increased job satisfaction and provide incentives for effort. Second, given magnitude of decentralization has 

been reflected on both, enhanced creative ideas of individuals, encouraged motivation which has a strong 

impact on creative performance of the entire organisation (Appendix 5, Appendix 7). Finally, the PMS must 

drive the desired behaviour (Lazear & Gibbs, 2014).  

 

IIH perceives themselves as being informal. The findings show, that organisation heavily relies on strong 

informal culture with reduced procedural controls and shortened working days. The management style has a 

great deal of leeway with respect to its employees. It is reflected in a significant autonomy, freedom and 

trust-based relationships. This implies, that teams are self-directed and self-organized with responsibilities 

assigned in a less strict order. Formal leaders, such as CEO and COO, are involved towards executing client 

projects as well. Such informal structure puts management and employees on equal basis (Appendix 6). In 

this regard, the introduced management style tends to motivate and create the desire to induce effort 

towards organisation goals. However, lack of management control and granted decentralization might 

create a challenge to the entire organisation if employees have self-seeking interests, which are contrast to 

organisational objectives. 

 

Teams 

The team-based structure is an approach in IIH. Evolved structure defines primarily four teams: Digital 

Analytics team, Search engine optimization and Conversion rate optimization team (SEO and CRO), Search 

engine marketing (SEM), whose tasks related to successful service delivery to the customers. The Business 

Excellence and HR teams focus on both internal processes and people management (Appendix 11). Based on 

this, employees usually identify strongly with their functional divisions, since tasks are broken down 

according to functions. Teams also assigned project responsibilities, within each performs as a unified team 

for the sake of a common goals (Appendix 7). The interviewee explains, the need to work very closely with 

each other is caused by sharing skills and competences for the project success (Appendix 5). It appears, that 

philosophy to engage employees in team work does formally exist but driven by the requirement. Team 

structure is also very mixed, which comprises of several senior specialists and lower level employees, along 

with newly graduates (Appendix 5). This implies, that optimal blend of skill set permits greater efficiency and 

creative solutions through combined efforts. As the result, varied competences enhance collective creativity, 

primarily because team members maintain diverse experience and are able to combine it into specific 

knowledge. Based on findings, team members operate autonomously. Nevertheless, every functional team 

has a leader, a project responsible, who establishes goals to be achieved. Decentralized authority is 

encouraged in favour of fast decision-making process (Appendix 8). Likewise, coordinating responsibilities 
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and tasks become problematic in IIH. In this regard, teams are given multiple projects at hand, shifting focus 

on many tasks. Moreover, work performed by different team members does not fully take into account 

interaction with other functional teams due to the task overlapping and lack of coordination (Appendix 5). 

This indicates, that gap in establishing communication could exist, potentially decreasing flexibility and 

creative process.  

 

4A.2. Culture 

Although, a complete analysis of culture is not conducted, Schiens’ cultural levels are limited used as tools 

for understanding some dynamic, that might influence the organisational ways and, therefore, also the 

foundation for both creativity and performance measurement. The thesis believes, that internal integration 

does impact. 

 

4A.2.1. Artifacts 

The headquarter is decorated as an open space office. Light, glass walls, Scandinavian décor and colours, as 

well as big board- and meeting rooms are dominated. The workplace areas are only a small part of the whole 

office, and the employees sit close (Appendix 9). The company logo is a round circle surrounded by multiple 

lines. The company website is created in light colours (IHH Nordic , u.d.). Although, the artifacts are not the 

focus of the thesis, it does become clear, that IIH aspiration is to create freedom, trust and cooperation in 

their image both towards clients and employees. The emphasis is on transparency, close work relationship 

and free spaces. It states a vision from the top-management, and could be argued, to be a frame for creative 

thinking.  

 

4A.2.2. Values 

Time Management 

In 2017, IIH introduced a four-day work week at the organisation. It implies, that all employees have Friday 

off and thereby only work 30 hours a week to an industry matching level wage. The top management states, 

that the emphasis is on employee life satisfaction. They find, that being happy also creates motivation for 

the professional work (Rønneberg, 2017). Along with the four-day workweek the organisation also 

implemented other time management tools. For instance, working with the Pomodoro technique2, 

                                                
2 The Pomodoro technique implies working concentrated for 25 minutes and then take 5-10 minutes break. While 
working concentrated, the employee usually wears headphone and have a red light at the desk, so that all other 

colleagues are aware not to disturb. 
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shortening internal meeting to only being 25 or 45 minutes and creating a new mailing system (Appendix 6, 

part 5). In the implementing, the organisation also states a new value set: Employee life satisfaction and 

effectiveness.  

 

Teamwork 

All employees in IIH are part of at least two teams: A function and project teams. It is emphasized as formal 

value, that all teams should have weekly meetings, as well as the organisation have a weekly meeting for the 

entire employee group to evaluate (Appendix 6, part 2). The meeting in the function team and the project 

team are not always followed, and might be argued to be more formal value, but not always a value at an 

employee level (Appendix 7, part 5). Social events are also often expensed, and the organisation host at least 

one social event per month and has weekly Thursday bars (Appendix 6, part 3). Promotion is also granted 

after a subjective belief of fairness, and not necessarily out of achievement or competencies (Appendix 7, 

part 7). All teams are measured and have goals, as well as individual goals are displayed at the board room 

(Appendix 9). It creates transparency, and could be argued to be a statement, that all are equal and should 

be evaluating each other. A value in the organisation is evaluating teamwork and cooperation, which is 

highly emphasized. All should feel as part of the collective.  

 

Knowledge and Responsibility 

All employees have a milestone for which they should acquire a specific field of new knowledge within three 

months. Each milestone is parted in three goals. It is the employee’s own responsibility to reach the 

milestone (Appendix 5, part 4). In setting milestone and measuring the individual on knowledge, it becomes 

clear, that it is a value to require competencies and continuous development. All employees are also free to 

attend courses or conferences, they find fitting within their field. Freedom and responsibility are not only 

granted in the milestone but are present in everyday work as well. It is valued to have responsible and 

competent employees, and it is emphasized to expense to get such.  

 

4A.2.3. Basic Assumptions 

In Schiens’ perspective basic assumptions are completely informal elements and invisible, which is hard to 

interpret. In IIH two elements occur as informal elements. Praise between employees becomes an important 

part of being an employee at the organisation. It is not invisible, but the high emphasis on importance of 

doing it, is unspoken. It takes place in a degree, that in some situation it even becomes hard for new 
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employee to handle and can create some degree of pressure (Appendix 5, part 5). Another basic assumption 

is to be loyal to the organisation. The employees feel lucky to receive the benefits the organisation grants, 

which creates a high degree of loyalty. The loyalty in itself is not the basic assumption as such, but the 

expectation to be so, amongst the employees is. Together with praise, it becomes an unspoken rule of 

conduct, that must be followed to fit to the organisation and be part of social group. It creates a basic 

assumption, that to fit to the organisation one must be proactive and engaged in the organisation.    

 

4A.3. Social Norms 

According to Miller, social norms endure as an unspoken, but important part of an organisations’ culture. It 

is created between employees and can be endured by the management (Miller, 1993). In IIH, social norms 

do exist, and not only contribute to the culture, but can also be argued to serve as a foundation for the 

informality of the organisation. The social norms endure as a role of conduct between the employees, which 

create safety and ability for the organisation management. 

 

Social norms in IIH are based on responsible and professional diligence. To be accepted and to fit in to the 

employee group, it becomes a factor, that the employee contributes (Appendix 6, part 3). Social acceptance 

is equal professionalism and complicity to the collective organisational value creation. The employee 

generally perceives the employee group and organisation as a collective, therefore focused on the collective 

rather than individual value. That could also lead to second order norms, because all are looking out for the 

collective good.  

 

Praise is used as a tool, not only by management, but primarily amongst the employees. It is widely used to 

praise colleagues, especially on the social network “Yammer” (Appendix 7, part 3). The praise is transparent 

for everyone, which creates a higher incitement to achieve it, both because of the social quality stamp 

getting it serves, but also for the noise not getting praise endures.   

 

The consequence can both be elimination of free-riding and a high degree of effectiveness, but also a social 

pressure at individual level. To feel part of the group is a general priority and contributes to work 

satisfaction. In this case, recognition and perception of competencies also become a factor. To be 

acknowledged and welcomed, make employees devoted to the organisation. It requires a constant level of 

awareness, which also could create unhealthy pressure. Although, from an organisational perspective, it 

mostly maintains a high degree of value creation, where the most effective employees are kept in the 

organisation. The social norms can also impact horizontal cooperation. If the employees are welcomed in the 
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group, the cooperation might benefit. Additionally, if not being socially accepted, might also influence the 

professional cooperation.  

 

The frame of social norms arises from loyalty to the organisation. The employees comprehend the four-day 

work week and numerous social events, as being purely for their own benefit, which is hard to replace in 

another job (Appendix 6, part 4). This results in a high degree of both willingness in the organisation favour 

and loyalty. As an example, it is expressed in the Friday work schedule. The office must be manned on each 

Friday. Friday is the day off for all employees, but still the Fridays are always manned on a completely 

voluntary schedule, and all contributes. Employees are willing to expense a day of, for an extra unpaid day at 

the office (Appendix 5, part 5).  

 

In the sense, social norms become an informal control mechanism, created and followed by the employees 

out of loyalty for the organisation. Because of the hidden control and informal, unspoken ruleset, it can 

come off as being more dynamic and opened, then a more traditional frame. Although, social norms do not 

alone state the ground for either creativity or the success of a PMS, it becomes important to acknowledge 

that norms and loyalty has an impact. It is a big part of the organisational ways, and therefor impacts the 

possible success of the elements.  

 

4A.3.1. Leadership 

There are two leadership levels in IIH: The top management and the team leaders. The top management is 

transparent, sits in the same areas as the rest of the employees and does a lot to state, that employee life 

satisfaction is important (Appendix 5, part 3). They expense and prioritise the social events and the four-day 

work week. All of which contributes to credibility and loyalty, therefore also social norms. The management 

style could be said to be very hands off, with focus on freedom and responsibility, but also with a high 

degree of awareness of the positive consequences it might have on motivation and effectiveness (Appendix 

6, part 3).  

 

Top management is often away and does not take part of the day-to-day work. The true employee 

connection arises from the interactions with the team leaders. They are present and available at the 

employee level. Team leaders prioritize freedom at the workplace, and have weekly meeting with each 

individual, where the employee set the agenda. The focus of the meetings is the employees wellbeing 

(Appendix 8, part 3). It creates perspective of availability, but also trust, by granting insights and a room for 

listening.  
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The leadership on both levels does contribute to loyalty, by creating credible commitment. It has an 

enhancing effect on the social norms and does most likely also strengthen vertical cooperation.  
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4B. Creativity 

According to above conditions section 1.5, creativity is a main area of the thesis together with performance 

measurement, supported by structure, culture, management and motivation. The mentioned could either 

suppress or enhance the creative process. The belief is, that the following analysis will create an 

understanding of resources needed and the creative identity. The thesis structure in mind, the regarded 

analysis section (4B) is built on a previous acquired knowledge and understanding of structure, culture and 

management (4A).  

 

4B.1. Low Art 

According to Becker’s theory, production creativity is practical. The creations become out of enlightenment, 

not necessarily inner passion (Becker, 1974). According, IIH can be granted the title of low art. The nature of 

the creativity work surrounds programming, data and marketing strategies (IIH Nordic, u.d.). In that 

connection being creative is about finding solutions, creating communication and make strategies out of a 

given dataset. The key creative features are defined by creative and innovative solutions, and in some 

functions of the organisation, innovating new digital products. They can be perceived as professionals; 

however their creations are not innovative in the same way as high art. Production is commercial, ephemeral 

and could be granted a title of “low art” (Becker, 1974). In that perspective employees at IIH can be 

perceived as rational and are able to both calculate and grant themselves rules evolving the creative work.  

 

On a scale of creativity IIH works within low art, having some identifications from traditional industries, but 

still with an emphasis on creativity, innovation and to see solution without any foundation of doing so. In the 

analysis it is important to keep the definition in mind. The theories work in areas, where high art is more 

abdicable. The thesis also wishes to understand the difference between creative work and to enlighten more 

than one perspective. IIH grants a possibility to understand creative workers, that still perceive part of the 

work as being humdrum and work with rationale.  

 

4B.2. Properties of Creativity 

The theory of properties of creativity, grants a tool for understanding the creative workers and the creative 

process. Caves argues, that the difference lies within seven properties, that define creative activities distinct 

than other industries (Caves, 2000). This section tries to gain an understanding of, what is empirically found 

by rationalizing and categorize using Caves theory. 
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Demand is Uncertain 

According to theory, there is a bigger value uncertainty in creative industries, because product valuation 

relies on preferences. This means, that the creative process bears a high risk and that the allocation and way 

of sharing the product becomes important (Caves, 2000). The high amount of evaluation at IIH could be 

explained by the focus on being constantly prepared for new industry situations and a changing 

environment. In order to eliminate the risk, the organisation tries to emphasize information sharing and to 

learn by mistakes (Appendix 6, part 2). Additionally, a high number of measures on team basis is also 

concerned with approaches to get new customers, as well as evaluating with existing customers (Appendix 

12). IIH tries to meet the uncertain demands by understanding and preparation.  

 

The employees do not seem to be as aware of the risk, that the industry bears, and therefore do not take the 

evaluation as heavy as they are supposed to by management. The management fails in implementing the 

mind-set. In that perspective, control is used in IIH to meet the property, that is perceived as being present, 

but fails to follow it through. It becomes clear, that control can be a tool to solve the problem, but that 

having employee consequences might also be important in order for it to work as intended.  

 

The uncertainty also grants an understanding for the way the organisation is structured with decentralization 

and informal culture. Having a dynamic structure and a more agile system, can make it easier to faster adapt 

to new situations. Additionally, the used measurement system might work opposite. In the sense, that 

having many measures and a fixed system, might make the organisation more static, because of the 

guidelines, measures and targets to reach. It also grants a more defined frame for working in the 

organisation. A control system might also send a more stable signal to the employees, who do not feel the 

risks as close as the management might wish. Opposite, can be argued, that setting a frame both grants 

security and ensures quality.  

 

Art for Art Sake 

Caves argues, that in creative work the workers do care about the job and product (Caves, 2000). In IIH 

Caves theory does not fit perfectly. The employees do not describe the work as necessarily being a motivator 

in itself. Caves theory might be more adaptable for creative work, that deals with the High art.  

 

“I like the mix of having meeting, teaching and the analysis big data.” 

(Appendix 7, part 3) 
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The employees interpret their motivation as being related to challenge, freedom and variation. Having 

different tasks and being able to work without constraints but with trust, is emphasized to be motivating. It 

supports, that different types of creative work, on both end of the creative scale, has a need for being 

challenged and stimulated in their work. Freedom does as well play a role. It creates a demand of the control 

mechanisms, that cannot depend on workers to be motivated by inner passion and therefore have a higher 

need for control. The more creative factors as freedom and variety is also still present, so the control system 

should be able to control, but without limiting. It is a balance, that can be hard to achieve.  

 

Motley Crew 

The property relies on the perspective, that even though creative output sometimes only need one creative 

worker, many need a diverse set of skills and specialized workers. Each of these brings different preferences 

and tastes regarded the quality (Caves, 2000).  

 

In IIH, the organisation is primarily structured by function teams, but all employees are also part of project 

group where diverse functions are present. There is a project manager in each team, but the selection of the 

team members or team manager does not follow a formal guideline. 

 

There is no real focus in IIH on the motley crew, but the social norms and culture might also play a role in the 

dialog, where all tries to cooperate and create quality. In that perspective, it might decrease possible conflict 

and make a frame for productive work. The high amount of evaluation on both team and individual basis 

might also hinder some conflict in developing.  

 

The employee does not have the same creative pride, as the theory otherwise depends on. This also can 

make it less important for the organisation to have focus on. In a more creative setting, the creative worker 

might feel more identified with the product, than the employees at IIH. In that sense, it can be learned that 

different mechanisms are present, and therefore accords needs to the creative nature.   

 

Infinite Variety & Vertically Differentiated skills 

Creative products are often assessed by the consumers by comparison with similar products. Additionally, 

within creative industries, skills are vertically differentiated as well (Caves, 2000). 

 

“We called it a personal devolvement goal. We just filled it into a system, so they feel a sense of 

accomplishment after learning something new. So, in that way it is more about steering the development. 
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You do not get a price when you reach it, because it is expected that you develop in IIH.” 

(Appendix 6, part 2) 

 

In IIH, like with the demands is uncertain property, the properties are not spoken or emphasized much in the 

business method or the control mechanisms. The organisation has a high degree of focus on knowledge and 

development. The organisation both have individual knowledge milestone, all employees have freedom to 

go to courses, and have sessions where each team teach the other team in a subject (Appendix 6, part 5). 

The properties can be said to be fulfilled by a constant focus on developing employees and making them 

better at their area of expertise. The strategy in that perspective is not to control the output but making sure 

that employees are able to create the best possible input.  

 

Times is of the Essence & Ars Longa 

Creative products are not just relying on quality, but also on the time for which they are available. 

Additionally, the revenues can be sporadic and divided over time (Caves, 2000). 

 

The two properties argue for many of the same aspects as the demand is uncertain properties, time and 

changing environments are constant risk in the creative and digital business. It explains and rationalize the 

organisations choices in regard to measurement and eliminating risk by evaluation and frames. In many 

aspects, risk is handled by trying to enlighten all possible scenarios. The argument could be, that having 

frames and control tools, can eliminate some value in the creative process, but it could all create calm and 

safe environment to be creative free within.  
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4B.3. Prospects of Creativity 

The theory captures the vision and needed resources for creativity to enhance and develop. It is interrelated, 

and link well to both motivation-, reward- and PM strategy. Sternberg perceives creative people as 

individuals, that by nature tend to defy the crowds and resist traditional ways of thinking (Sternberg, 2010).  

 

Intellectual Skills 

Sternberg defines three intellectual skills of importance: The synthetic skill, the analytic skill and the 

practical–contextual skill (Sternberg, 2010).  

In IIH, the three skills are partly present, but not defined and outspoken. It can be argued, that the synthetic 

skill is focused on developing knowledge, but the emphasis is not necessarily on being innovative, yet just on 

expanding knowledge.  

In order to develop the synthetic skill on individual employee level, the organisation has a constant focus on 

praise and discussions on team level basis. All projects and team performance are evaluated once a week. It 

is a formal structure to do so, where to the high amount of praise is more informal and more on peer-to-

peer level. In that perspective, the analytic skill is also part of organisation culture and business way, but not 

only in form of be self-critical and select between own ideas, but more in a form, where there is room for 

evaluation and where quality is highlighted.  

Lastly, the practical–contextual skill to sell and gain others believe in the value of own ideas to clients the 

team leader holds and develops the skills (Appendix 5, part 3). In some cases, the employee works 

individually, and have the customer contact. It depends on the functions nature. The project team is always 

informed of the customers evaluation and needs, and the team leader has freedom to work with the 

customers as needed.  

In the organisation having the three skills are not formally demanded or controlled. It can be discussed, if 

performance evaluation on a more critical level could be beneficial, as well as challenging the employee on 

different areas also could gain a higher level of innovation and creativity.  

Knowledge 

Sternberg also argues, that creativity needs knowledge (Sternberg, 2010). The thesis found, that IIH does 

emphasis much on knowledge sharing, which is formally structured and set by goals to reach. The knowledge 
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should be within the employees’ own interest, be challenging but also aligned with the organisation 

objectives.  

 

“The way we set up these milestones, is also so each person could choose their preference. And we would 

discuss with our team lead if that could be aligned with the company objectives.” 

(Appendix 5, part 3) 

 

It becomes clear from the empirical, that IIH perceives knowledge of high importance. They have structured 

it and formally set goal by it. According to the theory, the pitfall can be to constrict the employee to a degree 

where it hinders creativity (Sternberg, 2010). Additionally, the thesis finds, that setting goal and have as high 

a knowledge focus might also create a feeling of pressure. It can also eliminate inner motivation to develop 

when the process has as high a control degree as present.  

 

Thinking Styles 

Thinking styles are preferred ways of using and deploying own skills. Especially is highlighted, the preference 

and choice of thinking innovation and the desire to push oneself to thinking in news ways (Sternberg, 2010).  

 

“What motivates me the most is challenging problems. Having to do something that is not trivial. That is 

what I always look for in a job.” 

(Appendix 5, part 5) 

 

The thesis found in the empirical, that the way an individual develops and challenge own creativity, does 

follow a direct guideline. In IIH, variety at work and challenge is highlighted as being of high importance. It 

fits to the theory, but also requires that the organisation is able to secure that all employees are stimulated 

and not feel that the job is trivial. It can also be discussed, if variety is a motivation for other industries, 

which are not creative. It becomes clear, that thinking styles differentiates and the form of creativity might 

also have an influence.  

 

Personality  

Important personal attributes in creatives are: Willingness to overcome obstacles, willingness to take 

sensible risks, willingness to tolerate ambiguity and self-efficacy. Sternberg argues, that creative people 

often seek opposition (Sternberg, 2010).   
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This prospect can be difficult to categorize, develop or control. Personality is by nature a dynamic and 

individual object, which is hard to structure or challenge. An emphasis can, though, be on making space for 

the individual to express the given personal attributes, that Sternberg suggests. Like with the above 

prospect, the personality and the given attributes might also differ on creative scale. In the empirical, IIH 

does not seem to take the personality as much into account, as the theory suggests. The organisation has 

broad measures on different levels. As such, measurement and punishment can eliminate the willingness 

toward the mentioned.  

 

Motivation 

The theory also argues, that intrinsic and task-focused motivation is essential to creativity. It is stated, that 

people rarely do truly creative work without passion for the task and job satisfaction, rewards matter less in 

that perspective (Sternberg, 2010).  

 

“But, I think recognition is quite important for me, both within the company and outside the company. For 

instance, within the company, I just get recognition from my peers and from my boss.” 

(Appendix 8, part 2) 

 

In IIH, the empiric defines motivation to be freedom, social environment, recognition, task variety and 

challenge. Monetary rewards are not emphasized as such (Appendix 3, part 4). It supports Sternberg’s theory 

of intrinsic motivation as being most important, and partly explains why the organisation has limited reward 

system. IIH, emphasis on praise and social events as being a motivator. Praise is done both from managers to 

employees in an open forum. Moreover, peer-to-peer praise encouraged on the social network Yammer. 

Praising is not only a formal motivation strategy but also becomes a way of culture. It can push the intrinsic 

motivation, and both create a feeling of belonging and recognition.  

 

“But it is amazing. Having Fridays off, it is really good. It also changes the way you work though the week.” 

(Appendix 5, part 5) 

 

Another motivation strategy is an extended focus on life quality, by having four working days. The tool also 

aims at activating intrinsic motivation, and comes from an idea, that if the employees have time on their 

personal life, they become self-motivated and effective at work. It makes the employees more loyal and 

creates trust to the organisation, because they feel being understood and seen (Appendix 7, part 2). It works 
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against the idea, that creative workers find complete satisfaction and passion in their work. It supports 

argument that not all creative workers can be perceived as being driven out of passion.  

 

Environment 

The theory states, that to be creative, the individual needs an environment, that is supportive and rewarding 

of creative ideas. If the environment does not enhance creativity, potential might also be lost (Sternberg, 

2010). 

 

“These meetings are 20-minute meetings where we have quite open discussion how well the employee done 

at the job. The emphasis is on the feelings, if they stressed or something annoys them. And sometimes the 

nature of the meetings is regarding the status of different projects.” 

(Appendix 8, part 3) 

 

The internal environment in IIH is defined by the organisation structure, the culture and the management, as 

well as partly represented by the clients. The informality of the organisation culture and decision rights could 

be said to supportive of creative ideas. It creates a space for development and to pursue own creative 

processes. Additionally, there is no explicit reward strategy, but instead a culture of praise and evaluation. 

The evaluation can both benefit and decrease the creative process. The high focus on individual well-being 

and satisfaction can create a feeling of trust and belonging. Opposite, multiple evaluations and measures 

might create stress and pressure. Consequently, it fails in creating a safe and risk willing environment, 

making employees challenge themselves and thereby enhance own creativity.  

 

The thesis finds, that Sternberg theory is conclusive in regard to the environment, which also explains the 

fact in above section 4A. Additionally, the thesis finds, that the environments ability to create a freedom and 

recognition is an important factor as well.  

 

4B.4. Creativity in IIH Nordic 

It becomes clear from the above, that IIH does not bear the same awareness for risk and uncertainty as 

theory suggests creative organisations and workers does. The risk that is present, is managed with a high 

amount of evaluation, which could be said to differentiate from normal creative approaches. It holds a 

possibility of obstructing creativity an innovative process but setting to fix frames. Likewise, IIH does not 

focus as much on personality, thinking styles and the way of structuring team regarding professional skills 
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and professional pride. In the mentioned areas the organisation does not follow theory approaches, which 

both fit the organisation on some levels, but can also be argued to create a limiting frame for the creativity 

presence. 

 

The organisation has opposite a high focus on knowledge, motivation and job- variety. The high degree of 

evolving knowledge fits the theory of the creative worker. The organisation is also setting goals and 

measures, which can be argued to be a fixed frame for inner motivation to develop and achieve new 

knowledge. The decentralization of decision rights combined with focus on job variety, could opposite be 

enhancing of the creative process and value creation, by setting areas of freedom, challenge and less 

triviality. All of which, is mentioned as being good for creative workers.  

 

The motivation strategy evolves around intrinsic motivation for which creativity is best activated. The 

motivation strategy is not necessarily focused on creative enhancement, but more on personal satisfaction 

and recognition, to create trust and loyalty.  
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4C. Performance Measurement System  

According to above conditions section 1.5, PM is a main area of the thesis together with creativity, 

supported by structure, culture, management and motivation. The mentioned should be in congruency. The 

belief is, that the following analysis will create an understanding of used PMS, as well as it consequences for 

creativity. The thesis structure in mind, the regarded analysis section (4C) is built on a previous acquired 

knowledge and understanding of creativity, structure, culture and management (4A, 4B).  

 

The PM is perceived as having a control and incentive role, created on a foundation to direct employee 

towards desired performance to achieve organisational goals. The PMS in IIH is separated into both 

collective and individual levels, using multiple measures within each. In some areas targets are used and 

evaluation are frequent. The system works on multiple areas, dimensional levels and ties the measures 

directly to the employee performance (Appendix 13). Hereby, the thesis finds ex ante of an explicit analysis, 

that the organisation has the same identification of their PMS as the thesis suggests: Being for control and 

incentive purposes. The following analysis will underline the role of the PM and emphasize more profoundly 

on each areas of performance evaluation and design.  

 

4C.1. PM Design 

4C.1.1. Function Team Measures 

Wildly Important Goals (WIG) 

The three delivery teams in IIH are measured on a team basis using the method develop by Sean Covey 

called: Wildly important goals. The method revolves around a principle of focusing goals on few narrow but 

important areas using four guidelines (Covey, et al., u.d.). The method states, 1) that no team focuses on 

more than two WIGs at the same time. 2) There should be WIGs at all levels on the organisation, but the 

purpose of lower levels WIGs is to help higher levels to achieve their WIGs. 3) Leaders at each level must 

define their own WIGs for their team to achieve involvement and activate knowledge. 4) All WIGs must have 

a clear measurable target and end date (Covey, et al., u.d.).  

 

In IIH, the organisation has adopted the WIG method to their PMS on team basis by setting up two WIGs for 

each team, both delivering team and supporting team. The thesis topic in mind, the analysis is only 

concerned with the delivering team, where the production and creativity is present. In the delivering teams, 

the WIGs are separated into two areas: One concerning financials such as turnover, one concerning 

customer satisfaction in terms of Net Promoter Score (NPS), which is an overall non-financial measure. The 
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two WIGs are partitioned into three milestones each to reach the goals. To achieve growth in turnover could 

be milestones such as eight proposals each month, four out-reach to increase revenue on current SEO 

product and four initiatives to generate demand. The milestones created to reach the financial measures are 

thereby not of a financial type but non-financial of nature. The goal is found achieved by an actual 

calculation on growth. The milestone created in order to reach NPS could be areas as: Conduct at least on 

initiate each week to improve satisfaction on least satisfied customer(s), call two customers each month and 

ask openly about their satisfaction of IIHs work and areas for improvements, and identify two ambassadors 

each month to proactively surprise and give them a reason to share their appreciation publicly. All of which 

is also non-financial. The NPS WIGs are achieved if the milestone is reached but is not measured monthly on 

an actual basis. (Appendix 12).  

 

The WIGs for each team are displayed in the boardroom on blackboards and visible for all employees. There 

is complete transparency, both regarding the WIGs nature but also in the process for each team to reach 

them and the possible failure or success to do so (Appendix 12). Once a month the framework and goals are 

drawn on the teams’ blackboard and during the month the achievements are typed in. On a weekly staff 

meeting all teams WIGs are displayed and discussed. At the end of the period for achieving, the successful 

teams get applauses (Appendix 6, part 2).  

 

Non-Displayed Measures  

Besides the WIGs, each team are also measured on sales, customer satisfaction and utility rate. Sales are 

measured on a single financial statement. Customer satisfaction is measured by a survey, that is endured 

quarterly or by half year combined with frequently evaluation with customers. The utilization rate is a 

statement of productivity of the employees’ collected as a team number. It is monitored each week. The 

measures are presented and evaluated on a weekly internal function team meeting (Appendix 6, part 2). 

Though, most employees are part of the function team, but also connected to a project team. However, they 

are not measured purely on a project basis, besides the fact that customer satisfaction in some sense is 

connected to project, thereby measures become indirectly linked on project level basis.  

 

United Team Measures 

The PM design on a function team level is purely collective and only linked to the total sum of team 

performance. Further, the measurement system is multidimensional. It consists of multiple measures and 

milestone, both of financial and non-financial nature, parted in what could be argued to be two PMSs. The 

measures are of both of the type objective and subjective. The objective measures are only based on 
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measurable results. In the organisation the objectives measures are both in term of financial measures such 

as growth, but also in terms of a specific number of non-financial reach-outs. All of which can easily be 

evaluated into either achieved or not. The utility rate could also be stated as an objective measure, where to 

the team is either on level or labelled with a higher or lower productivity than expected. The subjective 

measures on team basis are concerned with customer satisfaction. In the WIG system, the NPS score is 

perceived achieved if the objective milestone is reached, but in the non-displayed system customer 

satisfaction is measured by surveys, where to the answer are subjective and personal to the customer. It 

creates a far less measurable result, where to evaluation must be conducted subjectively.  

 

The employees are on team basis part of, what could be argued to be two separate PMSs. A more formal 

system of the WIGs, that is completely transparent for the whole organisation, and a more hidden system of 

productivity, sales and customer satisfaction. Each of the systems are a combination multi-dimensional and 

mixed, and with a degree of both objective and subjective measures. Besides the fact, that one system is 

transparent both systems are perceived important in management perspective and the complete team must 

carry the process as collective. Along, there is no formal reward or punishment related to the systems 

(Appendix 12, part 2). 

 

4C.1.2. Individual Measures 

Besides being measured in teams, the employees are also measured on individual basis. The measures are 

more organisational internal of nature, than the measures on team basis and can be separated in to areas: 

Time Management and Functioning.  

 

Time Management Measures  

In continuation of the four-day work week, IIH increased their focus on productivity. In that connection, the 

Pomodoro technic and some general guidelines about communication and meeting were introduced. 

Accordingly, the employees are measured on whether or not they are following time management values 

and if the employees register most of their time to internal or external work. Each employee is also 

measured on, how many Pomodoro’s are conducted each week, where to the goal is to do 12 sessions 

(Appendix 6, part 2). Likewise, the utilization rate is calculated on an individual basis as well. The goal is for 

each employee is to have a rate of minimum 87 % of utilization. Besides, being an individual measure, the 

time management system is connected to productivity and mostly based on objective measures, where to 

the employee has a specific pre-determined level or amount to reach. The system is created out of several 

quantitative measures all stating the engagement and productivity of the employee. The measures are 
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monitored by the supporting unit of Business Excellence and some of the measures are displayed on the 

week staff meetings, without personal indication. Shaming can also endure, such as putting apples on not-

performing employees desks (Appendix 7, part 2). 

 

Working Measures 

The functioning category of individual measures are concerned with the general satisfaction and 

development of the employee. Once a week an employee satisfaction survey is displayed as a pop-up on the 

employee’s computer. The surveys are created on a basis of subjective questions for the employee to 

answer (Appendix 7, part 2). The survey, of course measures on the employee satisfaction, both could be 

argued to be more a guideline for the management than a direct performance indicator. The functioning 

measures are evaluated on a weekly individual meeting with the team leader (Appendix 8, part 3).  

 

Further, to measure and direct development of the employee, each is given a knowledge milestone to reach 

per three months. The milestone consists of a new area of knowledge within the employee’s field but 

aligned with organisation objectives and decided together with the employee’s team leader. The milestone is 

separated into three part-goals to reach in order to achieve the milestone. It is the employee’s own 

responsibility to reach the milestone. All employee’s milestone is displayed at the boardroom, hanging on 

the wall. At the end of the period, the ones that has completed the goals is celebrated (Appendix 5, part 4). 

The design of the measures can be differentiating between the employees, but general the part-goals are 

palpable objective goals to reach, which are easily to check if done, such as attending a course of creating 

teaching material. The milestone is achieved by reaching the part-goals.  

 

4C.1.3. Target Setting 

Targets are used to determine whether a given performance is adequate or poor. The choice of target 

setting influences the evaluation of the system's design criteria. Most measures in IIH are objective and 

measurable in their targets, expect the customer satisfaction target, which is subjective. The target is set 

top-down, which could lead to manipulation, but the lack of rewards might eliminate the risk of 

opportunistic behaviour. There are multiple targets, which are all evaluated on an absolute and standard 

basis, which can create some risk for the employees. Opposite, the evaluation of the targets is subjective, 

and the target period can be pushed. Performance where targets are reached can also be forgiven. It can 

lead to an excuse culture” (Hansen, 2012), which then create influence cost. The frequent and personal 

evaluation between employees and team leader could support this pitfall. This can lead to the employees, 

becoming indifferent towards reaching the targets making the target to lose its importance.  
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4C.1.4. Performance Evaluation 

Multi-Dimensional Systems  

All employees have many different measures and targets to attend to, both on individual and collective 

basis. The measures work on a lot of different level at trying to achieve both direct revenue goals in form of 

financial measures, but also more indirectly in sense of customers satisfaction, productivity and employee 

development. In that perspective the measures, although different in style, does not conflict in their 

objectives, but still does have a confusing element. The complete system demands the employees to keep 

focus on several areas at the same time, eliminating the focused effort to achieve each. As the result, it 

could be argued, that whether or not the measures do not conflict in objectives yet create a conflict in 

measures working against each other. It can create a need for prioritizing among the measures. The priority 

might become out of the employee’s own interest or what eases them most, both of which might not align 

with organisation prioritises. Following, having to stress over all measures might create a decrease in 

motivation and a feeling of pressure in the employee. In that perspective, the inability to meet any of the 

goals. A substantial part of the measures is also concerned with achieving new attributes or customers, as 

well as measures that are not directly connected with everyday work.  Where to the empiric in total also 

shows, that the importance of the measures is not noticed at employee level and the priority is to get own 

work done first. The measure is often neglected or pushed in period (Appendix 7, part 5). The magnitude of 

the measurement is then lost and becomes both irrelevant and unnoticed.  

 

Collective versus Individual 

An extended part of the multisystem design is the fact, that the organisation both measures on team and 

individual basis. In some cases that might conflict, because of the divided focus created. In order to both 

achieve own best performance and team performance, traditionally employee will select to follow own 

interest before team interest. In the case of IIH, the mentioned conflict might be partly eliminated by the 

fact, that there is not real reward connected to the measures, as well as the fact that the measure on each 

level differentiate in its type. The disunity then might become more natural. Opposite, having team 

measures always hold the risk of freeriding, which could be supported by the many measures to prioritize 

amongst. It can be discussed, if the employees will not often choose to prioritize measures, that is directly 

connected to own performance. All of which, might also decrease the team spirit, that the organisation tries 

to increase by the collective measures.  
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Creativity 

According to creativity, the PMS might eliminate the risk adverse and innovative behaviour wanted, both 

because of a general lack of time to do more work than needed, and a decrease in trust for it to be 

acceptable. In having extended PMS creates a very fixed frame, of how to be an employee in the 

organisation. The ability and willingness to work beyond the frame is thereby eliminated. Further, the 

pressure it might create along with a possible sense of demotivation, does not enhance creative thinking, 

because of the missing feeling of freedom and valuation. The high focus on productivity also defines a clear 

frame of how to organise work, which might also decrease the feeling of variating and freedom to be 

inspired. Opposite, the organisation prioritizes to challenge and develop employee’s knowledge, which can 

enhance the creative sphere.   
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4C.2. Design Criteria 

The criteria represents the cost and benefits of the system, that should be considered, when choosing the 

performance evaluation for the individual company (Hansen, 2012). 

