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Abstract 

This paper explores how process support systems are used in creative intensive 

environments, as well as how the systems can adapt to the needs of the users in such 

settings. To do so, the concepts of business process management in creative environments, 

organisational and informational culture, and knowledge management in creative processes 

are analysed. A case, regarding a vendor and vendee of a process support system, is 

examined and analysed along with empirical data gathered at the case organisations. This 

research paper finds that in order for process support systems to adapt, to creative processes, 

it must allow the users to utilise supplementary systems. The paper also finds that the whole 

creative process does not need to be inside one system. It can be encapsulated by many 

different systems, as long as the end product is returned to the original process support 

system for further work. Moreover, it was discovered and argued how organisational culture, 

information culture and knowledge management are important areas when dealing with 

creative environments and process support systems. Along with these findings a new concept, 

that can help BPM and systems design deal with this, is introduced. This concept is introduced 

as Switching and it seeks to help business managers and scholars alike to deal with the 

complexities of creative processes and systems. 

 

Keywords: Process Support System, Creative Businesses, Organizational Culture, Information 

culture, Knowledge Management, Boundary spanning, Creative Processes, Switching, 

Business Process Management 
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1. Introduction 

As information technology evolves and becomes an ever more integrated part of business 

processes, workers are increasingly affected by the implementation of them. Organisational 

planning, production and execution, in today’s world are relying heavily on process support 

systems. The standard for quality, speed of production, and communication with external 

partners, have been exponentially rising throughout the last decades (Laudon & Laudon, 

2015). With this change, more comprehensive and encompassing systems are needed in such 

processes. Systems that provide a broad range of features and tools are often needed to 

handle these evermore complex tasks and therefore companies have built their business 

processes accordingly (Laudon & Laudon, 2015). Working with such systems, and within a 

modern business environment, requires adjustments and adaptation from employees (Pitts, F., 

2015). This paper will look at a prominent example of this phenomenon, specifically, creativity-

intensive processes. Creative processes have always been an important part of human 

innovation and societal change (Abbasi et al., 2015). Creativity itself is a complex concept and 

difficult to dissect (Granados et al., 2017). This makes it particularly difficult to analyse and 

understand for businesses and researchers. Therefore, this paper seeks to investigate how 

these collide in a modern business setting. It will inspect two companies where both have a 

stake in the aspects of creative processes as well as process support systems. With one 

company being a vendor of such a system and the other being a vendee of it, this is a suitable 

setting to examine. In order to gain insight into such a complex issue, this paper will look at key 

topics which, in