 

Risk 

Risk is not taken directly into account in the design of the measurement system at IIH, but the organisation 

acknowledges that the industry is fragile and dynamic. 

 

“That there are things that are out of our control, and we do not punish the teams for it. But we reconsider. Is 

that the strategy the one we want to go with. If it fails. If anything changes. We won’t hold the teams 

accountable. And I think our industry is very much identified by it.” 

(Appendix 6, part 3) 

 

There is no punishment for not performing in the organisation. Evaluation, which is also based on 

quantitative measures, conducted with regards to the industry and thereby includes uncontrollable risk.. In 

that connection risk is acknowledged, but the measurement system is not designed to avoid possible risk. 

Therefore, both sales and customer measures can be objects for general and uncontrollable industry risk. It 

could be argued, that a high amount of the industry risk is connected with digital development and new 

trends. In setting knowledge milestone and allowing employees to go to conferences, mitigate the risk by 

keeping the employees on tracks with the industry and customer needs.  

 

The total risk in having multi-dimensional and broad system is apparent, as well as the subjective evaluation. 

It might create confusing, unfair and misguiding results. 

 

“And if you are not, you are outside the group a little bit. It like a natural way of regulating that.” 

(Appendix 6, part 3) 

 

In focusing on team measures, it also creates individual risk for the employees, by all relying on each other 

performance. The organisation is very dependent on trust and loyalty, which has created strong social 

norms. To some degree, free-riding is eliminated by it.  Combined with the fact, that the employee must 

prioritize the measures, it might work opposite, as well as the social aspect can create a further pressure.  
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Distortion 

There is a goal congruency between the measures in the organisation, that is concerned with revenue 

generating, be effective when working and create customers satisfaction. All tasks are evaluated, but it 

might create distortion, that some measures are more transparent and displayed than others. The possibility 

to be shamed, might create a bigger focus on those areas. Multiple task and lack of incentives might lead to 

the employee neglecting task, that are important for the organisation. The main issue related to the partial 

value creation is the link between the task allocation, that is the basis of the performance measure and the 

company’s value creation. The pitfall in having many measurements, is also that the relevant information 

might be lost in the analysis of date, and that some measurements are insufficient and not necessary. 

Following, there is no measure for being creative or innovation, besides the milestone. Creating a fixed 

frame, and not letting room or incentive on more dynamic areas might lead to a creative distortion.   

 

Manipulation 

Lack of reward strategy and punishment in IIH has a decreasing effect on manipulating behaviour. The 

organisation is very focused on praising and in some situation celebrating, employees or team that meet the 

targets. In that connection, there might be an incentive for manipulating behaviour, but not in the same 

degree as if the incentives were more formal or monetary. In that perspective, moral hazard are not an 

urgent risk. Adverse selection might be more present, because of the multiple areas to focus on and goals to 

reach. In order to live up to all organisational pressure, employees are perhaps more prone to withhold 

some information. The quantitate and financial measures are harder to manipulate in that sense, because of 

the high degree of monitoring and actual numbers or levels to live up to. Most of the measures in the 

organisation are created on a measurable basis, but areas as customer satisfaction survey might be easier to 

adjust to the wished outcome.  

 

Measurement Costs 

The nature of measurement costs is associated with the organisational expenses, required to implement, 

maintain and evaluate the PMS. The extended nature of the PMS has a high degree of measurement cost. 

The data driven measures are less costly to retrieve and analyse, where customer satisfaction measures and 

survey, takes longer to conduct and are harder to analyse, thereby costlier for the organisation. The 

measurement cost will be difficult to keep at a low, because of the nature of the company. Valuation of 

creative output is preference based and therefore subjective measures will in some cases be most relevant 

and objective measures not sufficient. Having subjective measures are costlier. 



 70 of 222 

Understandability  

A PM design with a high degree of congruency and many measures, can become a complicated device. The 

wished priorities and behaviour might drown in the total sum, and it takes a lot of communication from the 

management. In IIH, the measures are often pushed, or the importance neglected at the employee’s level, 

which indicates, that there is missing communication and guidelines. It can be argued, to some degree, the 

employees give up on the system. 

4C.3. Performance Information 

IIH emphasises on evaluation on performance and three evaluations occur each week, on a basis of both 

subjective and objective measures and target. 

4C.3.1. Evaluation Methods 

Staff Meeting 

Once a week all staff meet in the board room to evaluate on team WIGs. The evaluation is primarily on an 

objective basis, relaying on whether or not the goals has been reached. All teams WIGs are displayed and 

evaluated in an open dialog with all staff. Each team leader presents the team effort and explains the state 

of process. In the end of milestone period, the employees that have reached the milestone are also invited 

to present and then celebrated (Appendix 6, part 2).  

 

Team Meeting 

Once a week every team also have a team meeting. In these meeting the team internally evaluate on the 

sales, customer satisfaction, utility rate and amount of Pomodoro’s. The team leader is alone informed of 

the management evaluation of the reach levels, as well as the alleged levels to reach. In the team meetings a 

subjective evaluation between the team leader and employee occurs, both regarding qualitative and 

quantitate measures. The employees are also responsible for suggesting reason for the levels, as well as 

solution for possible problems. The evaluation is supposed to be once a week, but team leader often 

neglects to do so (Appendix 8, part 3). 

 

Employee & Team Leader 

Additionally, each employee and team leader have a peer-to-peer meeting once a week. The meeting is 

more informal, and the employee mostly set the agenda. The purpose of the meeting is the employee well-

being and evaluation of own work. Although, there is also room for the team leader to evaluate on the 

individual collected performance. Hence, the evaluation is subjective.  
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Bias 

In the extended use of subjective evaluation, there might occur some bias from team leaders to employees, 

which the organisation should be aware of. Opposite, there is no use of reward, which eliminates some bias 

consequences, but in terms of promotion and trust from employees, it still remains of some importance. In 

IIH, an important base for the informal environment is trust and loyalty from the employees toward the 

management and the organisation. In cases, where the employees feel unequally noticed or treated, that 

relationship might be lost and result in demotivation, also regarding willingness to be creative. In IIH, 

promotion is often given out of a subjective evaluation of fairness, not necessarily out of competencies and 

performance (Appendix 7, part 7). A method which also could extend the risk of bias, or the feeling of 

unfairness from other employees.  

 

Personal bias highly related to favouritism, hence when the employer evaluated out of a personal point and 

personal preferences. The result will most likely be distorted and reduced incentives, wrong promotions and 

misguided information (Lazear & Gibbs, 2014). In the case of IIH, the subjective evaluations between team 

leader and employees, combined with the general close relationship, could result in personal bias both in a 

conscious and unconscious level. The employees set the agenda and have a room to express their general 

situation. The statements are subjectively evaluated, and factors as communication competencies and 

chemistry could be allowed to play a role in, which employee that is heard the most or promoted. The close 

relationship and daily working routines might also lead to leniency bias. Opposite, the frequency and 

possibility for the employees to set the evaluation agenda, might eliminate hindsight bias.  

 

4C.3.2. Roles of Performing 

Performance information broadly referred to the concept, which addresses the relationships between: 

Individual employee behaviour, motivation and coordination perspective (Hansen, 2017). In this respect, the 

documenting role in IIH comes to term by the displayed goals to both teams and individual: The WIGs and 

the Milestone. It could be argued, that IIH does not emphasis much on documenting, as well as there are not 

real consequences by not reaching the goals. It eliminates some control and decrease the feeling of 

freedom, but also creates a perception of the goals as being less important. Opposite the organisation 

prioritize information, and hereby the informing role, is much more in the performance information. The 

employees are continuously provided with valuable industry information, evaluations and feedback. The 

overall strategy for the organisation is opposite not communicated, instead it is found better for each 

employee to be informed of the wished state for their individual development (Appendix 5, part 4). It steers 

the direction of each employee, but could create overall coordination problems, because of a lack of 
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overview. Praise is following the only incentivizing object used the organisation, that can be directly linked to 

the performance information. It occurs both peer-to-peer, as well as from management. Combined with the 

missing focus on documenting, the organisation might lose authority in the performance information. It 

could also lead to shortages in regard to both motivation and coordination, which also shows in the missing 

use of the conditioning role.  

 

4C.3.3. Dimension of Performance Information 

IIH uses both quantitative and qualitative dimension in their performance information. In relation to the 

quantitative dimension, performance information expresses quantifiable, numeric value and measured on a 

pre-defined scale, which most of the PM relates to. On the other and, the qualitative dimension relates to 

the assessment of individual goals, performance appraisals and competence. The evaluation and feedback in 

the organisation mostly relies on information of that dimension.  The formal performance information is 

designed to produce policies, procedures, guidelines, and standards (Hansen, 2017). All performance 

information in IIH is spoken, and the employee never receives evaluation or guidelines in form of written 

product. Opposite the information system is very formal, with a lot of evaluation and measures. Following, 

there still exits an informal element, because of the lack of following up on the information.  

 

4C.3.4. Performance Information 

Altogether, IIH prioritises performance information and have structured, heavy system of frequent 

evaluation on multi-dimensional, where to all employee can express their point of view, as well as get 

feedback. Opposite, the formal evaluation system lacks in coordination and authority. The measures are 

coordinated with the organisation objectives, but the employees are not informed on the bigger strategic 

picture. They are focus on own path and development. The information system is also often neglected and 

pushed in time, as well as there are no consequences or incentives combined with the system. The highly 

prioritised system then delinquencies relevance and importance.  
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4C.4. PMS in IIH Nordic 

All employees have multiple measures and targets to attend to, both on individual and collective basis. In 

that perspective the measures, although different in style, do not conflict in their objectives, but still have a 

confusing element. The complete system demands the employees to keep focus on several areas at the 

same time, eliminating the focused effort to achieve each. Following, the employees are objects of three 

weekly subjective evaluations per week. The many different dimension of measures, target and subjective 

evaluation on objective measures, lead to a lack in coordination. The confusing element also creates a 

system, that confuses and demotivates. The system in organisation, could be argued to be both very 

extended, as well as with a high degree of control. The high degree of control and multiple measures impact 

creativity negatively, by eliminating possibilities to work freely and risk adverse.  

 

No incentivizing, no documenting and no consequences can impact that all measures and targets are 

neglected and loses authority. It can also be argued to have a positive effect on creativity, caused by the 

introduced informal element. It can still remain as a constant pressure, where to no real result comes from. 

The high degree of dialog and evaluation might work opposite, leading to the employees feeling noticed and 

be part of the organisation. The performance information and in some degree performance evaluation is 

though very focused on the individual, where to the organisation lacks coordination. 

 

In sum, the PMS limits to much freedom without creating an understanding of the importance or strategic 

direction the organisation want to steer. Following, it still creates pressure and confused employees, but the 

many measures and targets, create an environment, where risk adverse and creative behaviour is 

suppressed.  
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4D. Motivation 

According to above conditions section 1.5, the motivation is a supporting area for both the PMS and 

creativity. The area could either suppress or enhance the creative process and should be congruent with the 

PM strategy. The belief is, that the following analysis will create an understanding of motivation 

mechanisms, in relation to creativity. The thesis structure in mind, the regarded analysis section (4D) is 

created with a knowledge of both structure, culture, management (4A) and creativity (4B). It is developed 

simultaneously with the PM analysis (4C).  

 

The management practice in IIH integrates the principles based on setting goals and targets, performance 

measures is tied to employees, yet lack reward mechanisms. As such, it facilities the need to understand the 

nature of motivation tools being used. In this context, the emphasis is given to job design and incentives, 

that all can be seen as a series of inter-related elements invisibly affecting motivation. Apart from, the 

employee performance can be strengthened and crystalized through motivation. The relationship between 

intrinsic and extrinsic motivation is explored and the value it takes in creative-settings. At the same time, 

directing creative employees toward organisational value creation could undermine intrinsic motivation. This 

requires understanding the effectiveness incentive system design.  

 

4D.1. Job Design 

To create a motivating environment IIH have chosen a tendency toward modern job design approach with a 

focus on enriched jobs, that are challenging in nature. The importance of challenge and complex jobs was 

confirmed by respondents and perceived as a motivational factor for employees to be creative (Appendix 5, 

part 5). 

 

“What motivates me the most is challenging problems. Having to do something that is not trivial.” 

(Appendix 5, part 5). 

 

This indicates, IIH is trying to make certain tasks interesting, challenging in order to sustain intrinsic 

motivation, thereby allowing employees to expand competences and skills. The opposite was true for those, 

whose jobs are found to be less creative. Findings show, the focus on individual differences is not 

strengthen. According to interviews, task should be challenging, but to the extent employees is satisfied and 

find workload manageable. Inadequate workload per capacity of employee, multitasking and extra 

responsibilities faced as a frame in the mind-set of less creative employees (Appendix 7, part 2). 
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“…a customer asked about Snapchat advertising. And we have never done that before…perhaps I should ask 

Thomas…I know he would say, of course just go test it”. 

(Appendix 7, part 2). 

 

It could be argued, the link between employee job satisfaction, motivation and performance is not clearly 

strengthened, it rather lumps everyone into a homogenous group without taking individual creativity into 

account. The reason is, that some individuals might be less creative than others, with different types of 

personalities, capabilities and creative thinking styles (Sternberg, 2010). It seems, IIH have a narrow insight 

which contradicts an employee own identity and association with challenging tasks and additional 

responsibilities. Failed to comprehend these consequences, IIH might invisibly enforce demotivation, 

affecting job satisfaction and performance in the long-run perspective.  

 

IIH emphasized on decision-making to enhance employee satisfaction. Analysis shows, participation in 

decision-making is granted, but mostly split the overall decision process between management and 

employees, to limit the excessive power of one party over another. By setting clear accountabilities and roles 

provided by the functional structure, give employees a sense of authority and belief their voice is heard, 

valued and respected. This suggests, that divided control rights make job roles performed equally balanced. 

Thus, the optimal allocation of decision rights makes employees encouraged and feel more committed to 

perform their jobs effectively (Appendix 6). 

 

4D.2. Extrinsic and Intrinsic Motivation  

According to theory, it is relevant to analyse core job dimensions, further to determine the relationship 

between perceived job characteristics and employee job satisfaction (Hackman & Oldham, 1976). It is 

relevant to identify how creative individuals perceive themselves to be intrinsically and extrinsically 

motivated. Using theory of The Motivation Continuum, it is important to determine, if motivation has 

regulatory style and employees undertaking actions caused by level of autonomous or controlled reasons.  

 

IIH is enforcing the foundation for autonomy, skill variety, relatedness that are essential for stimulating 

intrinsic motivation, making sure employees feel a benefit in job satisfaction. Autonomy was particularly 

evident through implementation a four-day week and a high level of freedom given to individuals working on 

projects.  
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“We are extremely autonomous, in the way we work. We have a four-day work week… How you structure you 

day and your time is up to you. No one is checking, as long as your clients are happy.” 

(Appendix 6, part 3). 

 

It seems, that IIH provides work autonomy and freedom of flexible working hours without being 

micromanaged. It emphasis on making its employees more self-directed. This enhance motivation and 

improve life quality, making employees loyal. The apparent benefit is, that employees may be less 

incentivized in search for another job opportunities. The company, however, has a practice of setting goals 

and deadlines which are based on job autonomy, that makes it hard to achieve purely intrinsic environment. 

The effect is explained by respondents mainly, that there is certain expectation to meet deadlines (Appendix 

5).  

“You have a deadline and specific goals, so you are constraint in that way.” 

(Appendix 5, part 2). 

 

It could be argued; the type of motivation has the regulatory style. Given autonomy is rather control-

oriented in nature, than autonomy-supportive because it has external focus and driven by predetermined 

frame (Ryan & Deci, 2000). This reflects, that autonomy is high but limited in scope, thereby employee’s 

behaviour is influenced by real understanding of the rules. The existing rule has an effect on employees to 

carry out certain actions because they feel forced to do so. Although, regulated motivation is implicit, the 

effect of time pressure is suggested by respondents to enhance creativity (Appendix 5).  

 

The company also tries to motivate their employees through skill variety and competences. They have a 

policy of hiring diverse workforce, recently graduated and experienced employees to vary the mix of 

skills required for a job. To increase personnel competences is mostly done through training internally or 

externally and incentives of knowledge sharing. The company makes use of an idea of personal development 

goals, namely milestones, to raise knowledge awareness where everybody is given option to learn or get a 

new skill (Appendix 8, part 6). 

 

“We had a meeting a few month ago, where we decided that we want everybody to be a specialist in an 

area…And then we used some goals, some milestones for each person they need to do in three months.” 

(Appendix 5, part 4). 
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Results show, employees have difficulties in finding time for learning new skills. The pressure to balance 

between projects and milestones resulted in much extra responsibilities. Similarly, knowledge-sharing can be 

seen as a priority and high demand on overall organisational level, which IIH imposes. The organisation belief 

is, that skills and competencies are important for everyone to acquire, regardless of employee aspiration and 

readiness (Appendix 8, part 6). Based on this, it is highly possible IIH uses skill variety and competence as 

motivational tool but within external influence, by setting objective. Employee recognizes the personal value 

of regulated behaviour to the extent they enjoy skills and perceives the supplementary competences to be a 

benefit to the job satisfaction. This also suggests, the motivation type can be determined as extrinsic, yet still 

motivating the employees by granting some separable outcome (Ryan & Deci, 2000). 

 

To promote a sense of relatedness, company creates a general sense of belonging through encouraging 

team spirit, social events, equal basis relationship, which are supportive for internal motivation. The 

interviews acknowledged, relaxed and cosy atmosphere, support from colleagues, informal relationship style 

generate respect making employees connected and loyal (Appendix 7, part 3). This shows, relatedness 

promotes employees’ intrinsic motivation as it causes a commitment. In response, IIH is also expecting to 

reap the benefits and appreciation for granted privileges by putting pressure on the extra employees’ effort 

and get them to contribute more (Appendix 8, part 5).  

 

”I hope they recognize what we trying to do for them. Basically, I think they should feel nice of working here. 

And I think, they do. I’ve been managing the team for 2 years and I haven’t had one person quit the team. I 

think it is a sign of quite well commitment.” 

(Appendix 8, part 6). 

 

It provides a basis to assume that, making employees loyal impose enforcement rather than self-determined 

behaviour. Keeping employees more committed and involved, the internal motivation becomes controlled in 

their work environment.  

 

The degree to which employees are intrinsically motivated has been shown by means of task identity. 

Employees generally find to have a high perception of task identity. The interviews described, that they are 

dependent on each other qualifications and competences, nevertheless are given own project to be 

responsible for (Appendix 8, part 3). This demonstrates, that employees clearly identify the result of their 

efforts by given responsibility to do an entire piece of work that attributes as a motivational driver (Hackman 

& Oldham, 1976). 
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Feedback culture is also used to motivate their employees to perform better. When feedback is given 

evaluation is discussed mostly in positive manner. Furthermore, employees are welcomed to ask for 

feedback if required upon completion a course or presentation (Appendix 7, part 4). Negative feedback is 

not provided regularly by team leaders. Moreover, by not excelling a task, employees are not punished 

(Appendix 7, part 3). This, however, does not enable employees to focus on areas that require improvement 

and to self-monitor their progress. Results also show, the company does not always use feedback in a timely 

manner. The reason for this is that team leaders have failed to find time (Appendix 8, part 4). Moreover, 

some employees expressed limitation in receiving feedback. They agreed, that feedback is crucial, but due to 

the high technical and specialized level of their expertise feedback becomes impossible (Appendix 5, part 3). 

Since the goal of feedback is partly to increase motivation and enhance performance, it has not been used as 

a full mechanism for motivating and developing employees. 

 

4D.3. Rewards 

The aim of this section is to understand the use of incentives as a motivational tool and their effectiveness in 

the motivation of employees in creative-setting. As such, the attention, however, is given to non-monetary 

type of rewards. The reason for that is extrinsic remuneration exists in the job itself and assumed that 

employees will not provide extra effort because the benefit is expected (Lazear & Gibbs, 2014). Furthermore, 

the thesis works exceptionally with intrinsic motivation theories. It assumes creative employees does not 

involve working on activities for the sake of external rewards, therefore monetary incentives related to pay 

are irrelevant in creative-setting context. 

 

In IIH, there is no performance-based pay system, that framed in the context of bonus schemes, apart from 

fixed wages. Incentivizing employee is generally done in unstructured manner and strengthen through non-

monetary incentives. The incentive mechanism draws on a large number of perspectives, mainly 

encouraging employees with autonomy, and learning opportunities, recognition, praise, assigning 

challenging tasks, recognizing good job by small gifts, organizing social events (Appendix 8, part 3). The 

obvious benefit is, that by recognizing and rewarding for good performance encourages employees to 

perform better and leaves no option for manipulation. In this case, employees have incentives to behave in a 

sense which is aligned with organisations goals and create maximal value (Lazear & Gibbs, 2014).  

 

A prospect of promotion strategy does take place in IIH, but mostly to a limited extent. From the findings, 

employees expressed privileged and motivation to work for career progression and show their willingness to 

exert effort (Appendix 8, part 5). This implies, the potential of being promoted to a superior job generates 
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incentives to work hard. Likewise, the promotion mechanism lowers the problems caused by competition. 

Nevertheless, the criteria for granting promotions, sorting out and matching skills to fit the employees in the 

right jobs does however, seem unclear (Appendix 7, part 7). 

 

“I think that if I told my manager, that I wanted to get a new role or new job task they would be helpful and 

try to get me to a new role.” 

(Appendix 7, part 7). 

 

“From the very first day when I was started, I was told that my boss, which was the Head of SEO would 

probably change his role and maybe become part of the top management. And I was probably the most 

suitable to take over from him.” 

(Appendix 8, part 5). 

 

Hence, the promotion mechanism is very uncertain. There is an indication of bias making promotion based 

on subjective evaluation, both regarding favouritism of employees and lack of incentives to exert extra 

effort. The process become automated, making career advancement guaranteed. Instead of rewarding 

honoured behaviour, influencing behaviour is rewarded. Despite the above, promotion opportunities are 

constrained within the organisation due to its structure, which could be one of the factor for ambitious 

employees to lose motivation. The organisation tries to maintain senior level positions for personnel open, 

but very few layers limiting the number of promotions, which creates certain pitfalls (Appendix 6, part 4). 

When the efforts and achievements would not be appreciated, lack of motivation needed to achieve 

organisational goals might lead to value destruction. Since the possibility for promotion are limited, the 

opportunity for developing portfolio of skills is reinforced by means of education, knowledge-based 

incentives, milestones and training (Appendix 6, Appendix 7, Appendix 8). 

 

To keep employees motivated in the absence of promotion advancement, organisations instead provides 

knowledge-based incentives with the focus on skills growth, praise and recognition (Appendix 6, part 4). 

From the interviews findings, employees acknowledged differently based on what they have contributed. 

When it comes to appreciation and recognizing employees who contribute with outstanding efforts, IIH is 

using a praise application on “Yammer”. An informal social network, that allows praising for performance 

(Appendix 6, part 2). The general perception from interviewee’s is, that recognition from peers and 

management were considered to create a sense of being a valued. The effects of praise system on employee 

performance also showed increased engagement, retention and high performance (Appendix 8, part 3 & 5). 
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While there are some benefits in praising culture, not recognizing others could leave them feeling 

undervalued. The pitfall of praise incentives is, that Nordic creates a sense of competition and pressure. The 

interviews acknowledged, strong performers who are praised for a well-done work are publicly recognized 

during regular staff meetings. In addition, scores that have been earned over time are visible to other co-

workers (Appendix 8, part 3). This implies, that praise system becomes instrumental, leading to a risk of the 

reward being perceived as expected, and is used to modify and control desired behaviour towards 

organisational goals. The more frequent praise is, the more it loses its symbolic value, and the more it 

seemed to be needed and expected, influencing employees’ behaviour in order to attain separable outcome 

(Ryan & Deci, 2000). 

 

4D.4. Motivation at IIH Nordic 

The findings indicate, in trying to motivate employees, tools applicable in IIH are very broad. Having a 

motivation system that both established job design model and non-monetary incentives create the 

environment for high internal motivation. The gaps in promotion strategy, job enrichment and feedback 

culture diminish motivation and point to the lack of the effectiveness of motivational strategies used. 

Similarly, IIH tend to direct employees to reach targets and goals which should be aligned with organisational 

values. Employees’ behaviour becomes corrected and have a controlling factor. The intrinsic and extrinsic 

motivation does not complement each other but has a crowding out effect. One of the major controlling 

influence over employee’s motivation were granted autonomy and skill variety dimensions. Crowding out 

had a particularly strong effect with non-monetary rewards, such as praise. The motivation type could be 

determined as extrinsic motivation but with external regulation factors. Findings showed, employees are 

motivated by introjected and identified regulation and behaved in response to pressure and obligation yet 

recognizing it beneficial and personally valuable towards achieving goals.  
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4E. Part Conclusion 

The thesis concludes, that IIH handles possible risk with a high amount of evaluation and information.  

Likewise, IIH does not focus as much on personality, thinking styles and the way of structuring team 

regarding professional skills and professional pride. The organisation has opposite a high focus on 

knowledge, motivation and job- variety. The high degree of evolving knowledge fits the theory of the 

creative worker. The decentralization of decision rights combined with focus on job variety opposite to be 

enhancing of the creative process and value creation, by setting areas of freedom, challenge and less 

triviality. All of which, is mentioned as being good for creative workers.  

 

The motivation type is concluded as extrinsic motivation but with external regulation factors. Findings 

showed, employees are motivated by introjected and identified regulation and behaved in response to 

pressure and obligation, yet recognizing it beneficial and personally valuable towards achieving goals. The 

motivation strategy evolves around very broad tools, focusing on job satisfaction and recognition, to create 

trust and loyalty. But its effectiveness and impact on creativity is not best activated. It is though becomes 

having a controlling factor on employee behaviour.  

 

The thesis concludes, that IIH has a too extended PMS, both on individual and collective basis. The many 

measures do not conflict in their objectives, but still do have a confusing element. The complete system 

demands the employees to keep focus on several areas at the same time, eliminating the focused effort to 

achieve each. Following, the employees are objects of three weekly subjective evaluations per week. The 

many different dimension of measures, target and subjective evaluation on objective measures, lead to a 

lack in coordination. The confusing element also creates a system, that confuses and demotivates. The high 

degree of control and multiple measures impact creativity negatively, by eliminating possibilities to work 

freely and taking risk.  

 

The thesis concludes, that the performance measurements are neglected and without real authority. The 

PMS limits to much freedom without creating an understanding of the importance of the organisation 

objectives. It creates pressure and mislead employees, by the many measures and targets. All of which, 

creates an environment, where risk adverse and creative behaviour is suppressed. The thesis concludes, the 

PM in a sum to be too controlling to enhance creative work.  
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5. AdNuvo  

 

 

AN is an advertising agency, dealing with a spread of marketing solutions. AN perceives themselves as being 

a hybrid agency, dealing with multiple marketing channels, from commercial ads, digital marketing to 

advertising film (Appendix 1). The agency has a number of developers from artist to programmers. From that 

variety of skills, they create solutions for clients. The agency has different clients from smaller organisations 

to bigger clients, such as Arla (Appendix 3, part 2).  

 

There are around 30 employees at AN, where to the organisation also hire freelancers, when needed. The 

demand of human resources varies caused by the client number, which is part of the dynamic and changing 

environment, the company is part of (Appendix 1). The employees have very different backgrounds, but 

most are seniors, both regarding age and industry experience. The employee composition is a premeditated 

choice in the recruitment (Appendix 1).  

 

AN is an A/S company, where the ownership is parted in four shares each owning 25 percent of the 

company. One of the shareholders, also employs as the CEO. The organisation is structured without any real 

departments, but with project team for each client. Some employees are granted a title of senior and other 

employees are project team managers, or in any other way have an organizing role in the company. All 

employees, including management, is also part of the practical work. No one is perceived higher in the 

hierarchy than other. The CEO is also part of the project groups, working with practical client work (Appendix 

2).  

 

5.1. Financial Figures AN 

 

 

 

 

 

 

Figure 5.1. Created by authors (CVR, 2018) 
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In 2015, the organisation announced an annual revenue with 2.183.367 Danish kroner, along with a result of 

the year of 1.604.893 Danish kroner. In 2016, the revenue dropped to a total of 234.433 Danish kroner, 

generating a result of the year of 129.389 Danish kroner in the same period. Return of investment decreased 

from 37% in 2015 to 3% in 2016. This could imply, that the industry is dynamic and with both a high amount 

of risk and uncertainties. However, the company does not have remarkable debt, or a high portion of capital 

tied up in assets. The major cost is personnel cost, which is also the needed resource to produce creative 

output (Annual Report, 05/2016). 

 

 

 

 

  



 84 of 222 

5A. Structure, Culture & Management 

According to above conditions section 1.5, the structure, culture and management are supporting areas for 

both the PMS and creativity. The areas could either suppress or enhance the creative process and should be 

congruent with the PM strategy. The belief is, that the following analysis will create an understanding of the 

organisation and the dynamic mechanisms, that effects the internal processes. The thesis structure in mind, 

the regarded analysis section (5A) creates a knowledge foundation before the next analysis section of 

creativity (5B).  

 

5A.1. Structure 

AN is very dynamic and agile in nature without explicit structure. Findings show, organisational structure 

would not fit any traditional diagram, with evident responsibilities, job titles and power allocated (Appendix 

2). The type of structure could approximate flat however, some elements of network and matrix are still 

persisted. AN attempts to diminish all possible hierarchy levels. Therefore, decision-making can be done 

more quickly, eliminating layers of middle management and executives. The CEO is also involved in practical 

work. The duality of structure means that company is also run pretty much on informal project-based 

structure (Appendix 2). Practically, this conception can be seen as logical because the company finds itself 

working in a dynamic environment, with a high rate of production and very much depends on delivering 

project assignments on a weekly basis. This requires clear and point-to-point communication. As a result, 

internal communication is more open, flows freely rather than through channels, enhancing more 

opportunities for creative ideas.  

 

Potential strength of AN is the focus on the experience and professionalism of its employees, who tend to be 

viewed as all being Senior level without substantial distinction in job titles (Appendix 1). In practical terms, 

AN is endeavour to reduce their operating costs decreasing the number of positions they needed to hire for,. 

On the other hand, such hybrid type of structure seeks to make everyone as important as everybody else. 

This results in many layers of opinions and decisions, without a single decision-maker, which is perhaps the 

biggest vulnerability for organisation structure. Due to the uncertain structure and lack of middle managers, 

AN establishes no internal controls and almost free hands to work on project assignments (Appendix 3). A 

dysfunctional organisation can often be a result of improper organisational architecture. The assignment of 

decision rights, incentives and PM must support one another to achieve equilibrium (Lazear & Gibbs, 2014). 

Analysis shows, AN links decision rights with specific knowledge, enabling its employees to promote 

efficiency and respond to the changing environment (Appendix 1). However, due to structural holes, it is 
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hard to see how the split between initiation, ratification, implementation and monitoring phases enforced, 

particularly under setting no clear execution roles and accountabilities (Zimmerman, 2009). The problems 

created by confused organisational structure allow some decision-rights to be kept by the CEO and others be 

delegated to lower levels. Correlation between dimensions of reward and punishment system are poorly 

aligned with overall firm. The lack of these mechanisms affects the incentive system and worsen 

performance against organisational objectives (Appendix 2). 

 

Based on findings, AN places particularly great emphasis on employee involvement. This is done by 

establishing new ways of working and production through decentralized decision-making process. The 

informal network relationship by means of dialogue and frequent discussions are prevalent, opposite the 

persuasion, orders, formalized rules and policies (Appendix 1).  

 

This shows, that management style is also very flexible and open to respond the employees’ needs. The 

relationship is informal, with a lot of trust in its employees. This approach significantly tends to improve 

performance and creativity because a sense of freedom and autonomy given, allow for creative ideas to 

prosper. AN proves that hybrid combinations can co-exists. The structure design is so loose, it seems like 

being more based on personal relationships, than professional choices. It creates an environment of “all-for-

one” with a culture of “boys band club” (Appendix 3). 

 

“My wife has described it is like be in a “BOY BAND”. It is like “Everyone just as an important as everyone 

else”. So, we are all like “I am the most important”. That is the problem. There is often too many “cooks”, too 

many bosses and too many opinions. And that is a trouble for creative, is knowing who to listen to.” 

(Appendix 3, Part 5) 

Teams  

Analysis shows, for very small organisation like AN to be able to function, employees are being brought 

together in autonomous teams, with a bottom-up flow of decision-making process. In this sense, team 

members share common goals, determine whatever they find interesting to work on, either by free choice 

or consensus. The interviews expressed, that teams are aimed toward high priority to deliver projects, 

hereby teams are committed to create value to its customers. It gives the impression, that AN provides team 

members with a lot of freedom, but confined to some degree, as long as given freedom are in line with the 

organisational objectives (Appendix 1). The interviews point out that, scopes of duties and tasks are project-

based and less functionally driven, however with a great deal of tasks that are delegated to individuals. At 

the same time, established line of authority is given to the project manager, who define team structure and 
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responsibilities, therefore for each part of project decide on skill and competence level needs. In the 

interviews are mentioned, that the starting point is already existing creativity. The optimal composition of 

individuals are selected, not necessarily according being “good at everything”, but as a combination of skills 

and talents. When AN lacks certain competences, training and learning is used, as a facilitator to expand 

desired skills (Appendix 4, part 4). However, the biggest challenge for AN is constraints with resources in 

terms of employees’ size. The interviews acknowledged, they work on multiple projects serving multiple 

purposes simultaneously, requiring hybrid skillset and “wearing too many hats” (Appendix 3). This logic 

suggests, that dual role of team members and multiple project managers make creativity fragile. As a 

consequence, it often leads to poor quality, along with communication and coordination challenges, that 

influence team members performance. 

 

5A.2. Culture 

Although, a complete analysis of culture is not conducted, Schiens’ cultural levels are limited used as tools 

for understanding some dynamic, that might influence the organisational ways and, therefore, also the 

foundation for both creativity and performance measurement. The thesis believes, that internal integration 

does impact. 

 

5A.2.1. Artifacts 

The headquarter is decorated as an open space office. Light, glass walls and modern art on all walls are 

dominated. The décor is modern and full of objects and colours. The website is limited, as well as the logo is 

simple, solely with the company name (Appendix 10). Although, the artifacts are not the priority of the 

thesis, it does become clear, that AN wishes to create a hidden, modern and artistic image. It states a vision 

from the top-management, and could be argued, to be a frame for creative thinking.  

 

5A.2.2. Values 

Experience 

AN emphasizes on experience in their recruitment process and most of the employees are both seniorities 

by age and industry experience. It is a very conscious choice and originates from an idea, that experienced 

employees are better at working with multiple areas at the same time, being multitalented and self-driven 

(Appendix 1). In that perspective, experience becomes a quality stamp and also something that the 

organisation is proud of and brand them self by. It creates a structure, where the employees feel equal, all 

being part of a closed and exclusive group.  
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Criticism 

AN perceives creative work as being a process created by talent, craftwork and dialog. Criticism from others 

is believed to be an important input in that process, and crucial for the quality of the ending product. All 

work should be discussed. It is a partly formal value, that creates an open space for dialog and especially 

criticism. A value the employees shares but regard as an unpleasant necessity. 

  

“I think the working environment is often very challenging for people. I think a lot of people kind of expect 

criticism. We often don’t like to hear it. And it is part of business culture.” 

(Appendix 3, part 2) 

 

Informality 

A value created both from the organisation structure, the management style and supported by the value of 

experience, is informality. The organisation relies on informal business ways, both regarding control, 

teamwork and business way in general (Appendix 2).  

 

5A.2.3. Basic Assumptions 

The organisation member all shares a belief, that AN does real creative work of correct creative quality 

(Appendix 4, part 4).  Although, it is not directly spoken, it is a general attitude, that only competent 

creatives are employed at the organisation. They are all part of a disclosed creative class. It is spoken as 

being a problem regarding client needs and when traditional industries are discussed, it becomes a priority 

to distance. It supports the feeling of being a closed and equal group but can also complicate getting socially 

accepted.  

 

5A.3. Social Norms 

According to Miller, social norms endure as an unspoken, but important part of an organisation s’ culture. It 

is created between employees and can be endured by the management (Miller, 1993). Social norms exist in 

AN, but at an unknown level, primarily because of the size of the organisation. Social norms become an 

unconscious part of the way the employees socially interact, but at a dimension were the employee would 

not name it as being norms, but more a way to relate and interact amongst each other. In Millers theory, 

social norms are supposed as often unspoken but not necessarily unconscious (Miller, 1993). Despite the 

unconscious level, the employees perceptive on the correct way to interact and be part of the organisation, 
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could be categorized as a social norm and does contribute to the culture. It becomes a foundation for the 

informality of the organisation, for which the high level of freedom also is secured.  

 

In that perspective, social norms in AN also arise out of personal relationships (Appendix 3, part 5). In a small 

organisation, employees tend to become close and have a strong awareness of each other, also in more 

private setting. The social norms in the organisation therefore comes to term, in an attempt to always look 

out for each other and take care of the collective good (Appendix 4, part 2). It can eliminate an attempt of 

free-riding or unengaged behaviour, because of the high degree of colleague dependencies and private 

emotions, that also is parted in the relationship. The small number of employees also make it more difficult 

to hide ineffective or unprofessional behaviour. It pushes employees to do their best, both because of the 

constant focus from co-workers but also to look out for the collective good. The social norms in AN therefore 

becomes out of loyalty, but more to colleagues, then to the organisation or management. 

 

It can have the consequences, that professionalism in some situation is sacrificed for the personal 

relationship. Likewise, newly hired employee has to fit to the other employees’ personality to be accepted 

into the organisation and be welcomed in the social group. 

 

In the same perspective, second order norms are most likely not enforced subsequently, private feeling are 

hard to pass on and pressure other in to. Additionally, there might be a more unconscious enforcement of 

opinions, habit and workways, because of the close relationships. Horizontal cooperation, therefor might 

also benefit.  

 

5A.3.1. Leadership 

AN does not have a formalized structure and clear hierarchical level. All employees take part of the daily 

work, likewise the CEO (Appendix 2). The top management, therefore, is perceived as a part of the employee 

group and involved in social relationships. It can have a decreasing effect on top management authority, but 

also establish credible commitment and trust. In a setting were everybody is equal and take both a 

professional and private part of the collective, trust might be created. In AN, employees are not granted 

formal social events or other tools for enforcing social atmosphere, cooperation or loyalty. There is no 

concrete management style. The consequences can be confused employees, and a hard-kept balance 

between professional behaviour and private atmosphere. It can, though, also create cooperation and 

satisfied employees. 
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5B. Creativity 

According to above conditions section 1.5, the creativity is a main area of the thesis together with 

performance measurement, supported by structure, culture, management and motivation. The mentioned 

could either suppress or enhance the creative process. The belief is, that the following analysis will create an 

understanding of resources needed and the creative identity. The thesis structure in mind, the regarded 

analysis section (5B) is built on a previous acquired knowledge and understanding of structure, culture and 

management (5A).  

 

5B.1. High Art 

According to Becker’s theory, creation is often linked to romanticism. Art is created out of inspiration and 

passion. The creation becomes noble and honest, and the creator is perceived with a talent. Often the 

product of the creation assessed unique. If these characteristics are met, the creations could be granted a 

title of “high art” (Becker, 1974).   

 

In AN, the creator often starts out by a pencil and a piece of paper, making commercial print, film, campaigns 

and websites out of ideas and inspiration (Appendix 3, part 1). A selection of the employees is art educated; 

they perceive themselves as being real creative, where the creative process is granted high importance. It 

gifts the organisation a category of high art, despite the fact that it takes place in professional and 

commercial perspective. It has more present factor from an artist area, then from the more traditional 

setting. 

 

5B.2. Properties of Creativity 

The theory of properties of creativity, grants a tool for understanding the creative workers and the creative 

process. Caves argues, that the difference lies within seven properties, that defines creative activities 

different than other industries (Caves, 2000). This section tries to gain an understanding of, what is 

empirically found by rationalizing and categorize using Caves theory. 

 

Demand is Uncertain 

According to theory, there is a bigger value uncertainty in creative industries, because product valuation 

relies on preferences. This means, that the creative process bears a high risk and that the allocation and way 

of sharing the product becomes important (Caves, 2000). The organisations structure and culture in AN can 

partly be explained by a constant focus on being agile. The employees all emphasized, that both the creative 
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and digital areas are constantly changing. It creates a focus to be constant dynamic and able to fit to possible 

new situation.  

 

“So, all the way through the process you should be able to be agile and open toward things changing. You 

cannot have the solution up front.” 

    (Appendix 4, part 1) 

 

The mind-set can both explain the use a freelancer, the loose structure and informal culture the organisation 

has adapted. The organisation and the employees are aware of the risk that the industry bears. Therefor 

they do not take growth for granted or allow themselves to be in the same level for a longer period than 

required. Additionally, the employees see the clients as an object to seduce and explain to. An object, that is 

perceived as being a necessary evil, that does not understand the art and sometimes chooses to neglect, 

what is right.  

 

“And you can try to make them grow a little, but nothing happens. You do your work, and you do it as great 

as possible. And then you have some client, where you can just see great potential.” 

(Appendix 4, part 2) 

 

The high amount of risk the industry bears and the preference, that in the end value the creative product, is 

the frame for the organisation and the industry. It can be said to be a hinder for creative expression, both 

also a tool for keeping motivation at a high and the employees agile, by keeping a continues challenge. The 

employees perceive value in creative process to be dynamic and always with self-development (Appendix 3, 

part 2).  

 

The uncertainty also grants an understanding for the way the organisation is structured with decentralization 

and informal culture, because having a smaller and more agile organisation, can make it easier to faster 

adapt to new situations. That perspective can also be argued to fit to control mechanism. In the sense, that 

having many measures and a fixed system, might make the organisation more static, because of the 

guidelines, measures and targets to reach, as well as it grants a more defined frame for working in the 

organisation. A control system might also send a more stable signal to the employees, which then does not 

feel the risks as close as the management might wish. Opposite, can be argued that setting a frame, both 

grants security and ensures quality.  
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Art for Art sake 

Caves argues, that in creative work the workers do care about the job and product. The creator of the 

product cares about the originality of the product, and links it to inner pride (Caves, 2000). In AN, Caves 

theory can be fitted to the perception of work and personality. The employees describe creativity as being a 

way of life. Something that fills their personal life and the way they perceive their own identity. They 

describe it as being a way of living, not just a job or a hobby, but something that infiltrates all aspects of their 

life and lifestyle (Appendix 3, part 2). 

 

It can be argued, if the perception of work ensures the organisation. Having an informal structure and 

culture is secured by the passion the employees have about their job. In order to keep the employees to 

fulfil goals, maintain quality and be motivated, does not become something that should be regulated, but 

more a question of not interfering with employees own intrinsic motivation. Additionally, in the perceptive it 

might be better not to regulate and disturb employees in own creative process by control mechanisms. It 

could be more value creating to keep the foundation for them to evolve and let the creative motivation be 

the control system in itself. In that perspective, the inner drive does not only secure informal structures, but 

also demands them.   

 

“But I always want to improve on what I produce. I have quite high standards, which is a big of a problem, I 

guess. But that is a driver. “ 

(Appendix 3, Part 4) 

 

Motley Crew 

The property relies on the perspective, that even though creative output sometimes only requires one 

creative worker, many need a diverse set of skills and specialized workers (Caves, 2000). In AN, the 

organisation is primarily structured by project teams, where to the project manager selects the needed team 

member for solving the project. Additionally, the organisation relies on most employees being multitalented 

and focuses on selecting team, where all members have different competences. From there, the focus is on 

dialog and constantly challenge the decision and making the members arguing for the selected (Appendix 4, 

part 4).  

 

“I give them the right information that I believe is best for them to work on. So, instead of saying to the team 

“ok, we have a very difficult situation with many different products in many different markets, what to do?”. I 
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say, “we have the situation, where we focus on these four variances of the product and these markets, 

assuming that customers are looking for this and this, etc.”  

(Appendix 2) 

 

The team leader does not have a direct responsibility in the creative process but takes the supporting part in 

organizing and directing the output. In that sense, the motley crew is managed by setting a firm line from 

the beginning and then granting freedom, as well as make sure that all members are equal in the dialog. 

Additionally, the social norms and culture might also play a role in the dialog because all members have 

mutual respect and relationship with each other. In that perspective, it might decrease possible conflict and 

make a frame for positive dialog. It can be argued, that in a situation where the social norms are not as 

prominent, management tools and team motivation should be more represented in the organisation, to 

decrease the motley crew property.  

 

Infinite Variety & Vertically Differentiated Skills 

Creative products are often assessed by the consumers by comparison with similar products, but creative 

products are often both horizontal and vertical differentiated. Creative workers may improve skills by 

training and education, but the skills are still assessed by the consumers by the ending product. 

 

“Because we are not doing the real hard-core business strategic. We are converting business strategic into 

communication strategies – and then solving and coming with solutions.”  

(Appendix 4, part 2) 

 

The infinite variety makes many of the same arguments as the demand is uncertain prospect. The 

organisation keeps a constantly high focus on being agile and quality focused. Additionally, the organisation 

is very focus on the fact, that image is important (Appendix 4, part 2). A product of poor quality is often 

remembered more than work of good quality. To differentiate from competitors becomes a question of the 

quality and not a direct business strategy. This industry marker separates the creative organisation from the 

traditional ones, because the nature of strategy becomes solely a product focus and does not take many 

other factors into account. The product communicates. It creates high demands from the employees, both 

regarding their competencies and ability to develop. It might also explain ANs recruitment strategy. In order 

to control, that the creative process is at its best, is still the primarily focus. The control mechanisms, then 

follows the principles from the other properties.   
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AN does not emphasis much on structured development and knowledge sharing but keep an open space for 

dialog and demand the employees to be multitalented (Appendix 3, part 2). The organisation depends on the 

employees themselves to learn. It is believed, that the creative nature of the employees frames the 

opportunities to do so. Knowledge is shared more informally. In that perspective, the organisation tries to 

solve the vertical skill property by making sure all employees are multitalented – and all able to ensure 

quality of the inputs.  

 

Times is of the Essence & Ars Longa 

Creative products are not just depended on quality, but also on the time for which they are available. 

Additionally, the revenues can be sporadic and divided over time (Caves, 2000). 

 

“So, that is also another thing that is specific about our business - is that the only constant is changed. We 

know what we are doing today will be obsolete or old school, if not tomorrow than at least a half a year from 

now.“  

(Appendix 1) 

 

The two properties argue for many of the same aspects as the demand is uncertain properties, time and 

changing environments are constant risks in the creative and digital business. It explains and rationalize the 

organisations choices in regard to values, structure and control, but also opens up for the aspect of securing 

and eliminating risk by information and frames. In many other scenarios, risk is handle by trying to enlighten 

all possible scenarios. It can be discussed, if the changing creative environment is impossible to predict and 

secure, but there still remains a possibility to not only have focus on being agile, but also to have a focus on 

creating security.  

 

“We could gain a little bit about being, in my opinion, a little bit more structured.” 

(Appendix 2) 

 

The argument could be, that having frames and controls tools, can eliminate some value in the creative 

process, but could also create a calm and safe environment to be creative free within. The employees at AN 

does not necessarily find it to be a hinder and express some need for clearer frames. The question remains, 

if it in reality destroys creative value and the organisation still remains able to be agile.  
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5B.3. Prospects of Creativity 
Sternberg perceives creative people as individuals, that by nature tend to defy the crowds and resist 

traditional ways of thinking (Sternberg, 2010).  

 

Intellectual Skills 
Sternberg defines three intellectual skills of importance: The synthetic skill, the analytic skill and the 

practical–contextual skill (Sternberg, 2010). In AN, the three-skill are also emphasized in the creative process 

but not necessarily perceived as being three skills needed at individual level or toward solely own creative 

output. The synthetic skill is the ability to see problems in new ways and differentiate from conventional 

thinking. In AN, something that all employees should hold.  

“If you go in a direction, where it is expected, and everyone is “Yes, it is a good idea”. Then it is probably not a 

good idea, because we can all see it is a good idea, and that is not going to be unexpected for anyone.” 

(Appendix 4, part 3) 

In order to develop the synthetic skill on individual employee level, the organisation has a constant focus on 

criticism and discussion on project level. All projects are often made an object for open dialog. The open 

office allows the culture to be focus on an ongoing dialog between employees. In that perspective, the 

analytic skill is also part of organisation culture and business way, but not only in form of be self-critical and 

select between own ideas, but also towards other employees. Praise is not often used in the organisation. 

AN believes in development by critical sense (Appendix 3, part 4).  

Lastly, the practical–contextual skill to sell and gain others believe in the value of own ideas is divided by who 

is the recipient. In regard to clients, the team leader holds and develops the skills (Appendix 2). Where to 

arguing for selected creative choice in the open dialog is closely connected with criticism at the organisation, 

and something all employee should be able to do (Appendix 3, part 4).  

In the organisation having the three skills are not formally demanded or controlled. It arises from a collective 

understanding of how to achieve creative value. In that perspective the organisation believes, that the three 

skills set should come from an internal source. It should not be forced but be an undefined norm. In the 

thesis perspective, the three skills set, could be controlled and developed, by setting frames for the dialog 

and train the employee in selling and arguing for their choices. It can be argued, that setting a frame for the 

dialog would either make it less productive by the forced element or grant more freedom to develop without 

being challenged. The empirical also suggests, that criticism is a factor in developing creative competencies, 

but it can be discussed if praise is, as well a factor in developing the analytic skill.  
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Knowledge 

Sternberg also argues, that creativity needs knowledge. In order to distinct from traditional thinking, the 

individual need to know own field. He also discusses, that knowledge can hinder creativity by creating too 

close a perspective (Sternberg, 2010).   

 

The thesis found, that AN does not emphasize much on knowledge sharing, either formal or informal in the 

structure or culture. The missing focus could be explained by the fact, that the organisation mostly hires 

employee, that has a lot of experience and thereby knowledge. Opposite, the organisation demands the 

employee to be multitalented and defines the industry to be always changing. Both factors require constant 

new knowledge. The mind-set in AN is more reliant on creativity to be an attribute that the employee bear of 

nature, a talent, not an educated competence. In that perspective knowledge is not required and cannot be 

developed by force and controlled.  

 

Thinking Styles 

Thinking styles are preferred ways of using and deploying own skills. Especially is highlighted, the preference 

and choice of thinking innovation and the desire to push oneself to thinking in news ways (Sternberg, 2010).  

 

“I like to do exercise, running my bike, and I like to do tai-chi in the park and being in nature. In order to 

create an open-mind, in order to find space to get ideas.” 

(Appendix 3, part 2) 

 

The thesis found in the empirical, that the way for which the individual develops and challenge their own 

creativity, does not follow a direct guideline. Freedom to pursue own creative space is though highlighted. It 

might be a changing environment, as well as being able to choose own tools or spaces. All though freedom is 

emphasized as being of high important, setting a frame for the freedom of ideas is also underlined.  

 

“I think, football is the best example. Looking at a football field, you have the same rules, you have 11 players 

on each side, you have the same field. But telling Messi, that he is not creative, they have some restraints.” 

(Appendix 4, part 3) 

 

The pitfall for control in that perspective, is how to grant that freedom, not limiting the creative space, but 

still setting frames. Additionally, not all creative workers are alike, and making sure to keep all creative 
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output of high value, also creates difficulties in regard to control. One employees needed creative space 

might not be the same area as another employee.  

 

Personality  

Important personal attributes in creative people are: Willingness to overcome obstacles, willingness to take 

sensible risks, willingness to tolerate ambiguity and self-efficacy. Sternberg argues, that creative people 

often seek opposition (Sternberg, 2010).   

 

This prospect can be difficult to categorize, develop or control. Personality is by nature a dynamic and 

individual object, which is hard to formal structure or challenge. In this prospect it becomes a factor in 

structuring the frames and business method. An emphasis can though be on making space for the individual 

to express the given personal attributes, that Sternberg suggests. It can be arguing, if measurement and 

punishment would not eliminate the willingness toward the mentioned. In AN, it is not directly mentioned, 

that a creative should hold a specific type of personality or either of the attributes. The empirical all shows a 

high awareness on risk and changing environment, as well as an ongoing culture of criticism and challenging 

each other. It supports the theory but does not create a specific solution or answer for whether or not, a 

specific personality is always important or present at creative workers. It can nevertheless be said, that 

creative industries are dynamic. It suggests a sudden personality to be satisfied in working within the 

insecurities.  

 

Motivation 

The theory also argues, that intrinsic motivation and task-focused motivation is essential to creativity. It is 

stated, that people rarely do truly creative work without love for the task and job satisfaction, rewards 

matter less in the perspective (Sternberg, 2010).  

 

“I got like a hybrid skillset, I evolved during the year, being able to do lots of different things … It is my own 

perfectionism. It is manifested in my motivation. It is a way of constantly trying do a better job. I always want 

to produce a well piece of work.” 

(Appendix 3, part 3) 

 

In AN, all empirical defines motivation to be freedom, social environment, task variety and challenge. 

Reward is not emphasized, and promotion mentioned as being more important as a recognition of 

competencies, then a status symbol (Appendix 3, part 4). It supports Sternbergs theory of intrinsic 
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motivation as being most important, and partly explains why the organisation does not have any reward 

system. It creates a demand for the organisation to enable motivation otherwise. In that perspective, AN 

does not have a formal motivation strategy. It can be argued, if the social relationship amongst the 

employee is the reason why motivation, nevertheless is not suffering, and if it would not be if the social 

atmosphere was not present.  

 

Environment 

The theory states, that to be creative, the individual needs an environment that is supportive and rewarding 

of creative ideas. If the environment does not enhance creativity, potential might also be lost (Sternberg, 

2010). The internal environment in AN is defined by the organisation structure, the culture and the 

management, as well as partly the clients. The informality of the organisation, both in regard to structure 

and culture could be said to supportive of creative ideas. It creates space for development and to pursue 

own creative processes. Management also takes part of the practical work, which creates an informal 

atmosphere (Appendix 2). Additionally, there is no reward structure, but instead a culture of critics. The 

organisation believes, that to be efficiently creative, it is important to challenge creative ideas.  It can be 

argued if praising could also be a motivator and create a trustworthy space. The clients also define the 

environment, which creates a changing one. No clients or project are the same, which defines the 

environment after the project at present time.  

 

The thesis finds, that Sternberg theory is right in the fact, that environment is important and also explains 

the fact in above section 5A. Additionally, the thesis finds, that the environments ability to create a freedom 

is an important factor as well. 
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5B.4. Creativity in AdNuvo 

The most evident factors in AN is the constant focus on uncertainty, risk and the dynamic industry. It 

explains a lot of the structure, culture and management style in the company. It comes to terms in a 

constant focus to be agile, and therefore dismiss or neglect any kind of formality or control. The 

organisationalso perceives uncertainty and freedom as being closely connected with creativity. The 

employees share a mind-set, that categorize creativity to emanate from inspiration and freedom. It is 

something that should have facility to flower. It cannot be directly measured, because of the preference-

based valuation. Opposite, the employees lack some sense of structure and find that in some areas, it might 

be easier to be creative if the frame is clearly defined. The argument is, that constraints create freedom by 

eliminating choices. The paradox is then, to grant the freedom needed, but still giving frames.  

 

Opposite, motivation and development of knowledge is not emphasized in the organisation. AN believes, 

that creative motivation originates from an inner passion and that it is most valuable to keep it dynamic and 

undisturbed. Likewise, creativity is something that a person holds and not educated. Compared, the 

organisation believes that knowledge will be shared and gain if needed, because of the inner motivation to 

constantly improve creative competencies. Personality is the foundation for the acquisition.  

 

Additionally, a big part of the way AN handles the creative process, in setting team, the culture and the 

structure can also be explained by the employees’ relationship and the social norms. The discussion remains, 

if the social atmosphere is a substantial part of having a valuable creative process? It becomes a solution for 

many problematic areas, as well as it keeps control need low. Social dynamics are hard copied and might be 

very unique for the organisation.  
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5C. Performance Measurement 

According to above conditions section 1.5, PM is a main area of the thesis together with creativity, 

supported by structure, culture, management and motivation. The mentioned should be in congruency. The 

belief is, that the following analysis will create an understanding of the used PMS, as well as its 

consequences for creativity. The thesis structure in mind, the regarded analysis section (5C) is built on a 

previous acquired knowledge and understanding of creativity, structure, culture and management (5A, 5B).  

 

An effective PMS, according to Hansen, should be designed considering the cost and benefits of target 

setting, design choice and criteria (Hansen, 2012). AN is an advertising agency, dealing with a spread of 

digital marketing solutions (Appendix 1). In this respect, designing and implementing PMS in a large 

proportion represents data-based measurement system to optimize client’s business solutions. Besides, the 

project-based structure of the company, the measurement system and tools also linked to the projects. As a 

consequence, AN put less emphasis on evaluating individual’s performance against measures, that are 

traditionally tied to a performed task. Instead, the PMS is rather designed to measure the effect and 

outcome it has for clients, making employees informally and indirectly responsible for the project execution 

(Appendix 2). The PMS in AN could therefore take on multiple roles, but is perceived as being so simple and 

informal, that it neglects taking a role at all. The analysis will therefor accord to the thesis perspective: The 

PM is perceived as having a control and incentive role, created on a foundation to direct employee towards 

desired performance to achieve organisational goals. 

 

5C.1. Performance Measurement Design 

Hansen argues, when designing PMs, the choice of measures can depend on a single or multidimensional 

measure system (Hansen, 2012). In AN, the PMS is multidimensional, trying to cover aspects of both financial 

and non-financial dimensions in order to achieve a complete understanding of project-related impacts. First, 

each project has a budget, which represents a financial measure and creates a cost for the organisation. In 

designing the measurement system, AN followed a two-step process, which comprises of tracking 

behavioural data, developing multiple test scenarios and employ deliveries for multinational companies. 

These metrics, including client satisfaction, forms multi-dimensional system (Appendix 2, Appendix 4). 

However, an important consideration in this regard is, that AN see the PMS primarily as a tool related to 

project level, which aimed at creating value for its clients. Therefore, employees’ performance is not formally 

linked or measured. It is mostly viewed in isolation from PMS perspective (Appendix 2). This distinction is 

important to acknowledge. 
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5C.1.1. Behavioural Data  

Usage and conversion rates relate to digital marketing tools and form the core of ANs measurement system. 

Specifically, it measures the behavioural activities and connect these activities with the generation of sales. 

Both measures are objective and quantitative indicators. They are similar in their nature and reflect the 

number of users, that have visited the webpage and the number of users, who complete the purchase and 

turn into customers. By tracking behavioural measures on a daily basis, AN tries to understand the target 

audience, trends and behavioural activities to suggest business-related solutions and help in making strategic 

decisions for clients. In this context, AN aimed at increasing conversion rate by influencing visitors with 

content marketing concepts by means of attention-oriented to retention strategies (Appendix 2).  

 

With regard to distortion, tracking behavioural measures does not necessarily lead to sales and guarantee 

value creation for organisation. The reason for this is, that large number of visitors, that could be attracted 

by web and content design without growing into valuable customers. Furthermore, the risk is medium due 

to the lack of controllability. Manipulation is perceived as medium, primarily because the main objective is to 

deliver projects, thereby AN might easily make decisions, that would influence and accelerate measures in 

order to yield the desired results. Having few measures benefits in regard to measuring cost. To support and 

maintain data-based PMSs requires less time and insignificant resources to track quantitative indicators. 

Finally, understandability is assessed to be medium because it is time-consuming to estimate and interpret 

indicators, which causes growth or drop off rate as a result of marketing efforts. 

 

5C.1.2. Test Scenarios & External Feedback 

Besides, AN is also working on test scenarios, which are qualitative non-financial measures and highly 

subjective in the nature. AN run test scenarios and content pieces, such as videos on webpages, tested 

catalogue covers, websites and films mainly with the help of external agencies who test scenarios on end 

users within targeted audience. It generates an external feedback both from end-users to get an 

understanding of consumer preferences. Received feedback is used to optimize and customize the product 

for its clients, making sure to deliver best solution-product at the end of the project. Furthermore, feedback 

is very project-centric and shared, as well as discussed internally to analyse reasons and sources, which make 

certain activities to perform better or worse (Appendix 2, Appendix 3). Both, test scenarios and feedback 

have low distortion and high partial value creation. The prepared test scenarios and feedback do not only 

give an understanding of customers’ demands and expectations, but also provide the information to improve 

overall product suited for clients’ needs. If clients are satisfied, they most likely buy the end product of 

creative endeavour, thereby create value for the company. The risk, however is very high due to the lack of 
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controllability because the creative output of the employee’s performance is measured by third parties, 

external agencies. Selected target audience might not fully represent entire consumers’ demands influencing 

the results and making feedback biased. Consequently, manipulation is also low unless external agencies 

have self-interest to choose preferred target audience due to the asymmetric information. Besides, 

measurement cost is medium, as it required additional external agencies to be involved. The 

understandability it is high, as the information effectively interpreted and turned into a feedback, making AN 

to take better conclusions about consumer preferences.  

 

5C.1.3. Employee Perspective on the PMS  

The system is very limited with regard to employees’ performance. Measures are not formally linked and 

mostly viewed in isolation from employee performance. Although, most measures are closely linked to 

projects. It makes employees informally and indirectly responsible for the project execution as their 

cooperation take place in teams (Appendix 1). Moreover, as Hansen argues, both financial and non-financial 

aspects are needed to capture employees entire performance (Hansen, 2012). In this regard, only financial 

measures are tied to the employees’ performance and represent fixed wages. From theoretical point of 

view, financial rewards incapable in motivating creative employees to exert extra effort and resources on 

project execution (Lazear & Gibbs, 2014). Moreover, the system omits setting formal targets and 

performance expectations for each employee, along with formal tools measuring and monitoring results. 

Instead, internal and informal discussions encouraged. The discussion is, therefore, intended to guide 

employees working towards certain framework by responding clients’ demands. For this reason, the creative 

process and creative work is reviewed internally, whereas monitoring the process responds towards the 

organisation ’s interest. The nature of monitoring results unstructured and informal (Appendix 3). Apart 

from, there are annual employee performance evaluation by the CEO, along with internal feedback on a 

subjective basis. As a consequence, this could make employees behaviour entirely hands free, providing a 

room for manipulations. The PMS seems to be of very limited value and vulnerable, but to understand its 

entire effect on organisation and creativity it is relevant to analyse against design choice and criteria. The 

system identified as being one-dimensional and collective.  

 

5C.1.3. Target Setting 

As suggested by Hansen, PM frameworks can be built around the concepts of target setting, that would 

make it possible to estimate individuals’ performance. Target setting, as indicator of value creation, can 

gauge adequate or poor performance (Hansen, 2012). In AN, to encourage creativity, target-setting does not 

exist. The reason for this, is that idea of measurable targets contradicts creative freedom (Appendix 3). 
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Following this premise, employees are free to exercise performance, without being framed to reach out 

performance targets. The nature of ANs goals and objectives are concentrated with projects deliveries and 

setting up expectations for clients. A certain priority, therefore, is given to reach project delivery and 

establishing customer relationships. To promote fulfilment of given goals, they are communicated to 

employees through informal discussions. Apart from, goals are linked to the projects, thereby linked to the 

teams, but not individuals (Appendix 1, Appendix 2).  

 

In AN, having performance targets can distort creativity in multiple ways. Setting performance targets would 

make creatives exclusively focus on reaching targets and neglecting creative tasks. Effort avoidance on 

critical project deliveries, that are essential to AN success would raise to dysfunctional behaviour and 

manipulative actions, “excuse culture” and influencing behaviour (Hansen, 2012). Over the long run, there is 

a risk of impairment on AN long-term value. Similarly, the nature of performance targets incorporates some 

features of rule-based controls (Ryan & Deci, 2000). When target-setting aims to measure and correct 

expected levels of performance, it would inevitably suppress creativity, because measurable targets are 

perceived as a frame for creatives (Appendix 3).  

 

On the other hand, lack of targets in AN can also suppress creativity. The reason being, that target-setting 

has a strong effect on facilitating creative boundaries by taking creative risk, which is intrinsically challenging 

for creative process (Appendix 3). Apparently, the lack of target setting in AN make it difficult to estimate 

whether employees produce sufficient amount of work. Setting measurable performance target for each 

individual ensures the achievement of organisation objectives, which is tied back to AN goals and strategy. In 

a similar manner, performance evaluation enables to determine adequate performance against targets, 

along with individual areas to improve employee performance. Without clearly communicated, well-defined 

targets and performance measures, AN might fail in reaching its overall strategic goals.  

 

5C.2. Design Criteria 

Distortion 

Seen form a distortion perspective, the value creation for AN is an important factor. They rely on a broad 

range of highly-developed skills of the employees making them to execute multiple task and share several 

projects simultaneously. Creative individuals’ major tasks aimed at delivering project and encompasses 

drafts, scenarios design, content pieces, videos, catalogue covers, websites, films along with interaction with 

clients (Appendix 2, Appendix 3). The system can self-eliminate multitasking problem by coordinating team-

competencies and incentivize team members to cooperate together and share skills. This is partially because 
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all employees are very flexible and agile. However, creatives are motivated by inner passion and challenge. If 

tasks perceived non-creative or less challenging and interesting, the focus might shift to less valuable tasks 

creating no value for organisation. This creates in-congruency between individual goals and those of the 

organisation. On the other hand, task allocation can be mitigated by frequent communication and informal 

dialog, coordinating efforts focusing on required areas. Not being measured might obviously result in poor 

creative performance. By not measuring project managers, who responsible for the budget, AN might fail to 

capture negative externalities with regard to low quality of creative product, which would make system 

partially distorted. However, creative products reviewed internally at each stage, allowing to reduce 

externalities to some extent (Appendix 3). 

 

Risk 

Not being focus on measures, that are used for controlling employee performance enhance artistic 

freedom and make the riskiness of each individual high. Creating entails the possibility of creative idea and 

product being socially recognized, evaluated and approved. This involves high risk taking, which is essential 

to the creative process (Caves, 2000). Moreover, creating with deficiencies and imperfections is also part of 

the creative process (Appendix 3). As such, the risk cannot be eliminated due to the lack of controllability, 

making the employees risk costly to the organisation (Hansen, 2012). 

 

Manipulation 

In terms of manipulation, the system might have limited possibilities to create self-interest-

seeking behaviour. Lack of being measured could lead to influence activities and opportunistic behaviour. 

Such behaviour could be expressed in pushing activities that would generate sales faster. This increases a 

short-term client satisfaction but creates agency costs. On the other hand, remuneration such as bonuses for 

extra effort or reach performance targets, is not currently used in AN, which make manipulation activities 

amongst employees fairly low. Although, the entire team effort is neither quantified nor rewarded, yet only 

acknowledged and praised by informal dialog, the chances to sabotage each other performance are very 

low. Moreover, social norms can mitigate dysfunctional behaviour and the incentive to free-ride on each 

other’s effort. Furthermore, a creative personality and passion, a desire along with supplied energy to 

creative effort will resist to work against the system.  

 

Measurement Cost & Understandability 

The cost and resources, in connection to monitor and maintain employee performance, are not dominant in 

AN. No measures are tied to the employees’ performance, but on the project level basis. In this respect, 
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measurement cost is avoided. Likewise, the data-based system in AN is very simplified and understandable. 

It relies upon very few behavioural metrics, making AN agile and able to adapt to new situations. On the 

other hand, each of these measures provide narrow insight into aspects of value creation. The customer-

related data in terms of client satisfaction is unstructured and very informal. They are mainly exploited by 

having unofficial discussions and status of the projects. The process is not automated, which means most 

clients respond informally over emails (Appendix 4). Qualitative data, such as external feedback and test 

scenarios raise extra cost, it relies upon a deep understanding of the cause-effect outcomes, inquiring 

interpretations and systematic analysis. 

 

5C.3.Performance Information 

Performance review and evaluation process in AN involve meeting with a CEO and his subjective 

consideration regarding each individual performance results. This includes having one meeting a year. 

Because there are no formal performance targets and performance measures set up for each individual, the 

nature of discussions is informal and focus on the areas of employees’ personal development. These 

discussions seem to be very general, based on backward-looking employee results, as well as forward-

looking discussions regarding what skills, tasks and areas employee want to develop. At the same time, the 

discussion is also project-centric because the CEO partially involved in the project execution. Thereby 

employee might receive informal recognition and feedback for successful project deliveries, however as part 

of a whole team effort. The interviews demonstrate, feedback is not structured and very loose (Appendix 2, 

Appendix 3). This implies, the character of such evaluations process lack frequency, precision and structure. 

This can cause distortion and underestimate, how each individual performed and what goals and objectives 

have been achieved compared to the overall AN strategy (Appendix 3). For creativity, it has consequences as 

well. Creatives wants to feel special and valuable. Given that promotion is not part of AN strategy, the 

employee efforts and contributions cannot be recognized and appreciated to a full extent. A change in title 

might be given if employee express willingness to take on extra responsibilities (Appendix 2). Moreover, this 

consideration is based on the CEO subjective judgements. It empowers employees to have direct influence 

over decision-making. There is a high chance of personal bias related to CEO favouritism and personal 

preferences (Lazear & Gibbs, 2014). Hence, evaluation process in AN is doubtful.  

 

5C.3.1. Evaluations 

In AN, formal feedback is not practiced, rather it is seen as being very informal. It is also unstructured 

without any formal procedures. It based on dialogue, which take place in everyday interactions during 
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regular staff or team meetings. Feedback is given by everyone on the overall project level, usually during and 

upon completion of project. Continuous feedback and informal dialogue allows AN to respond fast to 

changing environment and focus on the delivery towards clients (Appendix 2). Moreover, the nature of 

feedback is consisting of criticism and in a minor degree positive feedback (Appendix 3). On the other hand, 

the pitfall is, that each individual does not get a personal feedback explicitly. Incomplete and unstructured 

feedback leave out each individual roles and performance because everything framed within projects 

delivery. Appreciating employees' creative side is partially praised by informal of statements (Appendix 2). 

This also implies, creatives achievements are not acknowledged sufficiently. The main reason for this, is the 

environment individuals work in is seen as a collective, without single out each individual creative effort. The 

lack of praise is explained by the fact of informal environment. Moreover, AN believes in inner passion and 

drive is also a starting point in everyone and does not need to be supported with formal acknowledgment. 

 

“We don’t have any prizes like employee of the month, or the best design of the year, that is not really what 

we do.” 

(Appendix 2) 

5C.3.2. Roles & Dimension  

Hansen highlights performance information as a critical element to understand, how it can be used for 

managing employee behaviour and how it contributes to value creation (Hansen, 2017). In AN, quantitative 

and qualitative information complements each other, yet not provides a comprehensive idea how 

organisation progress towards achieving its goals and objectives. Although, only few quantitative 

performance measures represent data-based measurement system, they are useful input for non-financial 

qualitative test scenarios, external feedback and clients satisfaction (Appendix 2).  With this regard, 

complementarity give a broad and rich view for decision-making process in AN, making PMS multi-

dimensional. Essentially, AN rest on qualitative feedback as part of performance evaluation process, which is 

not measurable and demonstrate high subjectivity (Appendix 3). On the other hand, the lack to quantify 

performance targets and performance measures for employees distort overall performance information 

value. Moreover, informal performance information substitute formal, with emphasis on unstructured and 

loose manner, to exchange information on team level basis. In AN, verbal information plays more significant 

role and substitute written policies. Explicating and communicating common tasks, goals and duties based 

on daily interactions, dialogue, team meetings. Goals are not documented, due to the lack of management 

report system (Appendix 1). 
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In line with Hansen, performance information has both a coordinating- and motivating function. To 

understand if it creates value in AN, it must fulfil certain value-adding roles (Hansen, 2017). The effect of 

informing role demonstrates a gap in coordinating employees towards organisational goals. The reason for 

this is the lack of directions and formal rules. Moreover, the feedback is unstructured, loose and framed 

within project context, thereby does not provide full information for performance improvement areas. A gap 

in promotion strategy hinder creative learning processes and development, but learning opportunities are 

exploited by job rotation. On the other hand, performance information is fully internalized due to autonomy 

and freedom, which intrinsically motivate employees towards organisational goals (Appendix 1, Appendix 2). 

From incentivizing role perspective, employee performance neither rewarded nor punished, which make 

mechanisms distorted, thereby fail to coordinate employees towards value creation. On the other hand, 

social norms partially alleviate this gap (Appendix 2, Appendix 3). The conditioning role, that associated with 

resource allocation is restricted in AN. The resource allocation is limited by the number of employees and 

multiple project execution. It causes challenges regarding optimal resource allocation between employees 

and tasks. The documenting role is limited in AN due to the lack of management reporting system, thereby 

not available for review (Appendix 2).   

 

5C.4. Performance Information in AdNuvo 

PMS in AN is limited in scope and segregated from employee perspective. The system disregard measures 

and performance targets to gauge employee’s results, nevertheless it can create value for organisation. PMS 

has several implications on creativity. Some design criteria, such as distortion and manipulation are self-

eliminated by creativity itself. Furthermore, it shows that target setting mostly rely on employee’s 

psychological states and intrinsic motivation, which have both enhancing and constraint effect on creativity 

(Ryan & Deci, 2000). Apparently, PMS and targets contradict artistic freedom, but the lack of evaluation and 

structured feedback suppress creatives’ achievements, which pose the biggest challenge for AN. Some 

dimension of performance information complements and substitute each other. Likewise, value-adding roles 

partially create value by means of employee coordination and motivation.  
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5D. Motivation 

According to above conditions section 1.5, the motivation is a supporting area for both the PMS and 

creativity. The area could either suppress or enhance the creative process and should be congruent with the 

PM strategy. The belief is, that the following analysis will create an understanding of motivation 

mechanisms, in relation to creativity. The thesis structure in mind, the regarded analysis section (5D) is 

created with a knowledge of both structure, culture, management (5A) and creativity (5B). It is developed 

simultaneously with the PM analysis (5C).  

 

A partially fragmented PM and non-apparent punishment system contributes to understanding, the way AN 

motivates its employees to keep an organisation value creation. It can be expected, that the motivation and 

incentive system is also designed differently relative to more traditional environment, where creativity is not 

the main focus. In this context, the emphasis is given to job design. Apart from, the relationship between 

intrinsic and extrinsic motivation is explored and the value it takes in creative-settings. Given that all 

elements are interrelated from motivation perspective, their potential might stimulate or have unwilling 

impact, which result in crowding-out effect. This further requires emphasizing on the overall design of 

incentive system. 

 

5D.1. Job Design 

AN focuses on the continuous improvement due to the nature of the dynamic environment and creative 

ways of work. Organisation is trying to design job framework, that maximize both high performance of its 

employees and motivation. To influence motivation through job design, AN has created a base for enriched 

jobs, that are more complex in nature, both challenging and mentally-demanding. The interviews expressed 

a direct link, that challenge lead to high motivating potential. In this context, complex jobs which require 

creative problem-solving was perceived as more interesting and attractive, rather than jobs narrower in 

scope (Appendix 3). Such findings reflect the fact, that AN reduces repetition of tasks and create 

opportunities for employees’ professional growth and development. In a creative environment this is 

important because employees would be more involved towards organisation objectives and generally more 

productive and committed.  

 

Besides enriched jobs, another motivation strategy is to enlarge jobs by encouraging multitasking. The 

positive effect is, that it will contribute to the output received by organisation but might affect employees 

effort intensity (Lazear & Gibbs, 2014). Adding greater amounts of task variety and responsibility varies 



 108 of 222 

among respondents, because the demands of the job could be too high for the abilities of the employees, 

who are not self-driven. It would be unlikely to have a positive effect on their motivation. The direct effect of 

increased job demands is both demotivation and job dissatisfaction at the expense of organisation. However, 

AN philosophy rest on high workforce experience and being agile to do a lot of things simultaneously 

(Appendix 1, Appendix 2). 

 

“And some teams or some projects would require the same people at the same time. So, we also need to 

multitask... But that is part of our work. We do not have unlimited resources, so we need to balance it.” 

(Appendix 1) 

 

”Of course, we also had employees who didn’t fit our understanding of a culture. And they are not here 

anymore.” 

(Appendix 1) 

 

For small an organisation like AN, there can be a problem to properly estimate, what competences are 

needed and allocate tasks to those employees whose responsibility level match skills. Moreover, if some 

tasks by creative employees, are not perceived as self-interesting, it can make employee feel indifferent and 

lose motivation. Part of efforts on one project would possibly shift, neglecting another project (Appendix 3). 

 

 “But that is really depend on creative work. If there is not a great creative work to do, then often I will feel 

that I need to move on.” 

(Appendix 3) 

 

Lazear argues, that organisations can impact employees’ incentives by choosing the agent’s portfolio of tasks 

(Lazear & Gibbs, 2014). This implies, that increased job demands should be adopted to the extent 

multitasking enhance job satisfaction and motivation. Otherwise it might distort employees’ allocation of 

efforts across different tasks, resulting in poor quality of creative output, which is costly for the company 

(Lazear & Gibbs, 2014). 

 

The extent to which AN delegates decision-rights influencing internal motivation. Analysis showed, there is 

practically no signs of micromanagement or dependence on formal rules. AN grants employees more flexible 

working hour, decentralizing decisions and trying new thinking and methods of work, high involvement in 

brainstorming sessions (Appendix 1). Nevertheless, participation in decision-making does not align with job 
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roles performed. Mainly, this was explained by organisation structural holes of clearly defined execution 

roles, making team members limited in the scope of choices in decision-making process.  

 

“Perhaps, just a little bit more responsibility, that is aligned with your specialty. Because, as I said, we discuss 

everything, meaning everyone is entitled to his own opinion about anything.” 

(Appendix 2) 

 

Being constrained by multitasking and the responsibilities, indicates a weak link between work 

empowerment and decision-rights. This restriction might suppress internal motivation and associates 

negative job attitudes (Appendix 1; Appendix 2). 

 

5D.2. Promotion 

Promotion is not part of the strategy in AN. This gap has been explained mostly by the relatively small size of 

organisation and its structure (Appendix 2). Lack of advancement creates problems for the management, in 

terms of retention the workforce, turnover, hiring costs, low morale and loss of talented employees. This is 

closely followed by high risk of employees’ underperformance in job positions and chance of creative 

employees to depart. Interviews acknowledge, high professional competencies and skills of employees made 

them incapable to be suited for higher roles, as almost everyone holds Senior level positions (Appendix 2). 

 

“We have almost 19 people at one level and one CEO.” 

(Appendix 2) 

 

A parallel can be drawn with the Peter principle, when employees rise to their level of incompetence until 

promotions impossible (Lazear & Gibbs, 2014). In creative setting, this can be a demotivating factor, as 

employees are intrinsically motivated and expect growth in challenge and development. In the lack of 

promotion prospects, AN motivates and develops its creative talent by providing additional training practices 

through job rotation. The findings reflected, job rotation is quite informal strategy. It is implemented when 

employees express a desire to accumulate experience and gain skills by taking on new responsibilities 

(Appendix 2). This implies, that job rotation could be a solution for employees, who lack motivation but if 

they do not benefit form growth, it is a weak form of incentive. As such, AN have to structure stronger 

incentives, that prompt extrinsic or intrinsic motivation. 
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5D.3. Extrinsic versus Intrinsic Motivation  

Based on Job Characteristics Model, jobs that score high on skill variety, task identity, task significance, 

autonomy and feedback dimensions predicted to enhance internal motivation. Thereby impacts on 

employee productivity and satisfaction (Hackman & Oldham, 1976). Moreover, using motivation theories by 

Ryan and Deci, it is also important to understand how employees perceive their motivation in a creative 

setting and to determine if external control or self-regulation exist. 

 

AN very focused on freedom, flexibility concerning scheduling and choosing own working methods. The 

interviewee acknowledges, that the company does not have structured or formal motivation tools in place to 

stimulate employees’ creativity. The starting point is, that creativity already exist in everyone (Appendix 1). 

 

“We just try to hire people that we believe are motivated by themselves to do better every day.” 

(Appendix 1) 

 

Establishing freedom and autonomy in performing task self-motivate itself, which also positively contributing 

to improving creativity. Instead of setting formal directions to achieve deadlines and goals, autonomy is 

given. It is characterized by granting deep trust in the task fulfilment, with freedom being as a self-motivator, 

allowing everyone doing flexible work and having frequent discussions (Appendix 1, Appendix 2, Appendix 3). 

 

 “But what I try to do is try to set up visions that we can work together, tools. Instead of setting directions 

“you should do this”, we try to set up a vision, like “I want us to achieve this”. 

(Appendix 2) 

 

This implies, directing is done in a less obvious manner, without having formal rules influencing behaviour. 

The degree of autonomy shows a strong relationship with internal work motivation and job performance 

(Appendix 3). Relating this the theory, it is seen that employees perceive their behaviour as self- determined 

(Ryan & Deci, 2000). 

 

The job characteristic “skill variety‟ is clearly addressed, nevertheless has exhibited moderating impact 

imposed upon the individual. Results indicate, employees carry out different type of projects simultaneously, 

that requires a number of skills set and competences involved, particularly communication, media, 

filmmaking, technology, design, and copywriting skills. Based on interview findings, employees with high 

level of skill addressed a higher level of intrinsic motivation (Appendix 3).  
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“...you are often asked to use your creativity to solve other problems like filmmaking. I never knew about 

filmmaking, but I had to learn about that. I had to suddenly expand my skillset, ultimately improving my 

creativity”. 

(Appendix 3) 

 

As the result, opportunity to maximize the use of talents and abilities, raise motivation and stimulate effort. 

The interviewee also points out that acquiring skills is mostly done by encouragement, to help them evolve 

talents and competences (Appendix 4, part 4). This expresses a self-determined behaviour according to Ryan 

and Deci, making creatives feel competent and supported by their peers, through an autonomy-supportive 

style (Ryan & Deci, 2000). 

 

“It is in your talent, and then you evolve your talent. And some people can go in all these direction, but if you 

force someone to go in a direction. It might not be good.” 

(Appendix 4, part 4) 

 

Even though, skill variety dimension is high, its impact varies among employees primarily because the 

workforce is involved in multiple projects simultaneously. The alignment of skill set would negatively 

associate with job performance in the long-term prospect. Overqualified employees’ degree of motivation 

might decline due to the failure being able utilize all capabilities and talents (Appendix 3). 

 

“Because you have to have multiple projects and you are at different phases all the time... And all you are 

thinking, you have to somehow hold on for all the different jobs.” 

(Appendix 3, part 3) 

 

In the context of relatedness, AN also tries to create belongingness by equal basis relationship, perceiving 

employees as teams and being as a “family” (Appendix 1, Appendix 4). Once such relatedness has taken 

place, it generates respect making individuals connected and loyal (Ryan & Deci, 2000). 

 

“I think, what you feel in a creative agency and in this little company we have, it is a family.” 

(Appendix 4, part 3) 
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The effect of task identity shows, that generally employees have a broad understanding of the creative work 

process, but still have low task identity. Employees are given distinct and separate parts of work, rather than 

a whole piece and full responsibility for the project. Teams share skills and multiple projects with each other, 

which blends work. It is hard for team members to claim the responsibility for the final output, which leads 

to lack of motivation (Appendix 3, part 3). 

 

Task significance has a substantial impact on the work of other people (Lazear & Gibbs, 2014).  The project-

based nature enforces AN to take very proactive role as being the link to the clients, providing them with 

information and resources needed to achieve results. The interdependent aspect in a given job makes 

employees responsible for the outcome and give the sense of meaningful work to contribute to the entire 

organisation (Appendix 2). 

 

In the context of feedback, the interviews demonstrate, that feedback is not structured and very loose. 

There are two types of feedback in AN: Informal internal evaluation of employees made by peers and 

external feedback from clients in terms of customer satisfaction. The informal feedback takes place at every 

stage of creative process. Giving feedback from peers is double-sided, usually prior and upon completion of 

project. The nature of feedback is both consisting of criticism and a minor degree of positive feedback. This 

allow creative employees to improve areas of performance (Appendix 2, Appendix 3, Appendix 4). 

 

5D.4. Rewards 

Rewards are the source for employee performance and motivation, but it is not something that is done to a 

large degree at AN. Monetary rewards, such as fixed pay is present in the organisation. The downside is, that 

it is rather a short-term extrinsic incentive, that cannot reinforce long-term motivation in creative setting 

because additional effort does not enlarge additional benefit (Lazear & Gibbs, 2014). The reward system is 

very unstructured, informal and mainly consist of recognition, work freedom and autonomy. The interviewee 

also mentioned, employees sometimes are given raises and change in titles, when taking on extra 

responsibilities, but the nature of this monetary reward is mostly to retain workforce within the company 

(Appendix 2).  

 

To give a sense of accomplishment for good work, praise is used, but to a limited extent. Praise typically 

involves informal acknowledgement of team’s effort without single out individual person (Appendix 2). 

Similarly, AN does not demonstrate a strong incentive in granting recognition. Being a small sized company, 

recognition is unofficial and only used to acknowledge good work. Creatives have to challenge and self-
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motivate themselves (Appendix 3). This shows, even if the creatives are self-motivated and challenge-

seeking, without being properly rewarded and get recognized for the work, may have consequences for 

performance and decrease motivation. The link between the reward system and motivation is not obvious, 

hence, do not appear sufficient.  

 

5D.5. Motivation at AdNuvo 

The findings imply, job design to a large degree determines the motivational and performance influences. It 

has impact on creativity as well. As was shown, job dimensions contribute to a high level of motivation. One 

of the major motivation factor is freedom. However, gaps in promotion strategy, increases demands and 

emphasis on numerous responsibilities, overqualified employees, lack of decision rights and empowerment. 

It creates some in-congruency, which can demotivate employees in the long-run perspective. The reward 

system appeared to be a weak form of incentives. It does not yield effective motivational results. Employees’ 

behaviour is self-determined without having a controlling factor. The crowding out effect does not seem 

likely to undermine intrinsic motivation due to the absence of external control and pressure. The motivation 

type could be determined as extrinsic motivation, where behaviour is regulated by integrated regulation, 

which is fully integrated into personal beliefs and values. 
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5E. Part Conclusion 

The thesis concludes, that AN has a high focus on uncertainty, risk and the dynamic industry. It explains the 

choices of structure, culture and management style in the company. It comes to terms in a constant focus to 

be agile, and therefore dismiss or neglect any kind of formality or control. The organisation finds uncertainty 

and freedom as being closely connected with creativity. Following, creativity is by AN created out of 

inspiration and freedom. Compared, the organisation believes, knowledge will be shared and gained if 

needed, because of the inner motivation to constantly improve creative competencies. Personality is the 

foundation for the acquisition.  

 

Additionally, a big part of the way AN handles the creative process, culture and creates team can be 

explained by the employees’ relationship and the social norms. The thesis concludes, the social atmosphere 

in AN is a substantial part of their creative process. It becomes a solution for multiple problematic areas, as 

well as it keeps control needs low. Social dynamics are hard copied and might be very unique for the 

organisation.  

 

The thesis also concludes, that job dimensions contribute to a high level of motivation. One of the major 

motivation factor is freedom. Although, motivation tools are very narrowed, yet employees’ behaviour is self-

determined. The motivation type could be determined as almost intrinsic motivation, with less evident 

elements of external control. The behaviour is regulated by integrated regulation, which is fully integrated into 

personal beliefs and values.  

 

The thesis concludes, that the employees lack some sense of structure and find that in some areas, it might 

be easier to be creative, if the frame is clearly defined. The argument is, that constraints create freedom by 

eliminating choices. The paradox is then, to grant the freedom needed, but still giving frames. Following, the 

thesis concludes, that AN has limited performance measurement, which is mostly segregated from employee 

perspective. Contrary, the thesis also concludes, having too extended PMS would not necessarily add any 

value. The reason for that, is that system mainly rely on intrinsic motivation and that there should still be 

room for risk adverse behaviour and autonomy. On the positive side it grants needed freedom and feedback, 

but also to a point where the employees ask for more specific frames of control. In terms, there could be 

more measures to direct performance, more transparency about what the management wants and more 

formal feedback. All of which are also found needed, in order to focus own creativity on a specific area 

instead of the general.  
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6. Assessment 

6.1. The Findings 

According the above analysis, the major difference in the two organisations lies within their PM strategy. IIH 

has a very extended system, where to AN almost does not measure on performance at any level. It could be 

explained by their other distinction in the scale of creativity, where AN deals with a higher degree of passion 

then IIH does. Opposite, the structure, culture and management hold much more similarities, than what 

would have been expected, if the creativity made them within different areas of organisation - and industry 

behaviour. AN approaches their cultural environment looser then IIH, but in both cases freedom, teamwork 

and decentralization is of high emphasis. Additionally, social norms are strong in both organisations and 

grants safety. The motivation differs more in a degree with creativity and could be argued to correlate. AN 

being much more influenced of freedom and inner drive. It could be argued, that low art need more 

regulated motivation then high art. Opposite it does not seem, that the PM follows the same tendency.  

 

6.1.1. Integrated findings 

 
Table 6.1.1. Created by authors. 
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In regard to the conditions of the thesis, the congruency between culture, structure, management and PM 

could be said partly proven. The first mentioned serves as a foundation. Motivation as well is related to 

creativity and contributes to the success of the PMS. In the following, the thesis discusses findings in each 

research area with respect to the sub questions and creativity as an object in each. To be able to answer the 

research question, the thesis builds the discussion on the thesis structure and conditions, first focusing on 

structure, culture and management, next motivation and performance measurement. Hereby, the discussion 

follows the overall structure.  
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6.2. How Important is Structure and Culture really? 

In terms of structure and culture both organisations have a very informal approach, defined as being soft, 

loose, decentralized and with a high degree of freedom. In a cultural setting, spoken values is not 

comprehensive and is more concerned with social well-being and development, then strong academic 

values. IIH has a more formal attitude to culture, but still emphasize on the same type of values as AN, 

despite AN has a more informal and unconscious approach. In IIH, the organisation does also focus on Time 

Management, but formally approached as a way to grant the employees more life satisfaction then a real 

effectiveness value. Opposite, AN finds that criticism is the best way to handle the creative process, where to 

IIH encounters the creative process with praise. Two sets of values and beliefs, that are very different but 

still comes from a consideration, that as a creative business, values should rather be concerned with 

motivation and work environment, instead of top-bottom directed revenue concerned values.   

 

Teams are also highly used and prioritized in both organisations and employees are most perceived as being 

part of a collective. AN is mostly concerned with setting team with the correct combination of competencies 

and encouraging to dialog, where IIH uses control mechanisms such a collective PM to enhance the team 

spirit. They also expense a lot on social events, where AN relies on the small size of the organisation to 

create close bonds. Common is, that both organisations focus on making an effort in regard to teams. AN on 

a more general basis, mostly believes in freedom without regulations or disruption. Partly caused of it, both 

organisations also have strong social norms, that allows them more informality and less regulation, because 

of social directives amongst the employees. The nature of the social norms is different and the direction of 

the loyalty dissimilar. In both cases the social norms serve as a safety net, also for the decentralized 

structure that both organisation has adapted. In AN even to a degree, where a real hierarchical system is 

non-existent.  

 

It leads to the discussion, is total informality a requirement or just a natural way of adapting the creative 

culture and personality? It seems, that a demand of creative nature, is a need for freedom, ability to take risk 

and pursue own ideas, as well as development. In organisations where the structure is decentralized, it 

might enhance the possibilities for own exploration of ideas and work methods, without confirmation or 

long communication channels. It opens up for the ability to work with ideas at present time and extend the 

feeling of freedom. Granting decision right might also create a sense of self-esteem and intrinsic motivation 

though responsibility. Informality in the culture might create a dynamic and innovative environment, where 

it becomes safe to be risk adverse. Opposite, in AN was found that employees felt to unlimited, needing a 

feeling of structure in the organisation. The complete informality and unstructured organisation led to 
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confusion and a need for limits, in order to focus own creativity on the most important areas, instead for 

spreading the competencies.  

 

It might be a pitfall, that the dynamics evolving creative processes and the personality at the creative, leads 

to the organisation adapting same bohemian behaviour. The organisation should also acknowledge, the 

importance in not alone granting creative motivation but also to create safe frames without noise, for the 

creative to be free and focused within. In that argument, the reason AN is more informal then IIH, could be 

the level of creativity hold, in the term of being closer to high art. Hence, informality is at some degree a 

requirement for enhancing creativity, but often comes natural for the organisation. The organisation, should 

be advised, that it has a breakeven, where employees find the informality to be too unstructured, too 

confusing and too noisy for the creative process.  

 

6.2.1. The Relationship: Creativity, Structure and Culture  

The figure shows the relation between the extend of formality in the organisation and the enhancement of 

creativity. In cases where the structure and culture are formal, defined as strict, centralized, many formal 

values and rules, the creativity is suppressed. Opposite, the creative workers need guidelines and frames in a 

setting, where the structure and culture are very informal, defined as being soft, loose, decentralized and 

with a high degree of freedom. The optimal level is within informality, but still with formal elements creating 

a frame for performance. 

 

 

Figure 6.2.1. Created by authors. 
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It leads to an ending question: Does informality in creative organisation require strong social norms? In both 

cases, the social norms serve as strong safety net to eliminate manipulation. It occurs, that a lot of possible 

pitfalls is avoided on its expense. Informality in a high degree, does in nature follow some risk by the 

freedom granted. In creating strong social norms, lies a more indirect method of regulating, that does not 

appear to be direct control. It might benefit, that the employee does not feel threaten on their nature or 

possibilities, as if the values were set top-down. The dynamic creative personality might feel to be a better fit 

to that type of regulation. Opposite, the motivation in creative workers might as well serves as safety net for 

manipulation or unengaged employee. It could be an argument for social norms to be less important than 

what the thesis finds in the empirical.  
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6.3. What is Creative Motivation? 

The organisations have very different approaches on the source of motivation. AN finds that creative 

motivation comes from an inner necessity and passion. A source of creativity that should not be disturbed 

and focused must be kept on creating frames for it to flower without regulations. IIH agrees on the fact, that 

creativity is motivated best within the frame of inner motivation and uses external regulations as tools to 

achieve the wished motivation. Both organisation finds, that having no reward strategy as such is best, but 

IIH still emphasizes much more on motivation then AN, where the motivation strategy is to extend freedom 

as most a possible with the client’s deadlines. IIH concentrates on decentralization decision right, job 

enrichment, life satisfaction and healthy social atmosphere. They introduced a limited working week and 

expense social event, as well as employees are given room to be heard. In the thesis perspective, the 

differences do not appear most in the motivation tools, but in the sole perspective on whether or not 

creativity needs to be motivated. Following, the most significant gap between the two is the perspective on 

spoken motivation tools. AN believes that criticism to push and challenge, is best fitted to enhance the 

creative process, where to IIH used an unusually amount of praise, both horizontal and vertical in the 

organisation. In both cases, the spoken evaluation of critics and praise is transparent and emphasized to be 

used in open forum.  

 

It could be discussed, that the definition of creativity has a significant impact on the needed level of 

motivation. IIHs creativity has a more commercial and less artists core than AN. Employees in both 

organisation appear with satisfaction of their work. The discussion then becomes, if the used motivation and 

incentives strategy, should not take the degree of creativity in to consideration. It emerges, that intrinsic 

motivation on different levels is most sufficient, and that companies should be aware of possible crowding 

out effect by extending external regulation into the motivation strategy. Freedom also seems like an 

important factor in the creative process, which should be kept in mind. Following the recognition, the need 

for motivation tools could be argued to follow the level or creativity. In cases, where the creativity could be 

label with a high artistic core, creativity does not need to be motivated and pushed, as much as in lower level 

creative companies. The discussion then becomes, the degree and type of consequences opposite behaviour 

might accompany. In case of a “low art” organisation, where limited motivation tools are used, motivation 

might be lost. Opposite, using to many motivation tools, might be perceived as an intervention on freedom, 

rather than a motivator in “high art” organisations.  
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6.3.1. The Relationship: Creativity and Motivation 
The figure shows the correlation between motivation regulations needs and type of creativity. In cases 

where the motivation is more defined of passion and inner drive (high art), then employees’ need for 

external motivation regulation is lower, then if the creativity is more driven of practical and commercial 

factors (low art). Regulations are defined as motivation tools and rewards, of both monetary and non-

monetary type. The analysis finds, that non-monetary rewards are in both cases, best compatible to 

creativity.  

 

 

 

 

 

 

 

 

 

 

 

Figure 6.3.1. Created by authors 
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6.4. How to fit PM and Creativity?  

The thesis found, that AN has a measurement system, that on the positive side grants freedom and 

feedback, but also to a point where the employees asks for more specific frames. In terms, there could be 

more measures to direct performance, more transparency about what the management wants and more 

formal feedback. All of which are found needed, in order to focus own creativity on the specific area instead 

of the general. The belief is, that in order to feel completely free in own creative mind, sometimes needs 

limits and frames to be able to truly free. In a thesis’ perspective, where PMSs are perceived of a controlling 

and incentivizing role, it does enable frames, but perhaps clarify too much on limits.  

 

Opposite, in IIH the thesis found that the measurement system was too extended, to a point where 

employee disregards the authority. The high amount of measures benefits in being both congruent and 

directed toward the organisations objectives but because of the many measure becomes irrelevant and 

confusing. In that perspective, IIH successes in setting a frame and directing creativity within the important, 

taking a lot of the noise away from the employees. It pitfalls in setting a too narrow frame. The frame is 

created with multi measures making the area of freedom too limited and the employees with too many 

directions to follow. It consequences in the employee being confused. The counteraction becomes to 

overrun most measures. Further, a pressure is also created, where the employees on a constant level have 

other areas of focus, then their creative work.  

 

It seems, that when the measures become to restricted none becomes of importance. The area size of 

freedom is of relevance, but the frames are as well. The employees need control, performance 

measurement, to be able to direct their work. They also need a feeling of accomplishment, which 

performance measures can intensify. Following, they also need a managed direction for their performance, 

in order not to hibernate and spread too violently. In that perspective PM, being controlling and 

incentivizing, can eliminate uncertainties. It further becomes clear, that some areas of the creative sphere 

might also benefit of control and management. Creative work mostly benefits in setting the correct team of 

skills together, as well as the industry is very demanding, and time depended. In both areas the business, 

might benefit in a coordinated and managed effort. PM could be a tool in the process, where the focus could 

be both on time periods, collective measures and areas of concern. Taking the consideration away from the 

employees, might also limit confusion and uncertainties, making them able to concentrate on the creative. 

Opposite, creative worker also need the freedom to follow their inner passion and ideas, as well as being 

able to be both risk adverse and develop. Creativity could be argued, to flower best under freedom and 

dynamic conditions.  
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Creative worker also need challenge, and possibilities to develop and gain new knowledge. Areas where the 

creative workers need to feel free to do so, but also area where PM could guide the direction and grant 

resources. It benefits the organisation in aligning with the organisation objectives, but also help the 

employee focusing. It also becomes clear, that the dynamic and fragile industry affect creative worker. It 

creates a demand, to be agile, which is congregated with open frameworks. Opposite, creating guidelines for 

performance and granting information channels, could be a safety net. The thesis found, that evaluation and 

feedback is important to create a safe environment, but that the same argument as with IIH performance 

measurement, is applicable. A too high amount, creates pressure and decrease creativity.  

 

Following the above section on motivation, the effort of motivation differentiates with the degree of 

creativity. As well, informality in structure and culture has a breakeven, where the employees do need 

guidelines to be at their most creative, as well. It could be argued, that the need for PM comes from a 

balance as well. Creative worker does need constraint, to feel safe and focused. Opposite, they need to have 

creative freedom. The pitfall is to believe, that in a creative organisation, the employees are best handled 

with no interruption and control at all. It could be discussed, if the degree of PM needed, also differentiate 

with the level of creativity, where a low art organisation has a higher need. A high art organisation would 

have a higher need for uncontrolled creative space. Never then less, the argument is, that creative 

organisation needs free creative spaces, but with a creative frame. The best fit could be a PMS. 
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6.4.1. The Impact of Performance Measurement 

The figure shows the relation between the degree of PM in the organisation and the enhancement of 

creativity. In cases where the PMS is very extended, the creativity is suppressed. Opposite, the creative 

workers need limits for performance and frames, where to having a very simple or non-existing PMS, might 

not grant the needed control. The optimal level is without intense use, but still without negligence of 

performance measures.  

 

 

 

 

 

 

 

 

 

 

 

 

Figure 6.4.1. Created by authors. 
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7. Conclusion 

 

The thesis concludes within respect to the paradigm, that there is a need for both informality in structure 

and culture, but also that creative workers need organisational frames and soft value to guide their effort 

and behaviour within. The thesis also concludes, that social norms can serve as a safety against possible risk 

following decentralized structures and informal frames, but that creative personality and work passion in 

some case might be just as sufficient in that manner.  

 

The thesis concludes, that intrinsic motivation on different levels is most sufficient, and that companies 

should be aware of possible crowding out effect by extending external regulation into the motivation 

strategy. Following, not using rewards and punishment to regulate is most fitting. The need for motivation 

tools might also follow the level or creativity. In cases, where the creativity could be labelled with a high 

artistic core creativity, does not need to be motivated and pushed, as much as in lower level creative 

companies. Creative worker does as a total need to be both part of a supporting environment and challenge, 

and praise and criticism might be relevant tools.  

 

The thesis concludes, that creative worker does need constraint, to feel safe and focused. Opposite, they 

need creative freedom. The pitfall is to believe, that as a creative organisation, the employees are best 

handled with no interruption and control at all. A frame should be created by few, but precise PM to direct 

effort, but not to regulating or extended. Collective measures could be argued best, but more important is 

the need for it to be consistent. The measurement system should grant certainty, not confusion of direction. 

Following, the type of measures as well of evaluation, could be argued most fitting to the work as 

nonfinancial and subjective, but still close in the argument to be consist and informing. The system should in 

this perspective also be supported by an environment, that grant freedom and evaluation on important 

areas. The amount of evaluation should not be to the extent that, it becomes pressure instead of helpful 

information. Evaluations should follow the same mind-set as PMS. 

 

The thesis concludes, that the effect of the PMS on creativity for individual employees is at its best, when 

granting freedom by constraints. In cases where it successes, it will enhance creative focus and process, and 

hereby enhance organisational value creation. 
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Appendix 1: Interview with Per Christoffersen 

Title: Client Service Director 

Date: 09/1-2018 

Duration of interview: 60 minutes  

Location: AD NUVO  

 

I: Well, first of all, we would, actually hoping that you would elaborate a bit about your company. 

  

P: Yes, and if you’ve been to our website to gather information, you really couldn’t have seen a lot. It is quite 

small at the moment, but yes, of course, I will. Should I just go ahead? 

 

I: Just go ahead.  

 

P: So, welcome to AD NUVO. We called ourselves a hybrid agency, we do not consider ourselves to fit in sort 

of framework of traditional agency that in the old days were like. In our line of business, which is heavily 

digital marketing, there was always digital marketing agencies, and then real marketing agencies and sort of. 

We believe, and you might also have seen this written sometimes on LinkedIn and elsewhere. People say, 

there is no such a thing as “digital marketing”, there is only marketing and that is digital. So, we try to cover 

the entire range of all traditional boxed agencies, like an agency, a digital agency or a web agency. We try to 

cover all of them, not in details, but we need to understand to be able to give advice to our clients on all 

methods within marketing ECOS.  

 

Even though, we´ve often talked about diverse media. And increased diversity with more medias coming up, 

and the use of traditional media is also diversifying a lot. So, things are more and more diverse. They get 

more and more interlinked because the links between different media can come up in circumstances that we 

are not used to see. It is, for instance, absolutely necessary for a company who wants to do anything serious 

about the marketing to have a strict link between what goes on Facebook and what the consumer or the 

customer sees when going into a shop or into a website. And that is why we are hybrid agency, because we 

aim to connect all media. We connect all the dots because in our understanding of a brand, is that it is made 

out of dots or small experiences for the consumer that they will have as they will move along this incredibly, 

diverse and big jungle like media landscape that we see now. So, that is the explanation of the name Hybrid 

agency. And our hook line is connecting all the dots.  
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More and more dots come up, each day, every day. And you might say working primarily in digital, “have we 

seen the biggest yet?”. No, we’ve still only just began, which is why it is such an inspiring and interesting field 

to work within. And it’s very interesting to think that 10 years ago there was no IPhone almost. And now 

everyone has one or an equivalent and the change that it has been made is tremendous. So, that is also 

another thing that is specific about our business - is that the only constant is changed. We know what we are 

doing today will be obsolete or old school, if not tomorrow than at least a half a year from now.  

 

So, that is the baseline of who we are and where we see ourselves in a world of marketing and in a society as 

such. I can say we are for the time being 17 employees in ADNUVO present here. We do a lot of stuff here, 

almost everything we can do internally. So, we are full-production. But on the other hand, we often see 

peaks and valleys in our production and in a number of productions we have to do at the same time. We 

have a lot of freelances, as well, I think. If we count all the freelances and the regular employees, we would 

be around 30 or 40 people who are here on a regular basis, so we know each other as if we were colleagues 

on a daily basis. And within the sphere of marketing we do practically anything from overall marketing 

strategies down to delivering final JPEGs (Joint Photographic Experts Group) and animated GIFs (Graphics 

Interchange Format) for Facebook pages or whatever. So, we have a very broad range of deliveries we can 

handle.  

 

I: What about the background of your employees then? 

 

P: That is quite diverse. I can take myself as an example to begin with. Originally, I am educated as an 

Architector at the school of architecture, here in Copenhagen. And I spent few years actually building 

buildings. But I also, at the same time, had a lot of work in communications and a digital communication, as 

well. So, I switched to working completely with digital marketing. And that is 20 years ago.  

 

If you take a closer look, at our employees here you will see a lot of grey hair, wrinkles. That is not only 

because we work hard and have long hours but that is also because we are quite Senior here. Many of our 

employees have just about the same years of experience as I have, between 15-20 years. No one has less 

than 5 years. And that is also prerequisite for us being able to work the way we do with so many different 

deliveries, so many different angels. And what we do is because we are experienced. We’ve done all these 

things earlier, many times and we know the processes that a project goes through. We know the 

implications for getting it right to reach target audience and we also know the implications of getting it right 

to our customer, which is the client. And that in itself is a difficult task for an agency. Not only to get things 
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right, but also to get the customer or the client to choose the right thing. That is actually the most difficult 

thing.  

 

Because the customer or the client would be the one who is best to judge what is right. And they are quite 

good at it, but they might not be the best. Sometimes we experience that we are best at judging what is best 

for the client. And that is also a skill or a competence you need to have. To be able to get the right ideas 

through the client and answer there. So, it is multifaceted task that you need to have to be able to catch all 

those deliveries. And when I say deliveries, we are probably among one of the agencies, if not in Denmark, 

then at least in Copenhagen, who delivers most assets, as we called, final deliveries, of either a strategic 

proposal or more produced assets. We deliver on a weekly basis. We just ship out things all the time. So, we 

have a high rate of production. And we also consider ourselves as being very agile. And that is again, back to 

the experience of our employees and our workforce here, we can do a lot of things quite fast. Because we 

are very experienced and very highly skilled. And we consider change and the agility to be. It is a plus. It is a 

value. 

 

If you look here, that is actually our kitchen. Usually we sit there for a coffee break. Yesterday that kitchen 

was turned into a photo/video studio because we needed to shoot images and video for client. And the best 

place and a way to do it, actually tuned out to be in our kitchen. So, we moved out some of the tables to the 

side and then we pushing the cameras and lightening to make the shot. After we took the things out, and go 

back to regular work today.  

 

I: Could you tell us about the culture here? 

 

P: Yes, it is also a bit about the way we look at creativity. It is just not about big ideas. It is also about a lot of 

small ideas, that actually make things work in the end.  

 

I: How about management in this setting? I imagine you have a kind of flat organization. 

 

P: It is sometimes hard to see if we actually have management at all. We have a very flat organization. Even 

agencies which tend to have flat organization already, but we are very flat. Meaning that, if you handle, for 

instance, a client account you would have almost free hands to do what you want, as long as you, the 

agency, and the client is happy about it. You wouldn’t have to go through many higher levels of management 

for approve. We also like to put our most Senior people in account positions where it really matters. As I said 
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before, it is not only about getting the right ideas. It is also about making the client understand that these 

ideas are right. And that is why the management or client account direction position is so extremely 

important. And that is actually why we put our most Senior people to handle that. And they have very free 

hands to do whatever they want. And very free hands to try new ways of working or new approaches to the 

production or marketing as such. So, we do not have management on a daily basis.  

 

I: What you try to say now, there is no control over the processes when you deliver the result to the 

customers? 

 

P: I think we have control. I hope we have control. But my title is a Client Service Director. So, in an old-

school agency I would be asked to approve anything that goes on to any client in any project. But we are 

very different people and we handle a lot of connections with the clients. So, each client and each account 

manager would have their own way of doing stuff. So, we have many different ways of controlling what is 

going on. But in the end, it comes down to the result, and a long-term result of the relation between us and 

a client, if we believe it works or not. But we don’t do things the same way. And I, as a Director of that area, I 

would not have any regular controls or follows ups or reporting set up for doing that. It is probably a little bit 

irregular. But it also the thing about the change and the thing about being agile. If every time you have a 

strict set up of regulations – you close down for change, because any change would be required to fit into 

regulations that you set up based on your experience from yesterday. And we need to do something that is 

working tomorrow. We need to have a lot of trust in the people which we put in the positions, where they 

can actually make own decisions.  

 

I: There is a lot of freedom as I hear. You rely on that a lot. But I think it is a very good point that control 

doesn’t just make condition for creativity, but also for change.  

 

P: If we have to rely on the people, for example, we give this tremendous responsibility of not only handling 

our money. I mean some of them can without consulting any other people, they can buy in external services 

for hundreds or thousands of Danish kroner. I just have to rely. For example, when employees say “that is a 

good idea”. I say “alright, if you believe it is a good idea than let’s do it”. Because I cannot come up with a 

better idea. How I would be able to tell another idea would be better? That would require me to have a 

more in-depth understanding of what the issues of the projects and the client needs really are, instead the 

guy we are actually paying to have this understanding. So, we need to have a very deep trust in the people. 

We only have very few of them. And I, also myself, work as an Account director. So, I do it myself, I can rely 
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on them. I need that freedom myself. So, I would naturally give it on to others, who are in the same position 

as I am.  

 

I: When you take a traditional firm, it is very different. But that is also what makes an interesting case. 

Because of not having control is the strategy, as well. You find this strategy quite valuable as I can hear. How 

you can bring the value to the company without having these control tools and management, as you said? 

 

P: I think interesting thing is talking about formal control and informal control. Because what we’ve been 

discussing now is the formal control, for instance, if we have any reporting measures or any approval steps 

that are formal that anyone must go through to get approval. So, that is a normal understanding of 

management. But we do not have it.  

 

We have a lot of informal control. Because, even though, there is a lot of responsibilities that are delegated 

to individuals, we also talk a lot about what we do. You cannot actually, or you could, if you would go about 

it and do something that no one know you did. Normally, anything what you do would be opened and 

discussed and talked about. So, we do know what is going on, not in details perhaps. But we also have a 

culture of really talking a lot about of what we do together. And that is also a kind of control, but its informal 

tool. For example, if I go to one of our production manager or project manager and talk with him about how 

will we approach this project, what would be the suggestions for the client, how we produce stuffs and so 

on. We can talk a lot about it. But in the end, it is his choice, what and how he thinks things should be done. 

But he will obviously know when I ask specific questions. He will know that he has to answer them. For 

example, if I ask “have you considered this and this and this? Does the client aware of this and this or that?”. 

He cannot just say no, they are not.  

 

l: How do you measure the employees? You told us that you did not measure on the process but you have 

some measures on the impact.   

 

P: When it comes to the fact of what we do, because we do deliver so many things all the time, we are quite 

interested in measuring what effect it has for our clients. For example, if we do stuffs on-line we always put 

measurement tools. So, we can measure on a daily or hourly basis how is this working. And that is also a way, 

I think, of measuring creativity. Does it actually work when it’s put into play in the environment where it 

supposed to be? Is it working? Do we get the results and tracking that we would like? And that is a way of 

measuring. And we are really hardcore on that, so we get a lot of numbers what we are doing. Does that 
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actually perform like we expected to? But that is not really a creativity as such. That’s a delivery, you might 

say. But, I think, the measurement of creativity is about if repeating ourselves. If we coming up with new 

things. Because, as I said, everything is evolving around us, so, if we are repeating ourselves than we are 

doing something wrong. Because than we start to fall behind. But that is not something that you can 

measure by a number. It is a cultural understanding. You always have to ask yourself “what we are doing 

now?” Are we doing that because we know it has worked in a past? Or we are doing that because we believe 

it will work in the future? So, that is also a measurement. But we do not have any tools or any measurement 

systems or regulations that are implicit. Again, it is our culture to talk a lot about what we do, to be able to 

push ourselves and each other forward. 

 

l: Do you use any motivational tools? 

 

P: no, not any formal tools. We just try to hire people that we believe are motivated by themselves to do 

better every day.  

 

I: Freedom is a motivator, I guess, right? Having a lot of freedom is motivating? 

 

P: Yes, it is motivating. And again, having a flat organization in itself, I would believe is a motivation because 

it brings everyone involved pretty close to where the action is going on. We rarely have anyone working on 

the project who would not be in contact with the client, for instance, which is also very rare for an agency. 

Most of our people are in meetings with the clients, discussing things and ideas with them. We have quite 

open, frank discussion, also with our clients. I can say, if I have a Designer with me for a meeting with an Art 

Director or a Concept Developer and they come up with suggestions that are good. I would just say “that is 

extremely good idea, that is a very good concept. We need to discuss the budget”. We are not afraid of 

saying that. Because we also know it is a way to move our clients. We would say to the client “you expect 

this, but you can also get that, but perhaps, by putting in as twice as much money you can get four times as 

much result. How about trying that?”. That’s something, I think is a motivation for us.  

 

It is not only being able to follow your own ideas through all the way into the implementation with the client. 

But, also the possibility of thinking that your ideas of not only repeating of what we’ve seen others done 

well, but also try to come up with new thinking, new ideas, new ways of doing that. And, actually to be able 

to be part of that execution. I think, that motivates. I know, that motivates our employees. It is a very overall 

level. It is an understanding of this is a way we work here. Of course, we’ve also had employees who didn’t 
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fit our understanding of a culture. And they are not here anymore, for different reasons. But primarily 

because that understanding was not the same for them as it would be for us. It is very difficult to come here 

and just go to work and ask “ok, what do you want me to do today?” Or, for example, when it is 17:00 P:M, 

go home, and come next morning and ask “ok what should I do today?”. That is not how it works. You need 

to be part of the development process.  

 

I: Are there teams involved in the project? Do you put teams together? 

 

P: We have many ways of putting teams together and teams can look very different. It would always be the 

Project responsible who in the end will have the responsibility of setting up the team and putting the team 

together. Because sometimes I might say “I need those 3 people, they can do this project”. But if I cannot 

have one of them I would need two others instead, because that one has specific competences. Or I might 

say, “I need this two internal and I need this three freelances to make this work”. And it is always the Project 

responsible who will put the team together. In the end, they are responsible for the project. They are 

responsible for having it work, so they will be giving responsibility, also of setting a team because that is the 

tool you need to do the project. Having set that, normally one can do two things at one time. And some 

teams or some projects would require the same people at the same time. So we also need to multitask and 

to negotiate and to have a little diplomacy to organize staff. But that is part of our work. We do not have 

unlimited resources, so we need to balance it with other requirements. But again, that is also a Project 

Responsible who will make that work and negotiate.   

 

I: We are not marketing people, but we want to make you understand a bit about perhaps our field. When 

we talked about Performance measurement, it is not only measuring the process in our understanding, but 

also measuring a target. And what you have said to us, you eliminate performance measurement design. But 

you still have some effects measurement. And in our area, as well, we’ve talked a lot about design criteria, 

such as manipulation or risk. What I hear, you say, is that freedom and responsibilities are granted. But in 

theory that goes totally against the theoretical way employees are seen. By giving out so much freedom, 

people would manipulate. So, what is really interesting here, is that how do you make your company work, 

without taking performance measurement design into a consideration? If we ask your employees, “are you 

getting measured?” they would say “no, I don’t think so”. So, I guess there might be an effect measure? And 

all this is very interesting. Because we have a traditional theory that says you have to measure your 

employees and you need to have target setting, to control and be aware that all humans, all employees will 

always seek what is best for themselves. And there is an organization, like AD NUVO, without having a 
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performance measurement system. But still you make it work, right? And, actually why does it work? 

Because many traditional companies, usually have formalized system of performance measurement and 

control. Of course, not having a control could also be a strategy, but does it add value to your company?  

 

P: The idea of not having a control, it is not a strategy. It’s just how we are. It is not a formal strategy. 

Probably it is a belief at least for the people who are here now. I’ve been working here for 9 years and I can 

say things have been different. And there has been attempts to work on more formal control systems, and 

more, you might say, buzzy ways of working. And it didn’t work out. In the end, it didn’t work out. 

 

I: I don’t think that all agencies do the same way as you do? 

 

P: I haven’t got that much agency experience myself. I’ve been here, and then in another agency where I was 

a co-founder and owner, so we were pretty much like here now. But I know that in other agencies you would 

have a strict, more formal control over a lot of things, a lot of reporting. For example, project managers from 

other agencies say they use up to 25% of their time just to internal reporting, and here is perhaps 5%, or 

less. So, I believe other agencies will have other ways of working.  

 

I: And what we are thinking is that we don’t believe that’s the traditional way is best way to do it when you 

work with creativity and innovation. We would like to figure out why wouldn’t that be the best way. And 

could there be some guidelines that we don’t know. But we are hoping, perhaps, we could figure that out. 

Because, the thing is, that this area isn’t really highlighted in any theory. No one really cared. You said it 

yourself, that digital marketing area is just pit and the Danish industry is heavy. It is probably going to 

change, but is not going to be a big traditional Mærsk that leads the way anymore.  

 

P: It is interesting. All of us who are about my age and work in a digital, we’ve all made a certain choice at the 

same time to join the change. Because when digital marketing started, actually no one believed it would be 

anything until, well perhaps, 10 or 12 years ago. Then, some understanding started to grow, like “well this is 

actually might be big”. And then, perhaps, within the last 2 years or so, the understanding is now “oops, this 

is going to be really big and we should have thought about it earlier”. But anyone who has been in the 

business, for as long as the management level here, we have all made the decision to join the change before 

anyone actually told us this was about to be a real steady change. So, that’s call for some kind of explorative 

mind and also a bit of, you might say, self-reliance and belief in innovation, which are basic needs if you want 

to run things in a world that is changing and require you to change every day. So, that is a basic setting. And I 
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think that’s why you see so many of these digital agencies in our business doing better than traditional 

agencies.  

 

And not many traditional agencies have made the change from tradition into digital. It is more often seen 

the other way around. Digital Sony has become the Big Brother and traditional marketing has become the 

underdog. But, also because it’s implied in the way that we’ve been working for the last 10-15 years, that we 

are deep down and we need to be innovative and to see the change to such a degree that we do not 

anymore think about it. It should be just something we do on a daily basis. When you hear, people talking 

about disruptions, it is not new. It’s been like that for 15-20 years now. Everything has been changing all the 

time. And a lot of companies have come down.  

 

Back in the old days, there was a time when people bought the music on a CDs and then suddenly some guys 

over in America came up with a file format called MPG3 that actually allowed music to be compressed into a 

file size that it could be delivered over on-line. And then, more or less over the time, in a period of a very few 

years, the music industry, as we knew it, died. Because you did not any longer buy music, you did not rent it 

either that time. You just stole it. Actually, there was a period when no one was paying for music because 

you could actually get it for free anywhere. And now, most of us have gone into streaming because we feel 

better about being legal. And then it is also a lot easier and you get access to any kind of music. That’s the 

change that started 12-15 years ago. So, there is nothing new in big changes going on around us.  

 

I: You must be passionate about that, right? As you said yourself, “coming here, ask what to do today, going 

back home by 17:00 P.M.” isn’t the way you do it in your organization. You must be passionate about your 

work, I guess. That’s hard to formalize, I guess, but you don’t need a motivator, because passion is 

motivating itself? 

 

P: I think, actually, it is a modern understanding of an employee, that they are self-driven. They are both self-

driven and they are also ready for change. But they are also quite demanding. Because if you are self-driven 

and ready or seeking change and you are put in a position where you are not allowing to drive anything 

yourself and you will be repeating yourself every day – than you are out of there. And the other way around. 

If you look for a job where you will be told what to do, and every day looks the same, then you will not fit in, 

not here. The new understanding of how to be the workforce or how to be an employee is being more self-

driven. It is an industry standard. Because if you do not have a self-drive within yourself you wouldn’t get 

anywhere. Because no one could tell where to go. When I started, we even did not do websites. We had to 
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deliver everything on a CD-ROM. It was 20 years ago. It was all new. There were no directions. There was no 

understanding of anything. 

 

I: Actually, I think, that a lot of young people both demanding, and having freedom in their workplace and 

want some changes. And that threatens the traditional industries.  

 

P: We have some young freelances, connected to our agency, as well. And the younger they are, the harder 

they are to keep. Because if you cannot fit their interest, give really interesting projects, they will go 

somewhere else to find what they think is interesting to work with. So, that’s actually can be our challenge to 

be able to give enough interesting projects to the freelances we work with. Because, otherwise, they will just 

go somewhere else, to get some interesting stuffs. 

 

I: But it is also my understanding that, there is not enough programmers, actually right now to do workload. 

So, it is probably also a lot easier to get a new way, I guess.  

 

P: We are digital, but we do not have that many programmers. On the technical digital side, couple of years 

ago, we would be like 50% programming or tech and 50% strategy and design. But now, it is more like 20% 

programming and tech and 80% of more soft elements. Because all systems, delivery systems are being 

automated and everything is going by systems instead of being head-built.  

 

But still, it is hard to get people who are at the experience level as we need to be able to work the way we 

do. And those who do not have that totally outranged expectation of the salary. That is also one of the 

factor. We do pay good wages here, but sometimes we meet people say “oh, I would require this or that”. 

But what we are looking for, specifically is people with communication skills, and who can understand the 

link between media, technology, design, communication, copywriting and effects measurement. Those are 

really hard to find, with right experience level. We always have to come up with new ideas, new thinking. So, 

creativity in our world is not something you do in Photoshop or illustrate. But all work is based on creativity.  

 

I: We have more questions about reward and measurement effect. But I don’t think that is the time now. Do 

you have some questions for us? 

 

P: You could perhaps, tell me a little bit more about your thesis? What you hope to achieve with it and what 

is the time frame of all this work? 
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I: Well, we have to deliver the 15thof May. So, we have, 4 months now. That is the standard. We would like to 

go into this field of performance measurement in creative companies that hasn’t been elaborated yet, at all. 

We want to understand why the mechanism used in traditional firms, perhaps, probably isn’t the best way to 

do it when you talked about creativity, innovation, industries with change. We are hoping to have another 

company, as well, to make more valid results, but we are not there yet. And, of course, everything will be 

confidential. But, of course, we need to have some theory about, what is creativity, what is innovation and 

then, we have to take the foundation of the traditional view of performance measurement into account. We 

would like to make an analysis of your company to understand, for example, why freedom, actually grant 

value. Because in traditional theory people would ever consider doing something for the firm without getting 

any reward. 
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Appendix 2: Interview with Per Christoffersen 

Title: Client Service Director 

Date: 23/2-2018 

Duration of interview: 60 minutes (set by organization).  

Location: AD NUVO  

 

I: First of all, we would like to know the structure of the company. Because you do not have so much 

information online. 

 

P: Really? We have a complete logo.  

 

I: Yes, you are right. We try to put a bit together notes from our previous interview. Would you draw to us 

how the structure of the company is. Do you have any management levels? 

 

P: Well, the structure of the company, you say. It is a bit difficult to describe. Actually, I am not quite certain 

of what it is. But we do have a CEO. And you might say, what no one else takes care of, he must take care of. 

But it is not craft in stone who does what. So, I would say, basically the company is run pretty much on 

informal project based structure. When it comes to dealing with clients, we are a bit more precise, because 

we do have one person who is responsible for a client. And also one person who is responsible for a project. 

That is clearly defined. At least for the Project manager, is clearly defined for him everything we do.  

 

I: So, actually, it is a CEO, and then a Project Manager under him? (interviewer is drawing visual diagram) 

 

P: No, you cannot draw a diagram. Because we do have people with formal and informal responsibilities. So, 

practically, my job is called Client Service Director. So, if you wish to draw that in a diagram, all Project 

Managers and all Account Managers would be below me. So, it is not like I say “you do this, and you do 

that”. They know pretty much, we are very Senior level company. And most of them will know exactly what 

to do. And if they do things in the most efficient way, or the most gaining way in terms of revenue, I would 

go to them and talk to them about it. But at the end, they will do what they feel is best. So, no diagram 

would work.  

 

If I have to draw it, I would say we have a sense of competence of power. We need to organize ourselves in 

terms and in relations with other people. And I know that for some people I can just go to them and say “ I 
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really think you should do this and this”. And they will do that. Because I have experience that my 

suggestions will work or my angles of view are relevant. With other people that I know, I can’t go to them 

and say this. Because they have a firm belief, or they are different, or working another way, or this might not 

work with their client. Even though, I am a Director, I cannot go about and say “you have to do this”. 

 

I: Is that your belief that you can do it, or just part of the company strategy? 

 

P: It is not like a written statement or a philosophy of management. That is just how it is.  

 

I: A sort of social norm, I guess? 

 

P: Yes. And we cannot define an organizational diagram. We do not discussed it. We do not speak about it.  

 

I: It is not important? It hasn’t been a priority ? 

 

P: No, it is not. It is not the norm.  

 

I: What is then a priority? 

 

P: The priority is the delivery to the client. Always. 

 

I: You’ve mentioned last time that company is measuring on result. Could you tell us as much as possible, in 

details, giving practical examples. 

 

P: How we measure the result depend on, obviously, on a delivery. For web-based stuffs, for example, we 

would often measure result in terms of tracking and statistics, on usage and conversion rate. For instance, 

for web shops, we track how many do actually go and buy the staff, what is the revenue, what is the 

conversion rate of how bigger percentage of users go to the shop, how many complete a buy. That is very 

data-based measurement. We measure on a lot of our stuffs because we are mainly digital.  

 

Another way of measuring is a sort of qualify the feedback we get. For that, with some of our clients we work 

with different test scenarios. So, if we do content pieces, such as videos, or videos on webpages or videos for 

Facebook posts or whatever. Firstly, we do the entire delivery on the Facebook post, and after it would be 
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tested enclosed set up. So, other agencies will run tests with a test audience and get feedback on the 

messaging and the outcome of what people feel about it. For example, are they more likely or less likely 

adore this brand, or are they more likely or less likely to buy the product, what did they get out of this 

material in terms of messages, and did they get a right understanding. Whereas the statistics and tracking 

are mainly in the numbers, the others are more closed scenarios, and they are mainly in the context of what 

they are saying. Fewer numbers, but much more in-depth feedback.  

 

We do deliveries for multinational companies, as well. We do deliveries to global headquarters, who would 

then try to distribute the material into local markets and the countries. Whereas the local markets than 

would take what we give to the global headquarters, they give to the local markets, and then the local 

markets can decide if they want to use what we’ve done. And there, we would measure the success of how 

many markets do actually use what we do. So, that is three examples of how we measure.  

 

The success very depends on what we actually do deliver. The measurement of the success is if the creative 

deliveries we give to our clients are actually approved or liked by them. It is such a baseline success. It is 

actually not a success, it is just entry level of delivering a project. So, we have to be able to do that, so the 

client approves or likes and wants to take on further. That is our business, it is not the measurement. It is the 

same as saying to the chef at the kitchen “ is it a success for you, if you actually make food?” No, it is not.  

 

I: Just to make clear. You said the last time, that employees are not measured at all. So, what do you do with 

all these information? 

 

P: We share it. We share this feedback and this experiences of what is working and what is not working. And 

we combine it with information from other sources on what is working and what is not working, in general. 

We share it, and we often get good results from tests. But we also share more and more not so positive 

results. We take the results and then we try to analyze on them internally, as well. Because when you get 

results, for instance, if you track the statistics on traffic on a webpage or buyers from the web-shop you just 

get the numbers. For example, the standard conversion rate on a web-shop would be like 10%, I think. So if 

we get a result, saying, we have a conversion rate of 20%, which is double up the norm. First of all, we 

analyze which year, and also analyze “why” and “what” is that made this conversion rate better. And the 

same, if we are below, normally we would say “but why”. And then we will often discuss internally what is 

our own learnings from these results. Because the results on measurements we get from the outside world 
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are often just facts. So, we have to discuss them and see if we can find out what is the basis for this. We 

learn from them as well.  

 

For example, we do tests for videos on Facebook. Obviously, a lot of what we do on Facebook is videos 

because that is what people love. We often see a drop off in the viewer rate, meaning how long does people 

actually watch a video on Facebook. If we can pass two or three seconds, then the most of the viewers will 

stay for the first two or three seconds, will stay for a certain period, and then they will drop off. And we have 

done a lot of things trying to see the drop off rate. A drop off rate is what you actually trying to push it, as 

long into the video as you can, obviously, having as much people as possible viewing, for how long time as 

possible.  

 

We’ve tried that in very different ways. And we haven’t really succeed it. So, now, we’ve said, even though 

we know that if we work on making one minute video, we can relay the story in much more detail than 

shorter videos. No matter what we do, it cannot really make sense to do more, to get more people to watch 

the full video for a minute. So, we go the other way now, and, say “ok, if 70% drop out anyways after 

between 15-20 seconds”. Our job is to help a client to make sure that we can do videos in 20 seconds, that 

actually do the work. Instead of trying to spend more and more money to do longer videos, hoping that we 

can increase the number of people who watch it form 1,5% to perhaps 2,5% that would be a success 

because that is almost doubling the numbers. If we do not try to take that battle, that we might not win, lets 

go the other way around and see where the common grounds are. And we know, we can get people 

watching engage in our videos for at least 15-20 seconds. So, we go back to the client and say “instead of 

spending all the time on 1 minute long video, why not spend the same time on 20 seconds videos. As twice 

as many people can watch it. We get doubled the impact for the same. And that is, in terms of creativity puts 

a restrain on the creative work. Instead of having all the time in the world and trying to make a feature line 

video, we say “ok, we have 20 seconds”. You have to be very precise on what do you want to achieve with a 

video. If you only have 20 seconds, what is the goal of this, what do we want to relay to the viewer, what do 

we want him to do. So, that is the restrain on creative work. James (Senior Art director), hasn’t been told this 

facts yet. And he would probably will not, say it anyway.   

 

I: It is a really great example. So you use mostly to learn and develop be better.  

 

P: Yes, we are always forward-looking. At least, I am. But, I think most of us here. Again, nothing that is craft 

in stone, it is not a rule in a business statement of ours. It is just how we are.  
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I: What about feedback? When you are evaluating, I guess there is some feedback there. But also, in the 

process of getting the delivery done. How much do you as the management emphasis on feedback? 

 

P: We do that a lot. But it is not a management. It is everyone. But again, the structure of the company is 

pretty much based on projects, 95% percent of what we are doing is organized in project teams. And the 

project teams always give feedback. We talk about what we do, many times a day. And we always discuss 

what we do. So, it is not like a structured feedback. We always set forward looking and we are focused on 

the delivery towards clients. So we discuss what we do, than we do it. So, to me in itself that is the part of 

the creative process. That you always, while you are creative, or innovative or whatever, test or discuss what 

it is you are actually do.  

 

I: So, that’s like a part of the culture? Part of the creative culture? 

 

P: Yes, and that’s like in any creative business.  

 

I: What about praise? I think Bo, called it “love”. Do you praise your employees or each other? Is that part of 

the culture, as well? 

 

P: Yes, that is also part of the discussion. When we see something that we believe is really good, we say it. 

And when we see something that we believe is really bad, we say it. And then, all those things in between 

when sum up it is good and some of it could be better. We don’t have any prizes like employee of the 

month, or the best design of the year, that is not really what we do.  

 

I: What about management, the CEO? Top management? Are they involved in the feedback and praise, as 

well? 

 

P: Yes. Because, as part of the non-organizational organization, our CEO 2/3 of his time is involved in the 

projects. So, he is very much involved, but only in the project.   

 

I: So, he is actually on the same terms and level as everybody else? 

 

P: Not really. Because he is the CEO. But he is part of own discussions. And it is not as if he says “do like this”, 

people will just say “yes, of course”. He has to make his point and bring up the arguments. When we discuss 
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what we do, we also have different competences. We have designers, like James. We also have content 

people, who develop content and actually they say “if we have to do this campaign, we need to have three 

pages telling this”. They will not design it, but they will say “this is what we need to have on this page, that is 

what we need to have on Facebook, You tube, etc”. They are content people. That is their specialty. We have 

technology people. We also have people who are more involved in UX and user experiences. Above that, we 

have the general marketing skills, like strategy, planning and stuff. And the thing is, our CEO Jon, who is also 

the boss, just has to be a very skilled strategist and planner. So, obviously, when very skilled competencies 

talk, they are much more likely to be heard. In his position, he would be like the “go-to-guy”. If we ask “how 

do we fix that”, he would bring up suggestions and possibilities. The same, James in many terms would be 

the “go-to-guy” for design matters. Within a certain range of our clients, if we ask “how do we do this”, we 

will ask James, and he will tell us because he is the best. But we will still discuss what he brings. We would 

say “yes, James, brilliant, that blue-collar just right. Or “no, James, I think you are wrong here”. The 

discussions we are involved, involve different skills and competences. So, what looks right from a designer 

point of view, might look wrong from another persons’ point of view.  So, we have to make sure that we look 

right for everyone. So, yes, the CEO is at level with the rest of the team. He just has to be an expert of his 

field.  

 

I: Interesting, that’s make sense. But, last time you’ve mentioned, that you working for Ad Nuvo for 9 years. 

There was an attempt to implement a more formalized system, which has failed. Could you give us an 

example, what type of system it was, and why it did not work?  

 

P: You need to help my memory a little bit more. Formal system in terms of what? 

 

I: We have talked about control. 

 

P: Yes. It hasn’t really been there, ever. I would say, I am not a control free, but I just like very simple, but 

strict systems of data collection, and how much time do we send on different things, and what projects did 

we earn money on, and what did we not earn so much, and staffs like that. And that is also, kind of 

measurement. But it is really not a part of our culture. I have tried also in many different ways of getting 

people to root the right data and control system like that. But, it tends not to be a high priority amongst 

employees. And, we do not have a culture of being very strict about rules. It is simply not a culture. So, even 

though, I personally would like that everybody do the time sheets every day, and write down exactly what 

they done down to 15 minutes, not everyone will do it. And, we do not have a culture where I can go and say 
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“you must, and if you don’t you are at risk of getting fired”. Because they know, they are not. So, I can say 

“you must”, and they say “I will” and then they don’t do it. And then nothings happens. But, that is part of 

the culture.  

 

I: You are talking about time registration? 

 

P: Yes. Again, 95% of what we do is based on deliveries to clients. Control, it is actually not a focus area or a 

success criteria.  

 

I: Can we ask you a personal question. How did the company perform for the last couple of years in terms of 

financials? 

 

P: Quite well, I think. I cannot remember the numbers in my head. But, I know we are doing well and we are 

growing in terms of employees and revenue. But how the earnings actually are, I do not know. At least, I 

cannot remember them. But we are growing in number of clients, number of projects, employees and the 

revenue. I know that. But, basically, if you would, you could go in the public systems and see public results 

there. I would know more specifically if I was a partner in the company, which I am not.  

 

I: That is great you are growing in number of employees. 

 

P: When I started here nine and a half years ago, I think, we were ten. And now we are twenty. It was even 

been lower than ten at a certain point.  

 

I: Arla is also pretty big customer, I would say.  

 

P: Arla Foods is a big part, I assume. But we do have others.  

 

I: And you told us, that each person has 4-5 projects simultaneously?  

P: Yes, I might say, for ordinary employees. But a Project Manager can have more, much more. I think, I have 

for the time being 15 projects, that I am project managing. But I am not doing that much time. I mean am a 

Project manager, but I do some of the UX work, as well, and planning works. But I am not that involved in 

any project like James. If James is in a project, he would perhaps do up to sometimes 100% of his time on 

one project. It is not the same when you are in the project managing or client handling. I can handle a 



 148 of 222 

project, only perhaps two, three, or five hours a week. Just being very specific about how I am managing it, 

and make sure that people do what they need to do for the project to move on.  

 

I: Could you tell us a little bit more about what do your role is as a team manager, a team lead?  

 

P: I see the primarily role as being the link to the client and making sure what is on the client side of the 

table, you might say is relate to the project team, so they can actually work on the right assumptions. We 

have any client as implications internally what is going on inside the role business, and they also have 

implications externally what is going on in their target audience, the consumer audience. All those things 

often can be quite complex, quite difficult, specifically because we are working for multinational companies. 

So, even though, you might say, that taking Arla, they have products within the cheese category. But they 

are not the same in Germany and Greece and Spain and in the USA. And the target audience in those 

countries are not the same. And there can be quite a lot difficult implications on the client side. And my job 

is to make sure that all those difficulties and complexities are turned in to something we can work with 

internally. Because I cannot throw all those factors and details and implications in the head of the team, so 

say “you go fix”. 

 

Because that’s not how they work. To relate that to creativity, information is good for creativity, I think. But 

it is not good for creativity to organize information. I do that. So I give them the right information that I 

believe is best for them to work on. So, instead of saying to the team “ok, we have a very difficult situation 

with many different products in many different markets, what to do?”. I say, “we have the situation, where 

we focus on these four variance of the product and these markets, assuming that customers are looking for 

this and this, etc”. So, I sort of try to frame it for them. That is one thing relying what is going on from the 

outside world into our team, so they can work.  

 

The other way around, when we do something for a delivery, I make sure it fits what has been agreed with 

the client. Because working with client, they may go any different direction. I mean, things can be very good 

project but just for another project. And solutions can be very good but for another problem. And I have to 

make sure that we come with the right solution that actually fits the problem. So, that is also my role to 

make sure that what we do fits, I might say, specification. And the third primarily role is to make sure that all 

the discussions and sometimes “clutter” that’s go on the client side, stopped at the phone and doesn’t go 

into the project team.  
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I: So, you are the filter? 

 

P: Yes, I am bounder for a lot of things. And there are a lot of things going on when talking to the client, that 

never enters the team because that is not relevant. My job is to make sure when I talk to the client, that I 

filter away what is not relevant and don’t filter in staffs that you cannot produce the solution on. If the client 

has issues or wants to add something to the project, I need to agree with the client how this fits in to already 

what we are doing before relaying to the team. I can’t just hand over emails. I need to make sure this is on 

the right track. As I said before, we can go off like a loose in the wrong direction, and that is my job, and with 

the team to make sure we are going the right direction. But the same thing can happen just as easily on the 

client side. Sometimes they go in a wrong direction. That is very interesting job, but that is different project.  

 

There are other elements, but they are more basic project management, like picking the right team for the 

job, picking the right competences, setting up right team that actually can solve the job, making sure that 

people work together, are good together. I mean, if they don’t have any enemies in the agency. But I know, 

that for a certain jobs, certain people would be better as a team, than others. Again, making sure that we 

have different competences, but to a higher degree as possible, common understandings of how we should 

work together and what each other is doing. So, it is a multilevel task.  

 

I: But what about guiding the process, manage the process?  

 

P: Most of the people here are unmanageable. I am pretty sure, that we also have different attitudes, 

different ways of working as Project Managers. But what I try to do is try to set up visions that we can work 

together, tools. Instead of setting directions “you should do this”, we try to set up a vision, like “I want us to 

achieve this”. And sometimes, to do that I need to go in to the basics of the project, already pointing out 

possible solutions, possible elements in a solution. Because then we can work together. And that works quite 

well, I think. Sometimes, others will come up with a different vision at an early stage. Another vision can 

come up and we switch to that.  

 

I: You’ve told us, that the company never punish for a failure. But have you been given a reward for a 

success?  

P: On overall level, yes. But not individually. I mean, if you are doing well as a company. We as part of 

management, we give back to the employees but as a complete team. We do not single out employees and 

give them prizes or praise, or whatever. We can do that on an individual level, talking one to one and saying 
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“I think what you did was really good”. We can say sometimes “ok, this project went really well, thanks to 

the hard working team and some brilliant ideas”. Not singling out persons. I do not know why we do that. I 

guess, it is not really the Danish way of doing it.  

 

I: No, you are right. I think the praise, not at all, actually the Danish way of doing things.  

 

P: But, I would like us to praise ourselves more, actually. To be proud of ourselves and have higher thoughts 

about ourselves. But, I think, we do actually on a regular basis, also make sure that our employees know that 

we are very happy that they are here. Sometimes, if things have been a little harder with a lot of work for a 

time period, we just say “ok, Friday night, two weeks from now we are going to have dinner together”. Just 

like that.  

 

I: So, you emphasis on social events, as well? 

 

P: Yes, we do that a lot. We might say “you are good, we are good together, let’s do some fun together”.  

 

I: So, mostly your rewards are more intrinsic, intangible.  

 

P: But it is not like, “ok you work really hard, now you will get an extra bonus on your pay check. We don’t do 

that. It is not like if you say, “ok, you work really hard, than we will buy those good bottles of red wine and 

put on your table and say thank you”. If we did that, we would do that for everyone, regardless of someone 

has been working harder than others. And we do that from time form time.  

 

I: So, it is collective, I guess? 

 

P: Yes, at least I am. Hope so. Because I haven’t got many rewards.  

 

I: Are there any opportunities for growth? And is the promotion is part of the company strategy?  

 

P: Well, there is one thing about rewarding. Of course, we do discuss payments. And there will be a reward if 

you do well. If you do well, you will be more likely to get a raise than if you do not. But being very informal 

organization, you cannot sort of be promoted. Perhaps, you can have a change in work, or be given other 

kinds of work, or move from basic graphic designer in to more like an Art Director. You can be transferred in 
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to other kinds of job, if we feel that it would work better that way. We have almost 19 people at one level 

and one CEO. So, it is more informal. I mean, if you do well, people will listen more to what you say.  

 

I: But if you do well, what type of reward do you get? Is it a compensation and a bonus? 

 

P: First of all, you will get a reward that people will listen to more what you are saying. That is one thing. And 

then, one annual talk with the CEO about your job and how the things you are doing. You would be more 

likely to have a raise.  

 

I: It was exactly what we want to ask. So, for everybody it is annually and once a year, at a scheduled time?  

 

P: The other things happen as well. But that is not common. There can be specific situations, that arise 

where we could feel that it was necessary. To be sure that an employee would not leave us for something 

else. Than it could be done. But it is more in terms of “crisis handling” or “issues handling” in terms of 

rewards.  

 

I: Just to be clear. It is not a reward as such, as a wage negotiation, like a labor raise. It is not a bonus? 

 

P: No. What I see, a bonus is something you are given for a specific effort, for a specific time. Basically, it is 

done once a year, these discussions. It has happened, that in certain situations it has been done in between 

the regular talks. But that would be if something changes. If you are given more jobs or higher tasks or more 

responsibility on a project level. We have given people raise. And sometimes also change the title. But, we 

are not that strong in titling people here. Official title is difficult to relate to what they are doing. I mean, we 

have a lot of people called Art Directors and some of them are Senior Art Directors. It is more a matter of an 

age than actually the skills.  

 

At a certain time, I’ve asked to have my title changed. Because I was facing a lot of clients, and always going 

into negotiations at the higher level in the organization. Then, I have to go to a CEO and say “you have to 

change my title, I cannot sit and discuss with people at this level and this budgets. And then I have a title as a 

Senior Project Manager. I have to go in at another level. So, there we changed the title. But that was tactics. 

It was not a reward. It was simply tactics, to function better. Perhaps, someone else would have other more 

personal opinion, about what they would feel about that their title should be. But it is not like you say “ok, 

for well done work for the last couple of weeks, or years, or three years, you have now achieved the title of 
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Senior Art Director”. Sometimes, we get emails from people, and when I am looking in the mail I say “right, 

that’s your title”.  

 

I: Yes, it can be a jungle. Even for applying for a job now, as well. We have no idea what the title even mean. 

 

P: It seems there are no regular employees anywhere, anymore. Anyone has at least the title of some kind of 

“manager”. And also, the interns are not interns. But they are Coordinators. I look at organizations around 

and our clients, they are all Managers. “Where are the guys doing the work?” “Oh, but I am a Search 

manager”. Meaning, “yes I do Google Analytics”. No, you are not a Manager, you just do Google Analytics.  

 

I: We’ve talked last time about motivation. You told us, freedom is a motivation in itself. Do the company 

work with other motivational tools? 

 

P: No, not in a structured way. But, I mean, part of being as a Project manager is also to know how to make 

people perform their best. And that is more interpersonal skill than a reward system. Sometimes, to make 

people work well you just need to say three words in a right situation, at the right tone voice, and then it 

works. Sometimes, you need also to say “I think it would be great if we be better at praising ourselves”. 

Sometimes, you just need to make people aware of how good they are actually are to make them work well. 

But, that is psychology. If something I can do, and I know I can do it and I do it. But, it is not a structured way 

we do it at this company. Others, will work to get a team to perform. Others will work by being noble and 

charming. Or, “Bo is brilliant”. I mean, that is another way of increasing the social structures.  

 

I: But, it is all very informal? What we are hearing, you say that dialog and feedback are always dominant? 

 

P: That is something I work with. That is my way of doing staff. But again, as I said, we do not have a culture 

of rules and punishments. But, it is not always a dialogue. Once in a while you just have to say” you need to 

do this, now.” 

 

I: What do you think should be improved in AD Nuvo? 

 

P: I think, perhaps, we could gain a little bit about being, in my opinion, a little bit more structured. And, 

perhaps, giving people, as I said, we work with different skills and different competences, different persons. 

Perhaps, just a little bit more responsibility, that is aligned with your specialty. Because, as I said, we discuss 
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everything, meaning everyone is entitled to his own opinion about anything. And perhaps, just once in a 

while, we could be better to get the one who knows best to decide.  

 

Even though, we organized in project teams, we would discuss each other project, as well. Perhaps, just once 

in a while, a little bit more, I would say “ok, you are not part of this discussion, we will handle this on our 

own, please, thank you”. Sometimes, we perhaps, a little bit too informal. But I do not know if we can do it. 

Would that ruin the qualities of being informal? Because it also makes us very agile. With strong ability to 

react immediately to any kinds of changes from the outside world or any changes in our understanding. We 

extremely well at sharing information and knowledge. So, we can react very rapidly. That is one thing.  

 

We would probably also do a little better if we would, perhaps, be a little better to tell the outside world 

what we are actually good at. Perhaps, just a little bit, tiny bit of more information on the website. But, it is 

difficult because we are so informal. And a lot of things, that I believe, that we are good at is actually are not 

written down. We haven’t agreed on that. We haven’t set this is what we are good at. And that is difficult to 

relay to the outside world. Because it is informal and undisclosed and everything is opened for debate. If I go 

out and say “this is what we are good at” someone else would say “I am not entirely sure I agree”. In that 

sense, I also think we could actually work better if we could be a little bit more organized. 
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Appendix 3: Interview with James Cross 

Title: Art Director  

Date: 23/2-2018 

Duration of interview: 01:07 minutes  

Location: ADNUVO Headquarter  

 

PART 1: ABOUT THE RESPONDENT 

 

I: Would you start of by telling us a bit about yourself and your role in the company? 

 

J: I am an art director, I been a graphic designer and I been creating for over 20 years. I had my roles, when I 

was a child, I was always into art and I been an illustrator, and then I got into publishing, when I left college. I 

made books. And I worked in London, in different design agencies and advertising agencies in London, which 

were very exciting, the big city. I made lots of different types of creative work there. Then I moved to 

Denmark, about 10 years. When I arrived, I managed to get quit a good job working for an agency, that were 

dealing with Dell. Then I became, the creative lead, when dealing with project. Actually, that had enormous 

exposure for my own creative work. We produced the catalog for the global mark and it went worldwide, 

and were one of the biggest publication in the world. That was quit a high point in my career, that is a few 

years back now, but I did lot of different types of marketing communication, called Omni channel 

communication, where you deal with multi channels of marketing. So, you do stuff for digital, billboard, for 

homes and you name it, publishing. So, there is all these different avenues you have to work in and have 

skillset for. That was the highlight for my actually, when we were working for Dell, because it was a big global 

organization. We had to fight for the creative work, and we were often fighting against these big advertising 

agencies, and we were a small Danish one. We were fighting this major player, and that was actually quit 

exiting. Because you had to fight for the work. And now, I had to retrain, I work as a digital designer. I am 

actually doing filmmaking as well, which is also quite interesting. I got like a hybrid skillset, I evolved during 

the year, being able to do lots of different things. So, I came up with idea and concepts, but I am also an 

executor. I am able to create the final thing as well. I do that for the content, which is this new kind of 

marketing direction, were you go about social media and combine with more traditional skills as illustrating 

and such. So, that is sort of me. I been around doing it for quite some time, you see. I tried lots of thing.  

 

I: Could you give us some practical examples of your work process and tools? 
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J: My tools, the thing I rely on the most is a pencil and a paper. I have digital tools such as Noma, Adobes 

Creative Cloud, applications such as Photoshop, Illustrator, InDesign, tools for film basing, and lot of other 

digital stuff. But I always start with a blank sheet of paper, and I will probably mention that a few times.  

 

PART 2: CREATIVITY 

 

I: What is creativity for you? 

 

J: A way of life. It has always been part of my life. Actually, my father is an impact on my life, he was an 

illustrator, so I was always able to see, someone being creative. He had his own studio. It has always been 

quite personal. Part of my growing up and developing as a person. Creativity is always about finding new 

solution to problems, but often within a fixed framework. It is also really important to reimagine the 

standard approach to developing creativity. It is good to break boundaries, you know the classic expression 

“think outside the box”. If you are able to start fresh, and revisit an idea or start with a blank sheet of paper 

it actually quite important to reveal new possibilities. Put things together in a different way, and having that 

kind of open-minded approach to your work is very important to define creativity. And finding different or 

creative solutions to communicate, different ways to inform people of a piece of communication. Maybe a 

new visual, where you are doing it. Often what happens in creative industries, you follow visual trends. That 

very popular these day, with digital environments you can see what people are doing, how they are working. 

In a way, the creative world uses that connect experience. Graphically you often see how creatives are doing 

it. It is a big part of your life. 

 

I: How long have you work for ADNUVO 

J: I have been here for about two years. 

 

I: Are you able to be creative in ADNUVO or do you follow guidelines? 

 

J: One of the positive aspect in being in a small agency like ADNUVO, is that it is not defines as such. I have a 

clear mandate to do it the way, I want. And result problems in the way I want and define creative work. That 

because I am quite senior, I guess.  So, I am given the opportunity to do it my way. But if you are younger, 

you would have a senior art director or a creative director to report to, and then you would have another 

sort of management structure. I am free to do thing the way, I want, which is great – it really great.  
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I: But you also mentioned something about fix frames? 

 

J: Yes, to do good creative work you have to work within different ruleset. Definitely work along the web, 

there are things that you have to bear in mind. Typography is really important to have distinct rules, visually 

digital you have to work with different kind of frameworks for mobile, tablet and for desktop. So, you always 

have to have those things in mind in order not to break to many boundaries. Although, you start with blank 

sheet of paper you end up stretching your communication, often with a few boxes and few lines, but this 

part of the content has to be connected. That the framework you work within. 

 

I: I am also hearing you say, that you almost identify with being creative. Is that right? 

 

J: Yes, I think. I have always painted, drawn and explored in my own environment. I like to adapt my 

environment, so I paint, I do my house, I design my kitchen, my bathroom and so, I redefine my environment 

by who I am. I know how to do it and I like to do it. Actually have the skill to do it with my hand. So, I am 

actually good at titling, I like building with wood. That is sort of part of the creative nature of me, I guess.  

 

I: So, it also about passion? 

 

J: Yes, somehow about inner drive. I wrote some notes; can I have a look? I wrote about creativity, is all 

about self-development and self-exploration. Actually, being able to develop one own creativity often 

requires lot of effort. It is really important to learn, do research, put yourself in challenging situation, to fail, 

to make lot of mistakes. That is the primarily way of getting go at being creative, you have to make lot of 

mistakes. In order to reach a level, where you are happy, you either be like a good designer or a fair 

designer, but if you want to be a great designer, you have to make lot of mistakes in order to develop your 

own skills. You cannot be afraid of falling. You have to fail.  

 

I written, that it is also really important that the environment allow you that freedom, to express yourself.  

 

Within the work environment your own creativity is depended on the task and the briefing, which is also 

about the framework within the business. You have to have the right intentions, and clearly defined goals in 

order to create the right kind of marketing material, advertising, website, whatever. A lot times you find that 

is missing. Clients are not very good at briefing, and the creative industry is not very good at producing briefs 

for creative people like myself. It is not that structured, people often try to be very structured in the creative 
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industry, but it is hard. Because the clients do not really know how to do it either. That ultimately requires 

you as an individual to work with experience as a guide, do a lot of research, ask lots of questions in order to 

create the right part. I have experience as a guide, because I worked for many years. I have to read between 

the line, I have to second guess the clients, I have to know what they want. I have to know, what the 

outcome is. That is interesting thing about creativity, it is a process. Because I have done it so many times, I 

sometimes know the outcome before I begin.  

 

I: So, for a less experienced designer? 

 

J: It is a real challenge. That is where you need a great structured, briefings from the clients, have the right 

objectives set out, clearly define everything and then it is easy to solve problems.   

 

I: So, having a clear and organized frame actually enhance creativity? 

 

J: Yes, it does. Work different for different people, and it depends how you define creativity. If you are an 

artist you are out here, but within marketing and advertising, I have had a lot of really great experience 

working with a really organized environment, which allowed me to produce an enormous amount of work 

and be super creative, at the same time because role was really clearly defined.  

 

I: You know Lars von Trier and Dogme? He says the same.  

 

J: Yes, a lot of musicians as well. It is a way of thinking. Often if you have a ruleset, it makes you work harder 

with creating new creative solutions. It is fascinating when you look at it like that, because a lot of people 

think it is just (show an open space with his arms). I thought, I was quite different as a creative, because I like 

rules and I am a perfectionist. I am not like a typical artist, like all over the place.  

 

I: Does ADNUVO help you set these frameworks? 

 

J: Do they, do that? They try to do the things we mention, by getting good briefs for the from the clients. As I 

mentioned, that can be quite hard. Sometimes, the clients do not really know, what they need. It is 

depended on the work, that you get. There are different stages for the process as well. 

 

I: Should creativity the have most freedom or control? 
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J: Creativity is freedom, and it is really important to start with a blank sheet of paper and a pencil, to solve 

the problem. You should always start fresh and allow yourself to develop an idea from an open mindset.  

 

I: What role does the work environment play?  

 

J: In this environment - it is such a small agency, you have to wear many hats. Ultimately it allows you to be 

really creative, because you ae often asked to use your creativity to solve other problems like filmmaking. I 

never knew about filmmaking, but I had to learn about that. I had to suddenly expand my skillset, ultimately 

improving my creativity. That is, what is constructive about an environment like that. This hybrid skillset that 

we have. It means that you are able to do photoshoot, create websites, do illustrations, make films and make 

social media content. Ultimately, that is where people want to end up. They want that kind of freedom. Not 

many people do, most just sit around behind a desk and do their everyday work. So, that one rare benefit in 

being in a small agency like this. I think, the industry is developed into needing that.  

 

I: Which dynamics do you think evolves around being creative, other than what you have mentioned? 

 

J: It is often depended on the individual and how they like to work. What kind of role they play within the 

creative environment, I guess as well. I like to follow a bit of routine, I like to do exercise, running my bike, 

and I like to do tai-chi in the park and being in nature. In order to be create an open-mind, in order to find 

space to get ideas. Often you think about ideas, and you have to sleep on idea. You have to make your mind 

resolve. It is bit like painting a picture, you have to let the picture dictate the outcome. You have to be in that 

sort of just being. It is often depended on, who you are though. Dynamic environments, that like being 

around dynamic people, people that would actually challenge you. That is often really hard to find – and 

people that you really look up to. That can push you in the right direction. Often the creative industry is quite 

hard, because you make something, that is personal to you and the you are told, “I do not really like that, 

why have you done it like that? Can you change that picture? Can you change that color?”. It is something 

you made, so you often feel … I do not really like that. After years of developing, you know it is really 

important to get a good outcome. It is really important to get your perception of the piece, as well as yours 

(implied the interviewer) in order to make it work. Because everybody’s perception is slightly different. So, it 

is really important to evolve people in the creative process. I do not like just working at the desk behind the 

screen, and being static. It is much better to have the opportunity to try new things.  

 

I: So, the creative process is very depended on inputs and variety?  
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J: Yes, and the projects. So, you need to have good creative work coming your way. That is hard to find. You 

often go out looking for it. If there is not a lot of good work, you go out and search for it. Work for different 

companies and find work to do. It is often that way in the creative industries, some agencies are really busy 

and some are not, and you go where the work is.  

 

I: So, it depends on the clients? 

 

J: No, it does not really matter about the client. You end of learning a lot about the client. I work for 

computer companies, I work for Arla which is a dairy company, I work for these different types of companies, 

so it is not necessarily, who they are. You have to develop and understand the clients. You have to work 

hard, to realize what the products are, how the internal organization work. And the you can solve their 

problems.  

 

I: What happens, when you fail and t ADNUVO accept this?  

 

J: I think, you are a little bit expected to fail. You have to try more than one thing, to get it right. Very rarely, 

you get it right the first time. Sometimes you do, but you often have to develop lots of idea, and you have to 

work internally to improve a certain direction, a certain set of words even. So, you are criticized internally to 

improve the work, but then you send it to the client, and the client will criticize the work and give you 

feedback. So, you have to be able to accept, that it is part of the process. Even though, you might think like, 

“Oh, it is my piece of design and important to me”. Essentially, then you have external partners as well, that 

will test the work and see how it performs in different ways. Then you are rated, the clients will get a rating. 

Often, some of the work here, is actually perceived quite well, when it goes to test. I had lots of different 

types of creative work tested catalog covers, websites, films. That often has to be reviewed. You just have to 

accept, that it just part of the process. Although, it can hurt. I used to get really upset, when people criticized 

my work, when I was younger. I am not too worried about that now.  

I: Have you ever been punished?  

 

J: Well. I have made a few big mistakes. I’ve made one really big mistake. And it was sort of not my fault. But 

I was held responsible. I was reprimanded and I was told that it would never happen again. It involved 

another company in London. And it was quite a big client. It was Bacardi. And the company that oversee the 

clients is very important company because it makes money. And it was one job. That was a print error in this 
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job. And I was responsible for the production of the final file. Even though, the printer and the company I 

was working for should actually have had it checked. I made a dummy. I’ve made a proof at the printers but 

they printed a lot of staff. And then, it was wrong. They had to re-print it. The client was very unhappy. And I 

was told “oh, that does happen”. I got a verbal warning. The Creative Director wasn’t happy with me at all. 

Because he felt personally that I’ve almost lost this account. But in reality, we’ve lost a few or ten thousand 

pounds or something like that. I don’t know how much it was. But, it was money, as well. People don’t like to 

lose money. 

 

I: Did something similar happen while you worked for Ad Nuvo? 

 

J: No. I don’t think so. Not like that. I’ve had a potential to make even bigger mistakes. But never have really.  

 

I: But feedback and failure is not only a part of the process but also a culture in a creative industry, as well?  

 

J: Yes. The feedback thing. People do share ideas and people do share their experiences. And it is really 

important to get your colleagues feedback to develop an idea. And not be afraid to ask and to question 

things. It is often quite difficult to do. People don’t like to do that in general. People like to think that they 

are always making the right decisions in general. And it is a human nature. And people don’t like to be told to 

“follow me” or “do it this way”. But, it happens a lot.  

 

I: Do you think it is harder to accept that you have made a mistake and get into a feedback culture, when you 

work in your job as a designer rather than in a traditional field? if you were an accountant, for instance?  

 

J: Yes. But I do not really have any quantitative input on that. Because I’ve always worked in a creative 

industry, when I was really young. I would imagine that you would have to work in a particular way if you 

were a lawyer. I am not sure what are the behavior in the other industries to be honest. It is difficult for me 

to be objective. I think the working environment is often very challenging for people. I think a lot of people 

kind of expect criticism. We often don’t like to hear it. And it is part of business culture. I’ve seen a lot of 

people in management as well. And I never really want to be in management, take a lot of criticism. And that 

is expected. And I’ve seen people in this industry in a different role find it very difficult. And I don’t want to 

be in that situation. And I’ve worked with lots of bosses in a creative industry who are very difficult and 

awkward. And I would imagine that is the same in old professions. The bosses going to be a sociopath, a little 

bit hard to deal with. Because that is what make them bosses. I’ve seen people walked out of the CEO office 
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in tears, many times. But that is maybe not about feedback, it is not about creative process. That is about the 

creative industry. Keeping things on budget, and making sure the clients happy, making sure the business is 

making money. So, it is slightly different parameters if you are in management.  

 

I: Yes, it make sense that industry nature is being risky and competitive.  

 

J: And it is super competitive. So you often have this process within the creative environment. You have the 

creative side. You have the management side often a lot more stream lined and functional. This is often left 

to be a little bit loose. And actually if you combine those two work together, then you would have a brilliant 

creative agency, which is about the idea of combining the framework and the ability to have good creative 

thinkers working together with management. It doesn’t happen very often. 

 

Another company I worked for had that way of working and a lot of people said “I was in creative agency”. 

Because of the way they structured things. But, in fact, it really was. It was super creative. We’ve produced 

enormous amount of work. We were super productive. But it was in terms of the volume of creativity. That 

produce was enormous. So, that is being creativity. Bring creativity to everyone. So the natural perception, 

as well. But a lot of creative people say “that isn’t a creative agency because it doesn’t have freedom”.  

 

I: Are you responsible for the budget? 

 

J: I am not responsible. My managers and client handle this. Project Managers, they would do the budgets.  

 

I: Apart from just organizing and frame work, but also in terms of budget. Do you believe that having a 

proper budget planning would enhance creativity or would suppress it?  

 

J: From real life experience, if you have a tight budget you find creative solutions. So, you work smart in 

order to achieve the results that you want. And I often have to do that. Because budgets are small. So, we 

have to fit into that framework. So, often you find creative solutions to that. It can be quite constructive. You 

will talk to Bo and he will give you an outline how the creative industry creates or set those parameters.  

 

PART 3: CREATIVE PROCESS  
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I: Based on your experience, how do you believe you manage the process best? And you are not a team 

manager, right? 

 

J: I am not in a position to tell people to find creative direction or their role. Not here. The management 

structure is flat. Because we are all Senior people. We have Senior kind of experience. So, our skills are 

shared, as well. So, we can do lots of different types of work. I don’t define peoples’ roles in that way. But, 

obviously, I often facilitate the creative process by organizing things. I often have an ability to organize 

things, to help other people understand quite complex problem. Often, the creative problem-solving 

requires you to look at number of different things and try to redefine them, to simply the way those 

elements communicate to the user. And I am quite good at that because it is a big visual puzzle I can 

arrange. And I often take those ideas and I put them on the wall. And I draw them up, or I create pieces of 

paper or sticky notes that define a part of the creative problem. And then, visually people can solve it. And I 

often done that with other clients where I actually create like a “paper doll environment”. I did it for another 

company, where we actually create complex storylines with dolls and different environments. And we were 

able to have different characters and make them interact in different situations. So, you can facilitate the 

creative process, like a workshop to allow people to make new things.  

 

I: So, that is often your role in teamwork. Not formally, but informally. So, communication is also part of the 

culture? 

 

J: Yes. There is clearly defined roles but we have to communicate to resolve a problem. 

 

I: What about knowledge sharing? 

 

J: Yes, it does happen. It is just sort of dynamic process. It is not done as much as it should be. But it depends 

how you define what knowledge sharing is, a brainstorming? 

 

I: It could be. It can be any informal like “you have conversation in the kitchen” or a more formal, set by 

management “now, we have this and we are going, etc”. 

 

J: No, we don’t do it like that. People might see something on a website and send a link or is done on a 

Facebook page for the company.  
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I: How is the creative process works? 

 

J: Often, the creative process follows a structure. You have a brief to establish the goals, the target audience 

and the creative objectives. You create your designs. You create drafts and ideas. You then actually make 

visuals and develop messaging. And at that point you involve the client in order to set the objectives or the 

expectations of the project. Then you go into execution. And you actually create visual communication. Then 

you go to production where we actually make it, make the thing real. And then you deliver the project. And 

there are clearly defined steps to the creative process. And they have all different aspects. It is quite 

important to have that overview. Because there are structures that inherent in a creative process. And that 

is why a good creative agency monitors all those steps, and has structure for all of those. And the review 

process. 

 

I: Do you have any kind of evaluation by each step? 

 

J: Yes, you do. But it is very loose here. So, you get feedback at each point, either internal or from the client. 

So you will get a feedback. And they try to manage those steps.  

 

I: So, you are guided within certain steps? 

 

J: Yes. But often it is very loose. And as a creative Art Director I do my bid and I send back. And I wait for the 

next bid feedback. And then I have to jump back on to the project. Then I have to do the next bid. That is 

why to be creative is actually quite difficult. Because you have to have multiple projects and you are at 

different phases all the time. So you always have to get back into a project. And all you are thinking, you 

have to somehow hold on for all the different jobs.  

 

I: And that can be a challenge. How many projects do you have at once? 

 

J: I think it can be a very challenge, actually. Well, here we often have 4-5 projects at very different stages. 

But in a bigger organization you can have multiple projects, lots more.  

 

PART 4: MOTIVATION 

 

I: So, what motivates you? Does compensation motivate you? 
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J: That is motivating. Getting money for working is actually quite important. Having a right title, I think, that is 

also quite important. That you are playing a role in an organization. I always want to be a Creative Lead in 

one of my jobs. And I thought when I reached that goal, I was like “YES”. Now, I’ve actually taking a step 

down. I don’t need to do that now. So, I sort of succeeded in that way. And I don’t need to sort of put a 

pressure on myself anymore, I guess. But, financial rewards are good. But being a creative I want to do a 

great work. I want to produce really great design. I want to do it to the level I am happy with. It is my own 

perfectionism. It is manifested in my motivation. It is a way of constantly trying do a better job. I always want 

to produce a well piece of work. I don’t often think that my creative work is good, that the projects that I 

work on are brilliant. I always think I can do better. Sort of part of my inner drive. I do not know why that is 

the case. But I always want to improve on what I produce. I have quite high standards, which is a big of a 

problem, I guess. But that is a driver.  

 

I: So, that is a driver, always doing better? 

 

J: I always want to be as good as I can make it. 

 

I: What about the company in that sense? 

 

J: Yes, the company is also has that mindset. Because, some of the bosses have that approach. There are 

only one things to be a very high level, or deliver to the client very high level.  

 

I: And that is motivating? 

 

J: It is quite motivating. It is not for everyone. Because it requires a lot of criticism and negative feedback. 

You have to accept that you going to fail. I am quite passionate in that respect. I don’t mind speaking my 

mind. But often, that creates a lot of tension. And often you need that to get great results. You need to 

confront people.  

 

I: So, having a challenge is motivating? 

 

J: For me, yes. But I do not know if that is for everyone. Some people find it very difficult to be challenged. 

And they think it is very negative. But often, you get great results if you are do that, if you beat 

confrontation. Then you get really good results. But that is not for everyone.  
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I: Do you think that recognition can be motivating, as well? Is it important for you? 

 

J: Yes. The work is appreciated. Recognition from your colleagues that you are doing a good work is actually 

really important. It is kind of expected. Often, people don’t like to tell people they are doing great job for 

some reason.  

 

I: What about praise?  

 

J: Praise is not common. Not really.  

 

I: How are you rewarded then?  

 

J: We rewarded in another ways. There another question was about freedom of work. So I get rewarded with 

this. I am allowed to work the way that I want. And we are also able to work from home. And if I need to not 

work with people I am allowed to do that. If I need to write, or work from home, they understand that is part 

how I create. Sometimes I just can’t do it in work environment. Sometimes you have to be outside of it. So, 

that is a motivator.  

 

I: To sum up. You get a financial compensation and freedom is granted. But recognition is not a big part of 

the culture in Ad NUVO?  

 

J: To a degree. I think. Because it is a small place. I know that my boss knows, that I am doing a good job. And 

he does tell me now. But because it is a small company, he doesn’t need to do that. And he doesn’t need to 

tell me all the time. Because it is so small and the structures are in place, they don’t review us religiously. 

Whereas they would do that in another environments. You have an agile human resources. Person come and 

talk to you every six month, definitely every year. And you will be given a program to follow to improve. That 

doesn’t happen in a small agency. So, it is all about you and self-motivating, challenging yourself.  

 

I: Have you tried the other way around, being measured? And what would you prefer? 

 

J: I quite enjoy being challenged a little bit, and organized to develop my skills. And going to different 

courses, and being put in different situations, and being required to get other skills. But, another company 

that I worked for, everyone was given that opportunity. So, a lot of people developed, which essentially just 
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takes the business a step up, or they can present themselves to other people and clients with this. We are all 

now accredited. But it cannot work. But, I kind of done that now in a way. Don’t like to put pressure on 

myself, be constantly required to develop new skills. I would like the opportunity to do it more. But I would 

like to do the staffs I want to do.  

 

PART 5: CULTURE/MANAGEMENT 

 

I: Are you involved with strategic decisions in the organization? 

 

J: I would say, that often the business strategic decisions about the companies' development. We are not all 

involved in. For example, if partners are leaving and staffs like that, it is done by the management. But some 

of the strategic creative decisions, I am involved in. Because the culture here is quite open. And as part of 

the creative process we can all bring our ideas to the table. So, strategically you have a creative direction for 

a client. And I am often asked for input, even though, John is actually the Strategic Director for the company. 

That is his role.  

 

I: So, you quite well informed about the strategic decisions?  

 

J: Yes, about the clients. Not necessarily about business, but definitely the clients.  

 

I: Does that happen more informal or formal? 

 

J: Yes. It is very informal here. Because of the nature of the company because it is so small.  

 

I: Could you tell us a few words on the culture and the management? 

 

J: I have to be careful what I say here. What is the best way to say that politically correctly? How do you want 

me to answer? 

 

I: Try to tell us a little bit the values at Ad NUVO? 

 

J: The values. It is difficult because we are all expected to fit in work together. But there is no detailed value 

structure here. It is not written down because it is so informal. It is not really defined in that way. And I think 
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it could be improved to make people feel like they fit in, and that they are able to progress. I think, it is 

obviously an important part of the business to establish those goals, objectives. But they are not clearly 

defined here. But that would help.  

 

I: What about social norms? Are they hidden values? 

 

J: We share quality time and work as well. Because it is such a small agency, it is not really appropriate to get 

too involved. The management, they sort of keep themselves to themselves, such as business events, etc. 

And they leave early, and they let the Creatives sort of hang out to be creative. 

 

I: Do you feel that you fit with Ad NUVO? 

 

J: Yes. I think I fit quite well here. But you can always think that the grass is greener. You always look for 

other opportunities. But that is really depend on creative work. If there is not a great creative work to do, 

then often I will feel that I need to move on. But I think I fit quite well within the team and the structure 

here. 

 

I: Does management do anything to involve teams in social events? 

 

J: Yes. They do to an extent. But that it is not really a big thing.  

 

I: Can you give us an example how they do? 

J: We often share cakes. And if we produce a piece of work and it is delivered to the client, then we all might 

get a cake. And we will have some coffee and a little chat. This is very informal in that respect. So, it is like a 

family. That is a motivator.  

 

I: Well, that is the Danish way to share a cake. It is part of our culture.  

 

J: Yes. We have to be appreciated somehow. And the best way is with cake.  

 

I: Would you say that the management style is decentralized and free? 
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J: Yes. It is a flat management structure. My wife has described it is like be in a “BOY BAND”. It is like 

“Everyone just as an important as everyone else”. So, we are all like “I am the most important”. That is the 

problem. There is often too many “cooks”, too many bosses and too many opinions. And that is a trouble for 

creative, is knowing who to listen to.  

 

I: So, would you actually like a little bit more management? 

 

J: Yes, I think it is often really helps. In a small company like this, there isn’t a freedom to create those types 

of environments because people are doing so many different things. The boss doesn’t have the opportunity 

to spend the time allowing me to develop in a way that I potentially could. He has to focus on getting the 

work done and produced and doing what he needs to do. If there are was more people here, it would 

alleviate all those problems. And then the bosses will dedicate more time to the development of the 

business. That is for sure. It is because Ad NUVO is such a small agency.  

 

I: Would prefer be measured a little bit more ? Or prefer not to have performance measurement? 

 

J: Yes. I think feedback is actually quite important. And having a structured feedback. I never used to like the 

360 approach at my old company. Having a little bit more would be good. We will have one review this year 

where we told “you are doing a good job” or “you not”. But in general it is going to be “you are doing a good 

job”. And then, we will talk a little bit about what we have done, what we might want to do.  

 

I: So you have one conversion a year? Subjective evaluation? 

 

J: Yes. But informal. That is just the way they are doing here.  
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Appendix 4: Interview with Bo Sørensen  
Title: Senior Account Manager  

Date: 23/2-2018 

Duration of interview: 49:25 minutes  

Location: ADNUVO Headquarter  

 

PART 1: ABOUT THE RESPONDENT 

I: Would you start of by telling us a bit about yourself and your role in the company? 

 

B: I work at ADNUVO as Senior Account Manager, but right now I am also working as a creative digital 

producer. And the creative part is because – I have never been a creative – but I have always been in charge 

of the creatives. No matter where I worked in this industry. I started out actually studying Agro Cultures 

Economic in the eighties. It was not a good start. But I meet some nice friend, and at some point, I found out 

that I would not want to finish it. I only missed the conclusion on my thesis, but a real did not want to finish 

it. Then I came into the creative, I actually took a short education called interactive media and marketing 

academy in the southern Denmark, Nakskov. Which is kind of nothing. But they had the first education in 

interactive media, and that kind of funny. I think I was on the second year, the first year they just did 

marketing, but the year we came in we started to production and computer programming, and stuff like 

that, that actually utilized the interactivity and that new era way before the internet was evolving. It was by 

we did not know, they used it in the US defends, but it was not for the public. So, I started out doing 

interactive design and interactive communication in 1995-96. And also got a job quint afterward where I 

started working in a company that actually knew how to do that, that made education for DSB – did 

interactive education and stuff like that. And then it all evolved from there. I had a little company, where we 

actually had as a mission to be creative and new thinking. The mission was to never use used ideas or 

material, so we trough it out or sold, whenever it was used. People have a tendency to reusing code, but we 

gave it all away. It was kind of a mantra. We had the company for 5 years. Just trying to set our bar as high as 

we could, every time we made a new product. Which was developing interactive games for kids. We did DR, 

Kaj & Andreas, and so on, but with real persons. We just realized, that we did something we loved but did 

not make enough money and there was not enough of those tasks in the market. And we saw, that in the 

advertising where looking for people that could thing in stories and evolve stories telling. That was what we 

came from, sometimes by our self sometimes, by a storyline like Bamse & Kylling. The advertising industry 

were really looking for someone that could make those stories and make all these advertising universes into 

the digital universe. 
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Then we took those stories, and went to People Group and Ducan and Partners, which I work for, for 12-13 

years. Which were the most creative agency in Denmark for 25 years. So, that how we went from evolving 

and developing our own stuff to becoming part of a brief. Because we did have a brief, when we did 

something. We got a brief, when we became part of an agency. Because then you have to solve client 

problems, and that is a whole different world also talking about creativity. That is kind of my history, and 

then from Partners, I went to McKenzie. And was there for 4-5 years, and did digital but also films and like 

that. And then I went to ADNUVO, and been here for little over a year.  

 

I: Can you give us a practical example of a task, where you are creative and a more management orientated 

task? 

 

B: I mean we are all creative, I think. You need to be that, being in this industry. If you do not have any idea, 

how you take a problem and make it into a solution, I think it really difficult to be here. Just to be someone 

to manage diagrams and stuff like that. I think the industry is to small and you need to be more agile, at least 

you need to think creative. Somehow. I guess, most of the agency I been in most of them have had a little of 

that. I know in typical manage, a lot of people are good at planning, timesheet, and stuff like that. But 

everyone has a mindset of being creative and solving client problems. And I think, we need to be like that. I 

think, it is a fragile industry we are in. I mean, just talking to the client, what would you talk about. If you 

cannot talk about solutions, would you just talk about timeline? I mean, that is not very interesting for the 

client or anybody. It is just saying, on Monday we do that, you can email me that. In order to understand the 

client, you need to understand the process of doing creativity. Because an agency is nothing without the 

creatives: It should not be anything, then to do creative solutions. That is what an agency is. And a lot of 

people have a tendency to forget that. Because a lot of people what to be all in strategic and thing like that. I 

think, that the agency we are up against are so strong, big management companies, founded on doing 

strategy, and that stuff. And we do not stand a chance, we might be as good, but an agency is better to 

convert strategy into something creative. Here at ADNUVO our strategic director is properly also our creative 

director. I mean, Ducan and Partner, the most creative agency, the creative director. When the strategic 

boss left, he became the strategic boss. Because we are not doing the real hardcore business strategic. We 

are converting business strategic into communication strategies – and then solving and coming with 

solutions. That is the role of an agency, whether it is digital, or such a typical advertising agency.  

 

When you ask me, I am not really structured, so a lot of people is more structured. But in the process of 

structuring, I have a lot of creative thoughts on what we are doing. No matter what we are doing, especially 
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in digital, it is an iterative process. We cannot, figure out how it is going to end, just by sitting down thinking 

and writing.   

 

PART 2: MOTIVATION 

I: What attracts you in working for ADNUVO 

 

B: Well, the people. That is one thing you find out growing a little older, it is not that much about what you 

do, but who you do it with. The rest does not matter. Because it is about, if people are open for discussion 

and new directions, and we together do something. That what motivates me, and if I like the people at the 

same time, is a huge motivator. Because going to work, I spend more the half of my awake life here. So, if I 

do not like the people, I am not going to be here. That is where it starts. Then you can talk about others, like 

good clients, are there possibilities in the clients. But I mean, we all have shitty clients and we all have great 

clients. That is how the business is. You have clients, where you can do anything. And you can try to make 

them grow a little, but nothing happens. You do your work, and you do it as great as possible. And then you 

have some client, where you can just see great potential. And all agencies have the same client, even the 

best, in England, no matter what. The bigger the agency gets, the shittier clients they get. But the clients 

they show of is the few. Then you find out, it is not about what you, but how you do it with. 

I: But ADNUVO is a quit small agency, so more why ADNUVO then?  

 

B: I never knew them. I have never been an agency guy, just trying to sell someone something they did not 

want, never me. But I have also been part of the story telling part, and I learn to love it. And my foundation is 

the digital. I know the matrix. It is not just about making good ideas, it is about making good ideas happen. 

There is so much technic involved. And sometimes you need to find the boundaries and sometimes pushing 

a hole in the boundaries, if possible. Where advertising is not just about doing a film, but what to put in it. 

And we have some boundaries in the digital, and that my foundation. And I could easily feel it after to 

meeting at ADNUVO. And I though, you are even more agile if you are small. But being few people, it is a lot 

easier to feel what is going on. Small is nice for my, where you know the people working in the company. If 

you want to be creative, you cannot be 100, then you cannot control it. It is really difficult to control. 

 

PART 3: CREATIVITY 

I: You talk a lot about challenge enhance creativity, do you think there is other factors? 
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B: I think what makes it easy to be creative, is if you are allowed to say something stupid. All real creatives 

are really scared, and nervous. Because they think it is their ability to actually create something, that we all 

depend on. Which it is, we are all depended on real creatives, so they are always really nervous. And they 

are never really finished. If you ask them, can I see. “Yes, but it is not really finish”. They are never finish. 

They are always working on perfecting. And that’s how a creative work. They tear themselves up from the 

inside. I think, what you feel in a creative agency and in this little company we have, it is a family. We have a 

family, where it is okay to fail or go in the wrong direction. It is the work environment, where it is okay to 

make mistakes. Because, you cannot create anything without making something really bad. If you go in a 

direction, where it is expected, and everyone is “Yes, it is a good idea”. Then it is probably not a good idea, 

because we can all se it is a good idea, and that is not going to be unexpected for anyone. To break though 

the barrier for our customers and clients, we need to do something a little, they called it disrupted. We need 

to come up with something to break the barrier. We need to figure out, a way to get into people’s hearts. Or 

actually punch them in the stomach so they do not have any barriers, and they are just down. So, we can 

actually talk to them. We are in a world of noise, a lot of noise and interest, and we want to control it 

ourselves. So, if we want to talk to people, we need to figure out what is interesting for them, and find a way 

they did expect to start the conversation. Because, if we go like everyone, just talking about how good our 

product is or how low the price is. Then it is just part of the noise. So being creative, is trying to figure out 

how to do that and still solving the client’s problem. Ad be true to the client’s purpose. And that where, 

when I look to this (implied interview guide) that is where it is different to work with creativity in an agency, 

because we have a set playing field. We do not have total freedom. They do not come in and say, “What will 

you do with us?”. They come with a brief, they are shitty most of the time, but they try to come with a brief. 

And that is setting up a playing field. And in the creative process, we try to narrow down the playing field, so 

we know within this field we have to play. 

 

I: What role does freedom then play, within that frame? 

 

B: I think, football is the best example. Looking at a football field, you have the same rules, you have 11 

players on each side, you have the same field. But telling Messi, that he is not creative, they have some 

restraints. They have some players, to play with. But some of these players, that do something you did not 

expect. They do something the opponent wont expect, they did expect themselves sometimes. You work 

and work on doing better and evolve your skills, and then you start improvising. So, if you are not a good 

craftsman in what you do, you cannot improvise. Because you do not know, what you are improvising within. 

In that playing field it is crustal, that we understand the rules and that we are good, at the exact thing we are 
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doing. And that where it is nice, to come to an agency where almost all are seniors, because they have been 

play this game for a long time. We might not be as quick, but we know our skills. And that is really important, 

when you try to break barrier, that you have a framework you understand. Talking about creativity outside 

that, like an artist, they have to create their own frame, which story do I want to talk about? That is the most 

difficult thing about being creative, that is defining the story and then telling it. 

 

I: So, you think that the football field or constraint, could be a good thing?  

 

B: Yes, it is. But it is also a constraint. Because sometimes the football field we get, from the client, is just 

really bad. And then you try to push a little to that, because you cannot score goals if you play in the middle 

field. That when we try to work creatively with the brief. When the brief comes in, that is where the 

creativeness really starts. That understanding the client’s problem, is that really the right problem for us to 

solve or do they have any others? So, we look after insight, to see if we can create a playing field, let’s say 

everyone is playing in here, we might want to play out here. Because the we play in a special procession. So, 

we are trying to do that and also in the planning, and the strategic and the debrief work. Kind of defining the 

playing field, so we can be creative. And talk more clearly. It is all a little creative. 

 

PART 4: MANAGEMENT 

I: You are a team manager as well, to keep the anomalies, do you the coach should manage Messi a lot? 

Does that make him a better football player?  

 

B: That depends, a lot of creatives are very good at something, but they might need a little extra. And it is 

not like we need to change people, that not good, it about training. But often it is better to set a team, 

where all are strong at different things. To develop creatives, you need to know where it is going to go. And 

you should not break down people, and say to them they should be good at everything. I think that is really a 

big problem when people say, “Why don’t you just write because you are a creative?”. Like I kind write, it is 

nothing you can just do. It is nothing you can just practices, you cannot just practice being a good writer. 

 

I: So, it is more about talent 

 

B: It is in your talent, and then you evolve your talent. And some people can go in all these direction, but if 

you force someone to go in a direction. It might not be good. Sometimes, I would rather have a guy standing 

up in front of the goal, and just shoot the ball up there – and he will just smash it in. And he does do 
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anything else. We do not need everyone to be good at everything. If they have a special skill, let evolve that 

skill. And the we become strong. But then we would probably set a team different. So, we say if we combine 

these to people we pretty much cover, what we need. It is not just about the final product, but also about 

the thoughts. We never create anything alone, you cannot do that in an agency world. The good team 

leader, says “Remember the task we are set off to do. You are doing something really nice over here, but is 

that really solving the problem?”. Sometimes that is the team leader that has to push in the right direction.  

 

I: How much do you manage?  

 

B: We try to manage as little as possible once we are on the track. And it not really true, and it is not really 

true. When someone comes up with something, then we talk, but during the process of doing that we do not 

sit there and say, “Could we move that a little to the right or use another found?”. So, when you agree on a 

task, you let people work. Because, I can feel know, that James is a lot different, he still wants to try different 

option of. He does not what to talk to me before he tried that. If I come and say, “What is that?”, then he will 

be pissed.  

 

I: So, you let them be in their process, and then you have an informal evaluation? 

 

B: Exactly. And sometimes it is just over the table. We normally have brainstorm meeting to begin with, we 

have evaluation of the brainstorm, we try to narrow down the brainstorm. I love the brainstorm, if you do 

not start like that you never get to something unexpected. So, a brainstorm should be something like that 

(draws a funnel), but then at some point we have to open up again. But we never do like that (draws an up-

side funnel). Because if you do like that, you spend to0 much time on being indecisive. So, the process is 

being as open as possible, narrowing it down and come up with a solution. That is the best process.  

Explaining your idea and coming up with arguments for it, except that it feels good, is it what we need to get 

to the clients, so if we can do that argumentation ourselves, the client will understand, what we are doing. 

But sometimes it cannot be explained. Like with good music, sometimes you cannot explain why it is good, 

then you just have to let go and say, “it is just good”. But it is really difficult in our business to do that, to say 

to a client, “Can you just feel that?”. Feelings always have to come with an argumentation. Sometimes, what 

we do as management is to help the creatives explain why.  

 

I: How could that happen? 
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B: If we sit down and can see, this looks great. If you can track it down to the strategic, track it back to 

solving the problem, if you can find insights that supports it. I mean, that the strongest we can do. In 

Partners the strategic leader said, “My only reason for being in this company is, that I place the ball”. I place 

the ball, they have to shoot. Getting the ball there is a lot of argumentation. But the creative solution is 

easier to present if everything around is logic. It is like going to an art exhibition, maybe you say, “I really like 

it, but I would hang it on my wall”. Then why don’t you like it? Perhaps because you do not understand it. 

That our everyday, that is finding out why.  

 

PART 5: PERFORMANCE MEASUREMENT 

I: Are you or your team member measured on the result or effect?  

 

B: It is not like we do it, I mean, I have been some places where we sat down and talk about the solutions, 

could we have done something else. We do not do that, but we do talk about the solution every single time 

we do them and deliver them, but we also sit very close. So, we talk though them, and say, “Ah, was this 

good?”, and then you go through them with the client’s. I think our main task is to educate the clients, 

because we are sometimes a bit better. We are better at creating idea, otherwise they could have done it 

themselves, and they paid us money for it. Of cause, we should evaluate with them, if they agree we are 

better, because that is what the pay us for. We do it, but not in a formal way. You get emails: This looks 

great, this was a nice shoot, this was a nice delivery. And we get feedback, when they call the market, and 

they come back to us and say, “They loved it”. That kind of our evaluation. Or they come back and say, “Oh, 

they really do not get it”, but most they come back and say something good. And with Arla, which is our big 

client, we have Lurpak and Castillo, we also test, some of the work that we do. And we have done some 

really amazing tests. I never tried testing before, because the agencies that I work at, they were just the 

most creative agency, so no one questioned the stuff made there. But a lot of marketing people they just 

think of their career. So, being in marketing it is sometimes is the springboard. So, they are really careful of 

making decision on a gut feeling, so sometimes they need test. So, they can always go back and say, it tested 

good.   

 

I: But it is not your management that measure?  

 

B: The key management is always looking at the product going out. And sometimes going like, “Why did we 

not…”. Always keeping the process iterative. Also moving forward, “Can we do thing better?”. I think, the 

good thing about the management here is they are always going, “Is there any way we can do that better?”, 
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which is a very expensive way of running a company, when you have a fixed price of the delivering. But we 

are only measured on, what we deliver that the process. Everyone looks at what we deliver, all the clients, all 

their markets, and stuff like that. They have not been though the process, so if budget been cut half though 

that, how do people react, and people go “bad”, but no one looks at that, only the delivery. We have to 

make up the appearance. We all need to show the best input. If you fuck up once, that is what you are 

measured on by everyone else. Of cause of the clients, but they might know what we have been going 

through. But some of our coming up clients, they do not know and go like “ADNUVO did that, that looks like 

shit”. So, we can do that only thing out there. That what we do, and that why creatives are so nervous. 

Rather deliver less and great, then a lot and not good, to keep up the creative process. Or the creative way 

of being, which we are. 

 

I: Are you rewarded or punished by each product or at all? 

 

B: No. But I think, is kind of, I like to tell people if they do a good job. Sometimes you can feel, although you 

can get your idea though by you had a good process, to try to get it through. You also need a reward for that. 

Sometimes, the clients just, do not want to buy a good idea, and it is not that they are stupid or anything, it 

is just they do not want to connect. Sometimes, the idea is to much on the edge. There is a lot of in between 

there. Sometimes you still need to reward, and I mean reward can just be to give “love” and saying, “You are 

fucking awesome”. We use that a lot, saying, “That is really nice work, you do great”. And some of the 

people that we have, they do not really trust themselves, so you have to say it a lot.  

 

I: What about management? Do they praise or “give love”? 

 

B: Yes, I think they do. I mean, I do get it. Although I am not creative, I can still shoot all the ideas I have, and 

be part of the process. So, I think it is appreciated. That we do, and keep going. But I mean, we also have a 

business to run, and that is the other job I have comes in. So, sometimes you have to say, “We cannot do 

something, let’s just do it”. And then we can say to each other, “That idea you had was really good, but we 

have to do that, I hope it is okay with you, and the let’s have a beer afterward”  
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Appendix 5: Interview with Héctor P. Martínez, IIH Nordic 

Title: Machine Learning Specialist 

Date: 9/2-2018 

Duration of interview: 45 minutes (set by organization) 

Location: IIH Nordic Headquarter  

 

PART 1: ABOUT THE RESPONDENT 

I: Would you start of by telling us a bit about yourself and your role in the company? 

 

H: My name is Hector and I am from Spain, and I’ve been working for IIH Nordic since March. My role is 

machine learning specialist. That means, that I implement products and solutions that has to do with 

machine learning. Predictions of customers behavior and data analysis. Primarily a technical role, I use to say 

70% coding, 30% data analysis.  

 

I: Could you try to give some practical examples of what you do?  

 

H: For instance, we developed a product we call “Intelligent Preference”. The idea is, that it is some kind of 

solution you comply on your website. So, when a user is visiting your website, the system is going to predict, 

where the user is going to click, before they click. And by doing that, we can load the next page before they 

go there with all the image and content. So, when you actually click there the next page will load faster. A 

different project is, we were working with a company called “Vegas Holding”. We were trying to predict, the 

prices of salmon. If the price will go up or down. So we could make recommendation to the company, 

whether they should wait to make there deals or buy on the spot before the price were going to go up.  

 

I: What is your background? 

 

H: Computer Science. I have a bachelor in computer science and a PHD in machine learning games.  

 

PART 2: CREATIVITY 

I: Your field is not traditionally creative in our understanding, but we still perceive areas as innovation and 

creativity, as areas that still is applicable to your work. Would you agree? In your view, what is creativity for 

you?  And which role does the mentioned play in our work? 
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H: I think so as well: I think there is two aspects. So, one is the more general in which, especially when I got a 

lot of freedom or should think less about products, that we can create that our customers could need 

related to machine learning. But I have not use that much of that creativity, because we had a project, in the 

beginning and we have been working on that. The other aspect is creative problem solving. So, in 

programming aspect, you always have a problem you have to solve, but you need to figure out how to do it. 

You have the block, but you have to figure out how to do it. So, you really have to imagine, what is the best 

solution. So, doing A, using B and C.  

 

I: So, you work on a specific project, and you do not have much freedom in that area, but you have a lot of 

freedom to “solve” it?  

 

H: Yes, exactly. So, for instance, the example that I mentioned before of intelligent preference. My task is to, 

how to predict how the user is going to. But for that I need to use different components. It has data 

components, and data components, and all that has to talk to each other. It should be easy to use; how do I 

use libraries. What would be the best way.  

 

I: What is freedom for you?  

 

H: Well I guess, not being micromanaged. To be able to get to a goal, however I want to. So, this is the 

project. The final end. You have 2-3 weeks. And the I just do it as I want. The freedom of organizing my work 

as I like.  

 

I: And are you free? 

 

H: I guess I am. I mean, we have deadline and clients you need to satisfy. For instance, for me it changes a 

bit. The first months was a lot freer, we wanted to develop project, but no specific clients. It was like an 

exploratory phase. At this moment we have bigger clients, with specific machine learning needs. It is more 

closed. You have a deadline and specific goals, so you are constraint in that way. So, I have 2-3 weeks, but no 

one will tell my: “You have to use Monday for that, and Wednesday for that. It is up to me to organize my 

work, and just deliver.  

 

I: So, you are responsible for, to getting to the deadline yourself. You do not work in teams? 
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H: Yes, we work in teams. But we sink every now and then, but there is no strong project management, 

breathing down your neck every day. 

 

I: Are you satisfied with that? Does it enhance your creativity?  

 

H: Yes, absolutely. You always have a time pressure. But the freedom that I get, helps the creativity. 

Especially before, when we did not have tight deadline, that gave me a lot time to experiment. When having 

a deadline, there is risk that I do not take. Technologies, I do not know, but when not having deadlines, I can 

take the time to learn the technologies. And try to use, and even if I fail I have time to go back to solution 

number one. That was more in the begging. No there is no time now.  

 

I: Is it different here? Freer and less constraint, then in your previous jobs?  

 

H: It depend on where I work. When I did my PHD at the university, those yeas where very free. But the I was 

working for a game company for 1,5 years. And that was a lot more restricted. We needed things to get 

done, and you had to do it the fastest way. Maybe every now and then, we had a week with lower work load, 

and we could experiment a little. But mostly we needed to do it the simplest fastest way.  

 

I: Where you more managed there? 

H: Yes, definitely more managed. It was a lot more deadline and a lot more micromanagement. So, we would 

have every day, a meeting. Like what do we need to do, we have all of these deadlines.  What do we need to 

do? I do not get that here. Like here, we need to focus on A, we deliver next week.  

 

I: Are you a better programmer here the in your previous job then? 

 

H: I am using different tools… It is more programming here. Like building everything from scratch. The 

method in itself, allows you to experiment more. You are more open. Your hands are not tight of what the 

applications is designed for. So, it is difficult for me to compare.  

 

I: The perhaps, are you more innovated? Do you feel more competent perhaps? 

 

H: The time aspect, does make me feel that I can innovate more. The company also emphasizes on 

innovation. So, I guess yes, in the extent that I can compare.  
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PART 3: CULTURE AND MANAGEMENT 

 

I: How would you describe culture and management at IIH Nordic?  

 

H: I guess, management is mostly team level and very hands of. They put a lot of trust in us. Like, if I have 

something to do, they are like I trust you that that’s is the right thing to put your time in. So, it is, at least for 

me, it gives a lot of room to self manage my time.  

 

I: And top management? 

 

H: It feels the same, I do not have so much contact on a daily basis. It feels like it is the same.  

 

I: Do you receive feedback on your performance?  

H: Yes, mostly positively. Like “good job”. I guess on a technical level, it is hard for people to give me 

feedback since I am the only specialist in that area. I do not have a senior specialist, that can tell these codes 

are good or rubbish.  

 

I: How do you work in teams then? Since you’re the only machine specialist? 

 

H: The project we are working on now, I work close with mark who is a data engineer. In that case, he need 

some data, and the I can build predictions. And the we work closely with Mikkel and Rasmus, that do the 

client facing part of the product. We have been sinking very often like meeting every other day. But it is in 

the sense, it is very sporadic. We did this, they present it to the client, they give us feedback, and we try to 

put that into the product.  

 

I: So, team dialog pretty often? 

 

H: Yes, for this new product, it has happened that way.  

 

I: Who is the team leader in such a project?  

 

H: In this case it is Mikkel.  
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I: In this case you communicate quit often, to you have a sense of how much is going “up the hill”, so to say? 

To the top management? How much is reported? 

 

H: I am not sure to the management. But to the clients, quit often.  

 

PART 4: PERFORMANCE MEASUREMENT 

 

I: Are you assessed, by your performance?  

 

H: I do not think I am assessed at all. Maybe I am, but that is not communicated. I am not fired, that is good. I 

get feedback. We do not have a formal evaluation. It is a lot more organic than that.  

 

I: What about the project the assessed?  

 

H: So, for instance, in the previous project. In the end of the product, there was a presentation. That was the 

end, the evaluation was the feeling that Mikkel gat. The client was happy. We were on point. More 

important, is that they are trying to negotiate the next phase of that project, I guess that if we get that, it 

was a success. Otherwise, it is difficult to know.  

 

I: So, no formal internal evaluation, not on project and not in general?  

 

H: No, I would not say so. We have of cause, we have a discussion. What should we be more focused on next 

and so on. 

 

I: So, you have an informal dialog? 

 

H: Yes. 

 

I: Would It be better, if you were measured? Or do you prefer the informal way you do it?  

 

H: I think I prefer the way we do it now. I have never been working in a heavy regulation environment. I do 

not think I would be fund of that. 

I: What about the company goals? Are you informed of those?  
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H: No really. Maybe I should. I know of the direction they want to go, the project they want to get. The type 

of clients. I know that. 

 

I: So, there is no formalized information about we see this as good performance, we want to go there, and so 

on? 

 

H: In some form, for instance. We had a meeting a few month ago, where we decided that we want 

everybody to be a specialist in an area. Some technologies, the company want to hold. And then we used 

that, as some goals, some milestones for each person they need to do in three months. Some different 

technologies. They wanted the company to get those competencies.  

 

I: Do you have a milestone? 

 

H: Yes. The way we set up these milestones, is also so each person could choose their preference. And we 

would discuss with our team lead, if that could be aligned with the company objectives. So, in my case, I 

wanted to become an expert of “the internet of things”. So, we started a projected last year about that, and I 

wanted to learn more. So we sat up three milestones for that.  

 

I: So, there was three milestones, for you to get there in three months. What is the nature of these 

milestones?  

 

H: The first milestone, to complete a course on the internet of things in a project. The second, was to put 

that into another project. So, the course was at IBM, we work a lot with google. So, the milestone was to put 

the course technologies into google. The third, to build a prototype for the office.  

 

I: Was it your own responsibility to get the three milestones? 

 

H: There was some reminders. “Hey, your deadline is approaching”. But client work is always most 

important.  

 

PART 5: MOTIVATION 
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I: When you are not getting measured, you are probably not getting rewarded as well? It could also be 

praise, or more freedom? 

 

H: I guess it is not based on performance. There is no direct line between. There is a lot of praise. We have 

one meeting a week with the whole team, and usually they are like “okay we completed this project, good 

job from these guys, let give them a hand”.  

 

I: A lot praise and a lot of dialog? 

 

H: Yes, almost to the extent it makes me a bit uncomfortable. We use “Yammer” it has an option called 

“praise”. So, if someone helped you with anything, you can use it to praise this person, and everybody in the 

company can see, and they can give it a like. So that is a lot peer-to-peer, more than management to 

employees.  

 

I: You have staff meeting once a week, is that more management that praises?  

 

H: It is all staff, and it is for the whole company to know what is going on in the other teams and usually held 

by the team leads.  

 

I: Having only 4 workdays a week, could be said to be motivating. Does it motivate you? 

 

H: Absolutely. When I started, they already had it. I think I would have taken the job even if they had not. But 

it is amazing. Having Fridays of, it is really good. It also changes the way you work though the week.  

 

I: Could you give some examples? 

 

H: I feel I always get a higher feeling of urgency, because your faster reached the end of the week. There is a 

number of things you want to do, I feel like a waist less time, because the end of Tuesday, you know there is 

only two days left, and a number of things you want to. I feel like I am more focused. 

 

I: Does it motivate your creativity? 

H: Related to creativity, what makes the big difference. I guess in my work you sometimes get lost into the 

details of the work. And get into a tunnel vision. And when you go home, you open up for that. Having a long 
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weekend opens up for that, you perhaps wake up on Friday and think about, and you are not sitting by the 

computer. Then you go to the office on Monday, with a lot of fresh ideas. That would happen normally with 

a two-day weekend, but now you have longer time to disconnect.  

  

I: Do you feel more loyal to the company because of it? 

 

H: I would not say loyal, it would definitely make it harder for another company to steel me away if they 

could not offer me a four-day work week. Other things are more important for me to feel loyal, like how I am 

treated on a daily basis. But the four-day workweek is an addition.  

 

I: What motivates you? 

 

H: What motivates me the most is challenging problems. Having to do something that is not trivial. That is 

what I always look for in a job.  

 

I: What about promotion?  

 

H: I guess I am not interested in getting promoted into management procession, I am only interested to 

getting promoted in my field. To like a senior specialist.  

 

I: Is it a possibility at IIH Nordic? What would it take? Time? Great performance? 

 

H: Time. Growing in teams. The company is growing.  

 

I: Since the company is growing, would it be a possibly to get more people in pour procession?  

 

H: Since I stated, we got an intern. He has gotten a contract and we have another intern now. Slowly 

growing, if the project we have now succeed and we get some more clients.  

 

PART 6: TIME MANAGEMENT 

 

I: You work with the Pomodoro technic; would you explain a bit about how it works?  
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H: Pomodoro is a technic, that you work for 25 minutes and the you rest, and you work again and so on. And 

for those 25 minutes you are supposed to do one thing and do one thing only. And not being distracted. I 

absolutely love it. I discover it here, and find it very useful. Two thing a find useful, when I go in people 

should know not to disturb, the I can close the email and not being hold responsible. The second one is, that 

tasks I usually postpone, like writing a blogpost, even when a feel like opening an email, I keep focus and can 

see like “well, I have 10 minutes left”.  

 

I: Is it also a positive thing related to creativity and innovation? 

 

H: I do not see a clear relation between the two, for my sometimes when programming I might go over the 

25 minutes. And don’t do the break. If I am really focused I do not even hear the “ding” when the 25 minutes 

past. I can sit there for an hour. 

 

I: That is not the only time management tool you use, right?  

 

H: I use time log. It is used primarily to see what time you use on with client or internal time. And that I 

guess, is not related to efficiency, but I like the aspect that at the end of the day you can see what you have 

been doing. I have experiments in previous job: The day ends and you have no idea what you done, and it 

feels like a wasted day. Now you can see how the day has pasted.  

 

I: Are you the only one checking it, or does management as well?  

 

H: I know it is checked for billing, and for orientation to know how many days we put into devoicing project. 

It is also check to know how much internal times versus client time we use, but I am not so affected by that 

because I do not have a client facing role, most of my time is internal anyways.  

 

I: But you are not held responsible? 

 

H: There is a push now to reduce internal time. But I have not felt a push myself. I still have the freedom to 

use my time as I consider fit.  

 

I: Does these time management tools motivate you more?  
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H: Yes, I like it. I like to be organized. But I am not an organized person. So, these tools help me a lot on that. 

To be able to reflect on how I spend my day and the other one helping me not to deviate.  

 

I: You also have some mail and meeting technics, are you very strict on them?  

 

H: For some time, we had it on staff meeting. The statistics of how many people reached the goal. But on an 

aggregated level. No punishment. They are trying to make it part of the culture, more on a peer-to-peer 

level. So, if you are invited to a meet that does follow the guide lines, you are supposed to tell the person 

that it is not. And you should motivate other people to do their Pomodoro’s. But there is no finger pointing. 

We look at the statics every week together, and try to do better. 

 

I: So, it should be part of the culture. I actually think e jump I bit over that part, could you try to describe the 

culture at IIH Nordic?  

 

H: It is very informal, but it is one of the most social places I worked. When I started, we had social event 

each month held by a different department or team. Thursday bars and lunch, were you are parted with 

another person at the company. You are supposed to find time to have lunch alone with this person. I really 

like that a lot, there are organized thing to make the company more social. 

 

I: What about management? Are the very visual in these social events? 

 

H: When time allows. Some of them are out a lot with clients. We have an open space. We shifted places not 

long ago, and now management is out there with the rest of us.  

 

I: Two people needs to be here each Friday. Is that part of your workweek? 

 

H: No, that is extra. I guess, I do not know if you are forced to do it. But I have always been willing to do it. 

You have to do it 3-4 times a year. You should just keep an eye of the door and company email. But other 

than that, you are free.  

 

I: You are happy to do it? 

 

H: I prefer to stay home, but it is fine. There is also some extra people here. 
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I: So, extra people are here now. Does this four-day workweek really work, or do you come here on Friday or 

work to 8pm?  

 

H: For me it works. Since I started I have been here two Fridays. One for an optional workshop and once we 

decide to start a side project. But I know some other people are not as strict.  

 

I: What is important when IHH Nordic hires?  

 

H: The company hires varied. But I have not been involved in hired. 

 

I: A lot of young people work here? 

 

H: Half and half. In the teams, there are perhaps two senior specialists another haft is newly graduated.  

 

I: We are surprised that you do not get measured? 

 

H: I tried in the game company I work, every sixth month we had a meeting with the team manager, and the 

would have field like a ton of question where they would have filled from “not performing” to “over 

preforming” on different levels. So, it was quite strict. And it is nothing like that here. 

 

I: Do you prefer not having it? 

 

H: Yes.  

 

I: So, it does make you a better performer, to be measured like that? 

 

H: No because, for me I always try to perform the best I can.  

 

I: In you over all identity perception, how much do your work take up in that.  
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H: A lot. I really like to work. As I said, what motivated me, it the challenge of the job. I enjoy solving 

problems. It is something I like, something that’s fulfill me. So, for me working with some interesting is very 

important. 

 

I: So, you are passionate about your work? 

 

H: Yeas, really.  
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Appendix 6: Interview with Mette Kjølbro Hald 

Title: Head of Business Excellence 

Date: 14/2-2018 

Duration of interview: 25 minutes (set by organization).  

Location: IIH Nordic Headquarter  

 

PART 1: ABOUT THE RESPONDENT 

I: Would you tell us a bit about you self and your role in IIH Nordic? 

 

M: I am one of the leaders in Nordic. I am team lead for one of our teams. We have four teams in Nordic. 3 

teams are delivering teams, we have an analytics teams, a SEO and CRO team and an SEM teams. And the 

we have my team, were the other teams are about the service we are delivering, my team is more internal. I 

am head of business excellence and HR. That means we are enabling the other, to making sure the can 

deliver in the most smooth way possible. So doing anything that can make sure of business excel basically, 

and of cause that has a lot to do with HR, because it is the people basically. We are knowledge workers, we 

do not have a physical product. We sell competencies. So it is working with that, anything from choosing the 

tools we are going to use for manage our time to recruitments, education, making sure our people keep 

getting educated, to designing the internal process in the house. It is a broad role. We have 6 people in the 

team. Some part times, some full times, some sitting in the Philippines.  

 

I: What is your background? 

 

M: I use to be in the SEM team, so I worked with Digital Marketing. So I have extended knowledge of all the 

services we deliver. But I been upgraded to a leading role. Before that I have a bachelor in digital concept 

developing.  

 

PART 2: PERFORMANCE MEASUREMENT  

I: Do you measure on performance? 

 

M: We do some measures on performance. We work with KPI for the teams. And the we have some softer 

KPI’s for the employees. We are not strict in that wat, that you do not need to generate this amount of 

revenue per client, or have this much internal time versus external time. We do not measure it like that. We 

look at our teams like it is a team effort. All of our teams have responsibilities for sales, and keeping a 
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revenue in teams. But it is more team based. And we measure on that. But we do not necessarily measure 

on how much did we sell, but we measure on effort we put in to actually making into selling something. 

 

We have a room, where each team has a board with measures. We use the tool WIG, wildly important goals, 

by Sean Covey. It standard framework, that we adjusted to fit us. Where we have some goals for the teams, 

that each month the analytic team should make 20 out-reach to potential clients, or identify unhappy 

customers, and call up those and find solutions. So, there is different goals, based on sales, customers 

satisfaction and employee satisfaction. They have somethings that they need to perform, like do a reach out. 

When you done 12 reach-out for the month, you can put a check mark on the board. And the we measure it 

that way. If that reach out makes to a sale, it is a plus, that is what we expect, but you do not get a stick in 

the head if it does.  

 

I: And it is only on team basis?   

 

M: That is teams based. We have some softer KPI’s for our employee. For instance, we work with this 

POMODORO. We expect that all employees do at least 12 per week. Like a minimum, concentrated 

workhours. We measure on that. We also measure, if they register time. It is not performance in that way. 

We also measure on our internal rules on meetings and so on. But it is not necessarily directly a performance 

measurement either.  

 

I: How often do you measure on team basis and how often on individual basis? 

 

M: Each week the teams come together in what we call a WIG session. Where the follow up and evaluate. 

Like “oh we are lacking here, we need to put in some extra”. The Pomodoro and so on, it is also weekly 

where we track it and post it.  

 

I: How is it evaluated? Is it internally in the teams or by management? 

 

M: The WIG, is in the teams, So, the team lead in that team is the main responsible for saying, let’s step it up 

guys. The CEO and COO can look at the board, but they do not really interfere. Ad with the individual, that’s 

primarily my team that highlights how are behind, gives them friendly reminders. Again, they do not get 

punished, if they do not reach the goals. But we have a talk, like “why are you not reaching the goals, are 

there anything we can do so that you do so you become more efficient?”. 
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I: So, to recap. The measures are on team basis after the team type, not financial, mostly sales and customer 

satisfaction. How do you define customer satisfaction?  

 

M: We have quarterly or half year, we have a customer satisfaction survey, that an easy way to give it up. 

The way we have relationship with our clients is very close, we talk to them sometimes maybe twice a week. 

You typically know if they are satisfied, but we also have routine checks, where a team lead can call up a 

client and say: “Hi, I know you are working with Robert in my teams, just wanted to know if everything is 

okay?”. Typically, they will spilled the beans. 

 

I: Do you reward on these measures? 

 

M: We do but not in a systematical way. It is more if you go that extra mile, we do it. And we try to do it very 

publically. We have staff meeting every Monday, and we usually highlighting how done something good. One 

of the WGI goals is also, having a pipeline of potential clients and doing reach out, we also have that on the 

board. Where you can very clearly see, how has potential clients on the board, how is very active. So we 

typically clap of those. And we use “Yammer”. A system for internal communication. It has a function called 

“praise”, we also use a lot. We are believers of the carrot then the stick.  

I: But how do you go about those how underperform? 

 

M: Of cause, we talk to the individual. When you have a team goal, it is very easy to identify how is lacking. If 

there is any one not giving the same commitment or engagement as the rest of the team. At team basis, it 

will be really clear at these WIG sessions. So, it much a peer-to-peer thing, who is on board. And if you are 

not, you are outside the group a little bit. It like a natural way of regulating that. But we also go to the 

individual. Each week the team lead has a one-to-one session with the employees. We have an ongoing 

dialog. It is not, you did perform the last quarter so we need to have a talk. It will be like, I have been noticing 

that last week or yesterday I observed this and this, is there something we need to talk about? So, we are 

able to adjust.  

 

I: What about your team?  

 

M: We have a long pipeline of project we want to go through with. Efficiency project, or innovation project. 

So, we have goals how many projects we need to be done with within a time frame. We also measure 
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productivity. We are responsible for keep meeting at the right time, and Pomodoro. So that is very much a 

measurement. Do people keep them, that’s is our responsibility. We are being measured on that. 

 

I: Hector told us about your milestone system. How much do you emphasis that? Is staff rewarded by them?  

 

M: It does not really have anything to do with performance. We called it a personal devolvement goal. We 

just filled it into a system, so they feel a sense of accomplishment after learning something new. So, in that 

way it is more about steering the development.  

You do not get a price when you reach it, because it is expected that you develop in IIH Nordic. But in the 

end of the period. We have a session, where we tell the other what did we learn, and what did we get out of 

it. And how could the other people learn from it. And people will praise each other, and we bring some 

candy or something. It is very low-key. 

 

PART 3: CULTURE AND MANAGEMENT 

I: It seem like you talk a lot about social normal. Could you out some words on the culture in IIH Nordic?  

 

M: We are extremely autonomous, in the way we work. We have a four-day work week and we have a rule, 

that Friday you try to keep off. And then you work the other days. But when you meet in, no one is checking 

on you. How you structure you day and your time is up to you. No one is checking, as long as your clients are 

happy. Overall if you are a good business for IIH Nordic, then your good. So, we are extremely much about 

the autonomy, people can have control of their own day, work life and task. And then I think we are very 

informal. We are not very hieratical. Our team lead, are just as much part of the teams as the other team 

member. W preform task as the others. We are not just leaders. Ad our CEO and COO are working with 

clients just as well, as everybody else. They do not have a separate office. Like the CEO, has a desk next to 

our student employee from another team. It does not matter, we are all equal. And the we try to emphasize 

the social aspect as well. Colleagues can be friends too. Especially because we are only here for four day a 

week. The social aspect is important. Because we are very focused on our work when we are here, but we 

also need to make sure we know each other personally, it is easier to give constructive critic or feedback. It is 

hard to do if you are not comfortable with each other. We try to have a monthly social event, from company 

trips to Christmas lunch.  

 

I: You work in team and you measure on team basis, do you think emphasizing on the social aspect enhance 

teamwork?  
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M: It is. Although, you are in teams with people from the same area. But still work is still very individual.  

 

I: Do you take uncountable factors into account when you are measuring?  

 

M: I think we take it in as a factor. That there are things that are out of our control, and we do not punish the 

teams for it. But we reconsider. Is that the strategy the one we want to go with. If it fails. If anything 

changes. We won’t hold the teams accountable. And I think our industry is very much identified by it. In the 

digital world, everything is changing very fast, so development and technology is going so fast, so we cannot 

– we do not know what we will be doing in a year basically. We do not have a five-year plan. It would not 

make sense, because we do not know what the worlds is going to look like in our industry. 

 

I: You measure on team, but everybody works individually. So, you are hoping that by setting social norm 

everybody is going to perform?  

 

M: Maybe I should also mention, that in the teams we measure on the goals, but we also measure on the 

utilization rate of the employee. So, say, we have a team of five specialists. They should be cable of taking 

this amount of work in. How utilized is the team? If that is 60 % we could fill 40 % up. We monitories them 

each week. There is also, if we have 110% utilization rate perhaps we should recruit someone new. We use 

that as performance indicator as well.  

 

I: Is the teams inform? 

 

M: Not necessarily. The team leads can do it in their time meeting. Sometimes, it used to tell the employee 

like “we know you feel a bit stressed at the moment, it is because and we can see it here, know that we are 

going to hire”.  And the other way around if we have a team with a low utilization rate “If you are feeling 

stress, know that you should not, because we are not even close to what we are capable of, so we should get 

some more”. But it is the team leads that decides if it is regularly share, because it is not relevant for 

everyday work.  

 

 

PART 4: MOTIVATION 

I: Is promotion part of your strategy?  
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M: Of employees? Since we do not really have a hierarchy, we are also a small organization, we do not really 

have a fixed structure, like the you become at that level, and then at that level, and the you become 

management. Because we are not structured that way. But we do seniorities. So, if you are really specialized 

or been here a long time, or have some experience from somewhere else, then you can become a senior. 

But other than that, our specialist or consultant are more motivation by education them self and becoming 

better, getting more knowledge or exploring a new field that they have an interest in. So that’s more the 

motivation, than becoming someone’s boss.  

 

I: So, the job description is more a motivation than promotion. Do you have any other motivation tools? And 

do you take the industry and the nature of the work into account when setting them? 

 

M: I think what motivates our employees, like one of our core vision is that we want to improve the life 

quality of the employees. And part of that is have mastery in some fields and having autonomy. And feel like 

you have a purpose. And it is very much the purpose we are trying to motivate with. So, we send our 

employees on conference, so they learn something new. That give your life quality. But it is perhaps not 

something we think about that much, it is just a part of working here. We have like a culture, you seen this 

course and you want to join it, you go to your team lead and ask for it, most of the times they will say yes.  

 

I: You have a four-day working week.  

 

M: Also a motivation!  

 

I: Does it also make the employees more loyal to the company? Does it make you more loyal?  

 

M: I think it does. Not necessarily to everybody. For me it does, it would take a lot… In our industry, we get a 

lot of recruiters like “have you seen this job, could it be something for you?”, but I would say I am a lot more 

repellent to even look at it. But younger people, who is in the beginning of their career who want to claim 

that career path, want to manage, would maybe not see it as such a big carrot as some do.  

 

PART 5: TIME MANAGEMENT 

I: Do you think the POMODORO technic motivates positively or negatively? 

M: It is not something, like when we first introduced it, it was not like “YEAH”. In the beginning, it was like 

“You need to do these Pomodoro’s”. It is a way of changing habits, and an mean to get to the four-day work 
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week. And it is not natural for people to change habits. I do not know if it necessarily motivates people, I 

know for some it does. For some it becomes like a religion. But only a specific crowd.  

 

I: Could you tell us a bit more on you other time management tools?  

 

M: The thing about mail is, that we also introduced this Yammer, for internal communication. The inbox is 

reserved for client email, where you have to replied fast. The internal mail, Yammer messages… it goes faster 

than a mail correspondence. Implementing that has increased our efficiency. We have automatized some 

part of the business, such as bookkeeping. The SME implemented a google AdWords tools. There is the tool 

part, that depends on the department, but the we also used visual assistant. We want consultants to use 

time with client, no to book meeting. Because it could be anyone else, so we nice boy and girl in the 

Philippines, to help with manual labor. 

 

I: Do you think have so much focus on time efficiency, have any kind of negative effect on creative process? 

 

M: I would say we have not seen the effects yet. We have only been doing the four-day work week for a year 

now. Although we still innovated new product in that period. So, I would say it. But this year we made more 

to innovation. 

We ae going to test out, take a Friday back. But not to work, but to be innovation. A hackathon. Be creative. 

That something we goanna test out.  

 

I: You talk a lot about knowledge. Do you knowledge share? Or is it more specific knowledge that you 

emphasize?  

 

M: No we try to knowledge share. It can be a problem, because we have some in the house that is so 

specialized they do not have any one to share with. No one in there level. We send those to conference, 

where there is like super-geeks from all over the world, that know that niche. But we do regular peer-to-peer 

session, peer-to-peer learning. Where we have a session, where one from the team can bring a topic they 

want to share, and teach the other their knowledge. We also use Yammer, like “I just read this article, did 

you know…” and share that way. We try to do it, but we have not cracked it totally yet. Peer-to-peer session 

is once a week, but different teams hosting. And we have a culture for share articles and so one.  
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Appendix 7: Interview with Marie Bojesen, IIH Nordic 

Title: SEM Specialist  

Date: 16/2-2018 

Duration of interview: 45 minutes (set by organization) 

Location: IIH Nordic Headquarter  

 

PART 1: ABOUT THE RESPONDENT 

I: Would you start of by telling us a bit about yourself and your role in the company? 

 

M: My name is Marie, and I am part of the SEM team we have. So, it is part of the paid advertising. I have 

been here for almost 1,5 years. And before that I was at another media agency. I have some different 

customers, and then I am teaching in AdWorks. We have these AdWorks courses, and digital strategy, which 

I am responsible for.  

 

I: Could you perhaps give us some practical examples of, what you do?   

 

M: I have around 10 customers, and I am running their paid activities, such as advertising on Facebook, 

Google, LinkedIn. I am doing all for the practical work, and I am advising and telling what they should 

consider and how to spend their money in the right way.   

 

I: What is your background? 

 

M: I have a master from Copenhagen University in communication and IT.  

 

PART 2: CREATIVITY 

 

I: We think that you have some degree of innovation and creativity in your work. Do you agree? And how? 

 

M: I am not the most creative one, my work is most about data So, every time I have to show something or 

make a report. It is almost always about data. Of cause, I write ad text and things like that, and that can be 

creative sometimes. But we have a team, the one Christian is head of, they have more space for being 

creative. My job is mostly about data and analyzing data.  

 



 197 of 222 

I: Okay, and how do you go about analyzing data? 

 

M: We run a lot of campaigns, and look what work and what did not work. And then we take some decisions 

based on what we saw was performing best. And then we use a lot of data we have. So, if we know 

something about you and what you have visited, we use that to target you. As specific as we can, so we hope 

you will come back and visit or buy or something.  

 

I: So, you are on the SEM team of SEM, and how big is the team?  

 

M: We are 8. 

 

I: And the head of the team? 

 

M: Thomas Herman. 

 

I: How much freedom do you have when doing your work? 

 

M: A lot. I was actually thinking about it this morning, because a customer asked about Snapchat advertising. 

And we have never done that before. But I did even think, that perhaps I should ask Thomas. I was just like: 

“Of course we can do that”. Because I know he would say, of course just go test it. So that is really a lot 

freedom. As long as I am responsible, and do not fuck up, I think there is a lot of freedom.  

 

I: What about in the customer work process? 

 

M: It depends on the customer. Some customers they really trust me, so I can tell them a lot of different 

things and they are just like go with your thing. Other clients are really care about what kind of advertising 

we are doing. So, it really depends on the clients. This on (Snapchat), it is almost all of to me. It is normally in 

the beginning, when they have been client for a while they just go with our recommendations.  

 

I: What about more internal? You work in team, but how much? And what about you manager? Is there a lot 

of control?  
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M: No, not really. I never feel like I am getting controlled. I know they measure a lot of stuff, like where 

spend my hours, if it is external or internal. But it is not like they would tell my, that I use too much time on 

this customer. Maybe my manager would let me know if I spend too much time on one specific customer, 

but it would never be like “you should not”. He would maybe ask why, but I have my own team and then 

almost a team for each customer across the departments, because they often buy both SEM and SEO and 

Analytic. So, we work a lot in different team, but I still feel like I have a lot of freedom to get things done or 

to suggest new things. 

 

I: How is project the evaluated, on team basis?  

 

M: we have these customer satisfaction survey, like a Net Promoter Score. They ask the customers, one 

every year at least maybe even more, they ask them about me and if I am proactive, Am I delivering quality. 

And we get insight, so I can go and see if the clients are happy or not. And of cause if the client is not just I be 

aware and focus to get them happy. 

 

I: I there any reward or punishment then?  

 

M: For me, if it was my customer? 

 

I: Yes 

 

M:  do not know actually, I have not experienced that jet. I know we had one client in my team that was not 

satisfied with his contact person at IIH. But I think it was just those two who did get out of it. So, he just got 

another contact person, and then it was almost all fixed. So, it is not really a consequence. If you only get 

unsatisfied customers, I am not sure you have a job anymore. But as long as you are doing your job as good 

as you can, they will do a lot to help us before firing.  

 

PART 3: MOTIVATION 1  

I: What drives you in your job? 

 

M: It is a combination. I really like when my customers are happy for what I am doing. I like the mix of having 

meeting, teaching and the analysis big data. And then I really like my colleges. I am almost always happy to 

go to work. Of course, there is some task, there is not my favorite. And then I like the culture here. They 
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really focus on the employees, how we feel, how to get better. We also have a three-month goal, to make 

sure we develop. I really like that way of think and investing in the employees.  

 

PART 4: CULTURE AND MANAGEMENT 

I: Could you tell us a bit about the culture and management? 

 

M: It is very relaxed, and there are almost no rules. No rules for what I am wearing, if I have to go early one 

day, I just say “hey see you tomorrow”. There are no rules, as long as I am doing my job I think. Last 

Thursday, our CEO, Henrik, came around with beers to all of us. So, it is really a coz, relaxed culture. And 

then we have a Thursday bar and one social event per month, where every team has to plan one. 

 

I: Are the management visible? 

 

M: Yes. They are busy, I think all manager are. My own manager is here, and always open to help my if I need 

help. So, if I call or send an email, he will always answer as soon as possible. And we have this one-to-one 

every week. It is only twenty minutes, but the manager has it with all in the team. And it is a good way to talk 

about all or nothing. So, if I have a customer that’s said a lot of stuff that I am not doing, but I am doing, I can 

just have a small chat with him about. Or if I had some bigger problems I could say it there.  

 

I: Do you also get feedback. 

 

M: Yes, I do. I know they have really been trying to focus on feedback. And you are always welcome to ask 

for feedback, if you had a course, a presentation or something. But Thomas, my managers, is also telling my 

if he heard something. Like “oh, x told me that you did this very well”. S, I always get a lot of feedback. But it 

not only when we have meetings, it goes on all the time. People are very good at giving feedback.  

 

I: Do you think it motivates you more? 

 

M: Yes, be course I think there is no competition going on internally. In my old company it was all like, the 

same people were going for the same procession. So, they were not really good at praising each other. But 

they really do this a lot here. On Yammer, we can also praise you collogues there.  

 

I: And everybody can see that, right?  
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M: Yes. Exactly like Facebook, you can go in and say, “Hey YA!” and like it.  

 

I: Would you say praising is part of the culture? Both from management and peer-to-peer?  

 

M: Actually, sometimes it is too much. At one point, I had a lot of these praises from Yammer. And it was 

almost a bit too much. I think it was because I was new, and they just wanted to tell me that they were 

happy that are started or something. 

 

I: How do you feel if you do not get the praise?  

 

M: IF I deserve it, I would mention it for my manager, right now I do not care. If I know my customers are 

happy I do not need the praises for my manager.  

 

I: And there is no competition to get the praises? 

 

M: No, I do not think so. But I do not know if some collogues feel so. There are different roles in IIH, and 

some are easier to get praises from. I have a lot of customer contact and they often get feedback they share 

on Yammer. But if you do not have that much customer feedback, it is not that easy to get the same praises. 

But actually, I noticed that they just get another kind of praises.  

 

I: Your culture is more one for all then competitive? 

 

M: Yes. 

 

I: Let go a bit back, what could be on the agenda for the meeting you have with your team manager?  

 

M: Mostly my wellbeing. The last couple of weeks have been very busy, so often we just go outside at get 

some air, and then I complained a bit about being busy, and the he is like “Oh, I will see if I can do 

something”. But often it is just enough to say it, and he is just “I know and we are looking for a new one”. 

And then it is alright again. I do not know what we talk about the last couple of times, Maybe, just how it is 

going in the team, we just hired a new one in the team, so we talk a lot about that should go beforehand. It 

is very much up to me what we talk about.  

I: You pick the more the he does and it is not very performance orientated? 
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M: No not really. It is more, when we have these three months goals. Then we are looking at my skills. And 

trying to make a skills map, and how I am doing.  

 

I: How often do you do that? 

 

M: I think it is every third month.  

 

I: So, you evaluate at the end. And it is your own responsibility to get “them done”? 

 

M: I know, Andrea, she sends some email sometimes: “Hey Marie. How is it going with your goal?”. So, that 

the way they try to keep us on track. So more the business excellence team, then my manager.  

 

PART 5: PERFORMANCE MEASUREMENT 

 

I: Are you measured for you performance? Are you team? 

 

M: Yes. They look how much our team make. But it is not that I am really into that part. We have some team 

meetings sometimes, where we just go to it quickly like “where are we, what is the revenue for the team, 

where should we be right now”. But I think it is going very well, and that would I am not hearing about it. I 

think I would here more, if we should step up. I am not really into that part, it is Thomas’ job. If we are 

raising the goals. 

 

I: So, you are not informed, punished or rewarded by it? 

 

M: No.  

 

I: How often do you have team meetings? 

 

M: We used to have one per week, but we have not had one for a month I think, because we have been 

busy. We are three fulltime in the team, and we are sitting next to each other and talk to each other all the 

time. 

 

I: You have these WIGs. You do not talk much about them?  
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M: We used to. But then we got really busy, and they said we should just focus on our customers instead of 

developing the apartment. So that why, it has been since December. It is a break from the WIGs, then we will 

get back to them of cause when we are back on track.  

 

I: When you are not that busy, and you have staff meeting once a week, how much are you informed?  

M: We used to look at the goal and separate them into task. Some of the goals are also like: “Call a customer 

and ask if they are happy or not” or “Try to reach out to a new customer”. And then we just decide who is 

doing whatever goal. In the beginning, actually we have the Acena project design tool, where we created a 

task for every reach out or call to customer. We are not doing that anymore, it was too time consuming. And 

we have really need these reach outs or customer call since. So right now, we do not track it. But we will get 

back to it. 

 

I: It is on team basis. What if you have a month where you do not reach the goals? Is there any evaluation, 

punishment or reward? 

 

M: No not really. I think if I did reach the goals, and it was clearly because I was lazy or something. I think 

they would mention it. But I have not really experience that. I know if you do if you do something extra, if 

you are really helpful or stand in for another, then you get like ticket to the cinema, or something. So, it is 

more if you are helpful and help you collogues.  

 

I: How would hand out the ticket?  

 

M: The manager. 

 

I: What about praise if you reach the WIGs? 

 

M: Only an applause. No do not think we get a praise, they mention it a staff meetings sometimes. But no 

more the that. No bonus, not formalized, no punishment.  

 

PART 6: TIME MANAGEMENT 

 

I: How do you feel about the 4 working days?  
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M: I love that part. It is difficult not to like it. It been really exiting to be part of, I talk a lot about in family 

event. It exiting to try all of these Pomodoro technics. We have these short internal meetings. They have just 

done a lot of thing, and it been nice to be part of.  

 

I: You were here before it was introduced?  

 

M: Yes. I started just before.  

 

I: You tried with and without, what is the differences in your work?  

 

M: I think it is easier to compare with my old work, and there is a lot of differences. There we had a lot of 

meeting, they always booked one hour meeting, and at the meeting there always went around 15 minutes 

before we went to the topic. A lot of time being wasted. Also interrupted each other, they did that a lot at 

my old work. It is not like, I have question for my colleges here. But I am more aware if I am interrupting. It is 

just easier to get work done here.  

 

I: What about the quality of your work. Do you think it has a positive effect on that? 

 

M: I hope so. I think it has, we also have some tools especially in my team that help me to fix the mistakes 

only once, and then I can concentrate on about the more complicated tasks. 

 

I: They track it? 

 

M: Yes, they track everything, like we should do 12 Pomodoro’s a week. We actually see it at the staff 

meeting we have every Monday. If we are doing well or not. If we do too few Pomodoro’s, they let us know 

and say that we have to remember why we do it. It is not always I reach the goals, if I have a course or a lot 

of customer meeting, I do not have the time to do the Pomodoro’s always. But it is not like the would say: 

“Hey Marie, You really have to reach the 1 Pomodoro’s a week”.  

 

I: So, they remind you? 

 

M: Sometimes, but it is not like they line up all the people that has reach the goal. It is just the total. How 

many did and how many did not. I tried once I came back from a meeting and there were three tomatoes at 
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my desk. And I was like what is going on? And asked my manager, why have you placed tomatoes at my 

desk? And he was like “It was not him”. And then it was actually one from the Business Excellence team who 

went around with tomatoes, for all the people that did not reach the Pomodoro goals, because Pomodoro is 

a tomato. And I was three behind. It was a kindly reminder to remember my Pomodoro’s. 

 

I: So, there is no formalized evaluation?  

 

M: When I am really busy, some weeks, it is just the Pomodoro’s feels like just another task. And I told my 

manager, and then he was like then you should not focus on it. I like it when I have time, to plan my day in 

Pomodoro’s. But it is not always I have time to do that, because I have a lot of emails and the I rather focus 

on getting them answered and out of the inbox. So, it is not like he is punishing me if I do not reach the 

goals. Maybe it is because I told him it was too much to focus on.  

 

I: To sum up, you are measured on time individually but not strict and not formalized? 

 

M: And sometimes it actually helps me, to see like oh we need another colleague or this customer take a lot 

of time, and then I can show them why.  

 

I: The last thing is more about time registration. So, there is not consequence? 

 

M: No, not that I know. 

 

I: And on team basis you have goals, but you do not have a formal evaluation and it is okay that you are too 

busy to keep up? 

 

M: Yes, they want us to keep focus on customers before the internal goals and task.  

PART 7: MOTIVATION 2 

 

I: You told us that what motivates you is a varied workday and the 4 days’ work week. Does it make you 

more loyal? 

 

M: Yes, but that is because I know they are investing in me. So that makes me loyal. But also, if I should look 

for a new job, it is pretty hard to compete with a 4 days’ work week. So, that make me loyal also.  
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I: Does IIH Nordic use any other motivation tools? 

 

M: They have a survey every week, but they are always open for new suggestions or feedback. I forgot what 

they survey is called, it is like a pop-up on our desktop, where we get some random questions, they are not 

random but for me they are, and they always ask about, how I am feeling, how the workload is, what is the 

best about being part of IIH. And I think that’s also kind of motivation, that they are listing to what I mean 

and what I would prefer.  

 

I: So, like an employee satisfaction survey?  

 

M: Yes.  

 

I: Is promotion a possibility? 

 

M: I just got a promotion actually. Now I am a senior. Actually, I talk to one of my colleagues about it 

because I went from being not senior to being senior. And I do not know what my next level should be, 

because that is my manager and his job I am trying to reach. I think that if I told my manager, that I wanted 

to get a new role or new job task they would be helpful and try to get me to a new role. I know Mette used 

to be part of my team, and now she is head of Business Excellence. 

 

I: Did it motivate you before you became a senior to be able to? 

 

M: No. Not really. Actually, I do not care about my title, as long as I am happy for what I am doing. It is not 

long I am going to be a pro senior or a manager. Actually I do not want my managers role, he is really busy 

and he has to talk to me about be busy. 

I: Why did you become a senior, did you perhaps get a reason or evaluation?  

 

M: I am actually not sure, I think I complained a bit. And the we were hiring a new person, and in the 

beginning, they were looking for a senior and he thought, that I should feel like a got cheated. So, they 

wanted to make me senior before the hired a new senior because they thought I was capable.  

I: Does it make any difference? Monetary? 
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M: No. I will get more paid, but we have a yearly payment meeting in April. So that is where I have to argue, 

why I should get more. 

 

I: So, it does come with the title naturally?  

 

M: I think it used to, maybe I just got it in advance. I think it used to come with the paid (implied at the wage 

meeting in April) 

 

I: Mette told us that knowledge should be your promotion and that it should always be easy for you to go to 

a conference or course, and get some new knowledge. Is that right?  

 

M: I think actually the same month as I started, they invited me to a conference. And then I asked for a few 

conferences since, and I got tickets for all of them. I am going to London again in May. They are really open 

minded, when we want to get new knowledge. 

 

I: Does that motivate you? 

 

M: It does. But sometimes I forget. It has mostly been my colleagues that has recommended something. So, 

that not really motivates me, because I am not looking for it but when I get the chance to go somewhere, I 

think it is really cool. It would not be something I took in mind, when if I look for another job.  

 

I: Do you think Nordic emphasize most on specific knowledge or do you knowledgeshare a lot?  

 

M: I think we do. I think it is one of the reason we have Yammer, because it is an easy way to share 

knowledge and articles. We also have this “10 minutes learning a day”. I do not know how much we use it, 

but you can actually track it. We have this Pomodoro dashboard, where you can also track “10 minutes a 

day”. It should be 10 minutes a day where you focus on learning something new, it could be read a blog on 

“Advertising on Snapchat” or could go ask a specialist.  

 

I: What is your three-month goal? 
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M: It is a YouTube course. But it is actually also on standby for a while because, we did not have time in the 

team to reach that goal. It has to end up in being a new course where we teach on YouTube, but it takes a lot 

of time to create the material for eight hours course.  

 

I: What a about your facility rate, is it visible?  

 

M: I have access to a Google sheet where I can see all of my colleague’s utility score, I do not know if it is 

score as such, but I am on 130 right now. But then I have a lot of students helping me with different task. It is 

still too much, we should be on 87 each. It is actually a nice way to show him (implied team manager) “Hey I 

have too much to do”. It is not just a feeling, I can actually show. And my manager often tells, if someone 

comes over and says, “Hey Marie, I need you for a meeting”, he says “No do not as Marie, she is on 130” or 

something like that. It is not dangerous to talk about, because my manager is a really funny and relaxed guy. 

So, it helps me a lot.  
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Appendix 8: Interview with Christian Doeleman-Lassen 

Title: Head SEO and CRO 

Date: 16/02-2018 

Duration of interview: 25 minutes (set by organization).  

Location: IIH NORDIC 

 

PART 1: ABOUT THE RESPONDENT 

I: Would you tell us a bit about yourself and your role in IIH Nordic? 

  

C: My name is Christian Doeleman-Lassen and I’ve worked at IIH Nordic for nearly 4 years. I am a Head of a 

SEO (search engine optimization) and CRO (conversion rate optimization). That’s has been my role for the 

first two years working for IIH Nordic. I’ve been there a SEO Specialist, and then I took over the department. 

And recently, in the last year I’ve also managed a small team in CRO, which is conversion rate optimization. I 

manage more or less 1 team.  

 

I: Could you give us a practical example of what do you do?  

 

C: Ok. So, for our clients we helped them to rank better in Google. We optimize the websites, both on 

content and technical level. The latter is mainly refers how to improve and design a structure, and how the 

code is laid out to make sure that Google can understand the whole website. We re-write often a content on 

the websites in order to use the keywords that they want to be found on. We do, what’s called “link-

building”. So, we find other websites, which want to link to our clients websites. That’s the explanation of 

SEO in three lines.  

 

CRO is more about finding out how to change elements on the website, so it is easier to use and to make 

everything as easier as possible in order not to lose potential clients. For instance, for optimizing the whole 

flow, when you put a product in your basket and check out we make everything as smooth as possible. It is 

actually more creative role, the use of layout, a quality user experience (UX), the use of colors. 

My role is mostly the SEO. That is my background. And then, I am the Manager of the team, as well. My role 

is also to develop the employees, hire and fire. I am involved in both sales and marketing, since my team has 

been responsible for our own websites. I use, to say, 50% of management and 50% of client work. But, I 

guess, it is probably a bit more management and a bit less client work now.  
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PART 2: CREATIVITY 

I: How big role does creativity and innovation play in your work and, perhaps, also in your employees work?   

 

C: I think, for overall IIH Nordic we have come up with a least 1 or 2 new products within the last year where 

we used technology in innovative way. We’ve made a low speed optimization product. I am not involved in 

that project. That is one of the Hectors’ project. It is about how to make a website faster by predicting if the 

users going to click on and pre-load that page. And that is quite innovative way to do it. Recently, two weeks 

ago, we want a prize for this project since it was quite a new way to do it.  

 

It is hard to say how we use creativity in my team. Since Google don’t give really any guidelines how you 

should optimize websites. It is kind of what we called “a black box”. We can see which page is ranked well in 

Google, and we can try to see what are the common factors for these pages, and then we can try to find out 

how can we copy that. So, there is no structured rules about how to do our job. It is more like a good feeling 

sometimes. We try to take a lot of information and find out how can we use that on our clients websites. So, 

I would say, it is creative, but not in a traditional, artistic way. 

 

I: There is no clear guidelines. So, you use innovation and creativity to find the best way and best solution. 

 

C: Since the job of SEO concerns both technical level and a content level, which is also a kind of creativity, 

because you write content and then link-building. It is so diverse. It is so many facets in both technical and 

writing. So, in this sense it also relates to creativity.  

 

I: What is freedom in your perception? Do you believe it enhance, motivate to perform better in your work 

place? 

 

C: It could be hard to predict what is the best thing to do for the client. There is a lot of freedom to select 

how you think we do best for the client. I think, in some agencies it is very structured how they work. And 

they have like “1 hour to do this, and 1 hour to do another thing”. We are more or less free to decide what 

we want to work. I try to let my colleagues and my teammates take their own decisions and decide what 

they think will be best for the client. I am very much against micromanagement.  

 

PART 3: PERFORMANCE MEASUREMENT 
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I: We were told that a lot of work here in Nordic was done on individual basis. How much team work is in 

your team and how do you set the team meetings. 

 

C: Each employee have their own clients and typically have between 4-8 clients each that they responsible 

for. But since the qualifications are so diverse, some are good at writing, some are good at the technical 

stuffs, some are good at link-building, for instance. I think everybody can do a decent job overall. But some 

has more competence in a specific areas. So they have to use each other very much to get everything done. 

For example, there is one who has a programmer background and very good at the technical stuff, and there 

is some who is natural in writing, and one can be good at how to link and reach out to potential websites. So, 

they use each other very much in that way. Then, we also have students employees to support them as well. 

I think they are quite good at using each other to do the work. But I guess, we could still be better from both 

learning from each other and work together on one client from time to time. 

 

We try to have team meetings. We supposed to have team meeting once a week, but we probably do it 

every second week because of busy schedule. Also, we try to have at least once a month a team setting 

where we talk about of either new areas of SEO or how to work with a specific client. We have something 

that we called a “blitz” where everybody sits together and work on one project. And we do that once a 

month, maybe, or every second month. 

I: What could be on the agenda? 

 

C: For a usual team meeting, it is more an update about what everybody is working on. That could be 

discussion of what new clients we have, what is in the sales pipelines, what we can expect for the near 

future.  

 

And we also do our Week Boards. So, that is also a part of the setting. We have 8 WIG (Widely Important 

Goals). Some of them are related to sales and some are related to our own marketing, for instance how we 

contribute to our marketing by running a blogpost or holding a seminar. Some goals are related to client 

satisfaction. So, we laid out plans for what should be done for our own marketing. For instance, do we have 

any clients that we need to take more care of or give a bit more attention? We use it as a lighted-guided 

discussion, I would say.  

 

I: Do you evaluate, reward or punish team members? Do you get rewarded or punished, as well? 
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C: We never punish anybody. We use rewards, but not in a very structured manner. We use rewards for an 

extra effort. That could be a small gift. For example, last week  everybody who was available in the end of 

the afternoon or in the evening, used some of their spare time on working on our own website. And the next 

week they received a gift card for 500 Danish kroner.  

 

I: What about praise or promotion system? 

 

C: We have a software called “Jammer”. It is kind of a Facebook for companies. And there is a function when 

you can praise somebody if one has done with the extraordinary things. Everybody can see it. But it could 

also be on a Monday meetings in front of the whole company, where we tell a success story about a client 

job.  

I: Are you measured on performance? 

 

C: Of course, we measure all the time how much the earnings or financials of my department. But I won’t say 

it is KPI. I have some goals, but I would say the effort is more important than actually reaching the goal. We 

are set quite ambitious goals. So, to meet these goals are more important than actually meeting the KPIs. 

But, yes, I know how much I have to sell over the year.  

 

I: Do you inform your team of these goals? 

 

C: Yes, but not specific. We have a specific goal, but it is quite hard to measure from month to month. So, we 

don’t have the final results before the end of the year. But, since the goal is very much linked to how much 

we can sale, that is why it is a part of the Week Board.  

 

I: The WIG is based on team basis, right. And you have team meetings. What about individual basis, do you 

measure the individual employee? 

 

C: No, not really.  

 

I: We were told that you should have a meeting with each employee once a week. What could the nature of 

these meetings be? 
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C: Yes, in theory it is once per week. But in reality it is every second week. These meetings are 20-minute 

meetings where we have quite open discussion how well the employee done at the job. The emphasis is on 

the feelings, if they stressed or something annoys them. And sometimes the nature of the meetings is 

regarding the status of different projects. Often they will start to tell about the status of different projects, 

but I am more interested to hear about how they feels themselves instead of the status of project.  

 

I: So, what matters is employee satisfaction rather than employee performance. Is it solely your 

management style? Or if this is the way done in IIH Nordic? 

 

C: I am not totally sure, since I haven’t participate in the other teammates meetings. But, I think it is overall 

approach, something we all look for, such as employees happiness. It can be a stressful job being a 

consultant for multiple clients. So, it is important to catch something if they unhappy.   

 

PART 4: MANAGEMENT 

 

I: Could you tell us few words on your own management style but also about IIH Nordic management style.  

 

C: It is very much based on trust. I don’t think I need to look very much into what exactly are my employees 

doing. One of my most important goal is to make everything as easier and accessible for my teammates. So, 

if there is an obstacles or anything unclear, I want to remove all obstacles for them to do that work the best 

possible way. So, if there is anything I can do in order to make sure that the client is happy, and also make 

sure that they have the things they need to do a good job, then it is my responsibility to make sure that they 

can do the job in the best possible way. I am very much focused on that they shouldn’t be nervous about 

being able to do a job. For instance, if they are going to a meeting and not sure if the client is unhappy about 

something, then I will participate, as well, at the meeting so there are not sitting alone with the client who 

could be unsatisfied about something.  

 

I: Do you use feedback? 

 

C: Yes, I try to use feedback. But I also think it can be difficult to give feedback. For instance, when we had a 

client meeting, give some feedback about what is good and what could be better. But, I can also see that if 

we are lacking time, or if we very busy than it can be hard to find time to give feedback.  
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PART 5: MOTIVATION 

 

I: Your job requires some dedication, passion, commitment, loyalty. What drives you and motivates you? 

 

C: Of course, compensation is important for me. But it is not the most important. We get contact by 

headhunters, maybe on a monthly basis, sometimes on a weekly basis. So, if it is only financial compensation 

which matters, than we probably get a new job. I think, we are quite well-paid, here. But, you probably can 

find something even better paid. I’ve never tried actually. But, I think recognition is quite important for me, 

both within the company and outside the company. For instance, within the company, I just get recognition 

from my peers and from my boss. They tell me when I’ve done a good job, and they see when I am doing 

extra effort that are recognized. I think the most important if they notice it and say it. The gift is not that 

important, actually. 

 

I: Being recognized is something that motivates you a lot. What about your employees, do you think it is the 

same?  

 

C: Yes, probably. I think, when they get a gift they are all very happy about it. But I also think, it is not the 

most important thing. To some extent you should be careful. It is not like “if you’ve done a good job and 

then you give them a gift”. It shouldn’t be somethings that they get automatically because the gift would 

never be the same size as the extra effort they do. So, it is more like something “nice” and a family can see it. 

We put a value on the extra effort. 

 

I: You’ve started as being a SEO Specialist. And now you are a Head of the Department. Having been 

promoted motive you? 

 

C: Yes, definitely. From the very first day when I was started, I was told that my boss, which was the Head of 

SEO would probably change his role and maybe become part of the top management. And I was probably 

the most suitable to take over from him. So, it always been something that motivating me to show that I was 

the right choice to take over from him.  

 

I: What about 4-week work day? Does it make you more loyal than to your previous jobs? 
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C: I think it is definitely something that makes attractive to work. I think most employees here value it very 

much and think it is something they cannot get anywhere else. I can definitely see, when we announce a 

new job opening, we got far more applications than before. I can also see that, since we started it a year ago, 

3 or 4 people left the company, even though we had a 4-day week. So, that tells me that, if you get a job 

which is much better paid or the role you see yourself more suitable -  your job still need to be attractive 

enough. So, it is not one thing that solves everything, or that people will do anything to keep. But, I still think 

it is very attractive asset.   

 

PART 6: CULTURE  

 

I: What about the culture at IIH Nordic. Could you put few words on that.  

 

C: I think we put a lot of emphasis of being helpful. It is one of our core values. But, people are just very 

helpful and they want to help each other. We have 3 or 4 different departments and there have always been 

some silos, so you work more closely with the one in your own department. We are different specialists. But 

I think if you going to ask somebody for a help they can help us. We are very good at helping each other, 

both when you’ve been working for a long time, but also for new employees. So, that is one of core value.  

 

We put a lot of emphasis of being knowledgeable and learning continuously to educate yourself. We put a 

high value on people spending time, on taking tests or taking courses and stuffs like that.  

 

I: How do you enhance the willingness of employees to do that? 

 

C: One thing we did, for instance, was that everybody in the company took one exam, a Google analytics 

exam, even if you are not working with Google Analytics. One department, is Google Analytics department. 

Of course, they are all experts in it. But everybody had to take it because it is important skill for everybody to 

have, even down to a receptionist. When we work in this company, everybody has to pass this exam. The 

Google Analytics department taught us some of the basics and it was like a group exam where everybody 

could take it and get some help.  

 

And also, since we have three month goals. So, you set a goal for yourself for the next three month to either 

learn something or get a skill. It is also the way we use praise to tell when somebody succeeded in reaching 
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their goal. I think, the most difficult thing is balancing when working on your real job, on client and then take 

the time either of doing work, or to learn something new in your spare time. 

 

I: Do you help your teammates to reach that milestone? 

 

C: My biggest role is to set realistic goals and something that are both challenging and useful for the 

employee, and still beneficial for the IIH Nordic. This could be finding something that is a bit outside of their 

own field or learning skills from the other departments. So we learn more about what they do and how we 

can help clients on multiple levels. So, finding good, achievable goals and guide them a bit in the right 

direction and finding useful resources.  

 

Most often, if people cannot reach the goal is because they lack time to do that. That is because they are 

working hard on the clients side. And I think that should always go first. The client work is what we earn the 

money for. So, it is understandable if not everybody reach their goal, the learning goal during the three 

month. The one who has less clients or less busy on a client work they should have more time to study for 

the learning goal. Our focus is on a long-term value creation. Also, for instance, some new employees or 

students it is more important for them to gain some new skills. 

 

I: As a team leader, how much often do you remind team members to follow the time management 

technique, POMODORO.  

 

C: I would say, I keep track. I check at the end of the week who reach the goal of doing 12 POMODOROs a 

week. And usually, everybody in my team does reach 12 POMODOROs unless they had days out of the office. 

For instance, if they had a day with the clients outside the office or had a day at home with children. There is 

almost always an explanation if they don’t reach 12 POMODOROs. So, I don’t have to follow up that much. 

And, usually if I see that they don’t reach one or two weeks, I won’t do anything. But, of course, if it is a 

longer term than I would speak with them.   

 

I: So, there is no formal evaluation as such?  

 

C: No. Until recently, we used to present at our staff meetings for the whole company the average numbers 

of POMODOROs for our team. So, that is one way to be accountable. And of course, I want to make sure that 
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our team reach the goals. So, I look a bit more into my team to make sure they reach the number of 

POMODOROs. But I still keep track that, yes.  

 

I: You also present WIGs at this staff meetings? 

 

C: You don’t want to present something bad in front of the whole company. I think it forth  more back to me, 

and then the whole team because I am the one presenting our own WIGs and POMODOROs. So, it also give 

me an interest in performing well.  

 

I: You motivate your team members to do well. But do you formalize, evaluate or push them to do well? 

 

C: No, it is more, for instance for the WIGs. I try to delegate some of the tasks. I cannot do all the tasks 

myself. So in that way we are mutable, responsible for reaching out our goals.  

 

I: You have a praising culture. Do you think you have a competitive culture? 

 

C: Yes, in some ways. I think, when we do tests and exams, everybody wants to do very well. Sometimes, we 

have small quiz on new topics or more fun format of quiz. The quiz goes on the big screen and you answer 

with a mobile phone. And everybody want to do really well in those quizzes.  

 

So, in this way it is competitive culture. But not when it concerns of being promoted. We have a quite flat 

structure, so there is not so many levels that you could be promoted. For instance, I am a Head and if 

anybody else wants to be a Head they have to take over my job. So, I don’t see us as having a competitive 

culture.  

 

I: You have different people in your team that could be more creative than others. Do you take into 

consideration the nature of your employees ? Some team members might need more freedom or more 

praise to be motivated. 

 

C: I think the way we praise and get recognition is suitable for everybody.  

 

I: Does using feedback, recognition and praise system made your team members more loyal? 
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C: I hope they recognize what we trying to do for them. Basically, I think they should feel nice of working 

here. And I think, they do. I’ve been managing the team for 2 years and I haven’t had one person quit the 

team. I think it is a sign of quite well commitment. I have one of the biggest team, there are 12 people in my 

team.  
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Appendix 9: Observation study at AdNuvo 

Observation study made by visits to the ADNUVO headquarter, the 4th of January and 23th of February, 

where too the authors also were invited to eat lunch with the employees. Observation separated in to areas 

both of psychical and more hidden nature.  

 

9.1. Observation Study  

 

 
Figure Appendix 9. Created by authors. 

 

 

 

 

 

 

 

 

 

 

Type Observations 

Headquarter - Office hotel 
- Open office 
- Light colours 
- A lot of art, primarily street art 
- Modern interior 
- Brainstorming room, with blackboard 

and a lot handwritten notes 
- Very modern kitchen and bathroom 

facilities 
- Kitchen looks like a private home 
- Very few meeting room, all with glass 

walls 
People - Informal tone 

- Informal clothes 
- Very passionate employee, who took 

creativity as a way of life  
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Appendix 10: Observation study at IIH Nordic 

Observation study made by visits to the IIH Nordic headquarter, the 9th, 14th and 16th of February. 

Observation separated into areas both of psychical and more hidden nature.  

 

10.1. Observation Study 
 

Figure Appendix 10. Created by authors. 

 

 

Type Observations 

Headquarter - Open office 
- Light colours 
- Big windows 
- Modern interior 
- Pig-pong table 
- Multiple sitting areas 
- Big meeting room with only round 

tables 
- Kitchen and bathroom modern, but 

office style 
 

Board Room - Dashboard with all teams Wildly 
Important Goals 

- Dashboards handwritten, goals written 
with black, when achieved, filled out 
written with red 

- All employees’ milestone (knowledge 
goals) and part goals to get there, 
hanged up and visual  

- One big table 
 

People - Informal tone 
- Informal clothes 
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Appendix 11: Organization Structure IIH Nordic 

Overview of IIH Nordic organization structure. Created on the basis of Appendix 6 and 

https://iihnordic.dk/om/medarbejdere/. It displays the CEO, COO and the four team-leaders, with name and 

the overall hierarchical level.  

 

11.1. Structure in IIH Nordic 
 

 

Figure Appendix 11. Created by authors. 
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Appendix 12: Scorecard IIH Nordic 

The scorecard for the SEO and CRO teams, on a monthly basis. It is not filled out yet. The board is hanging in 

the team meeting room, visual for all employees. 

 
12.1. Scorecard SEO & CRO Team 
 

 

 

 

 

 

 

 

 

 

 

Figure appendix 12.1. 

 

The board is separated into to lead goals. Each goal is separated into 3 lead measures. 

 

• Goal: Grow turnover, new clients 

o 8 proposals each month 

o 4 out-reach to increase revenue on current SEO product 

o 4 initiatives to generate demand 

• Goal: Increase NPS (Net Promoter Score) 

o Conduct at least on initiate each week to improve satisfaction on our least satisfied 

customer(s) 

o Call 2 customers each month and ask openly about their satisfaction of our work and areas 

for improvements 

o Identify 2 ambassadors each month and proactively surprise them and give them a reason 

to share their appreciation of us publicly 
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Appendix 13: Performance Measurement and Evaluation in IIH Nordic 

Overview of IIH Nordic performance measurement system and evaluation. Created on the basis of Appendix 

5, 6, 7 and 8.  

 

13.1. Performance Measurement System 
 

 
 

Figure Appendix 13.1. Created by authors. 

 
13.2. Evaluations  
 

 
 

Figure Appendix 13.2. Created by authors. 

 


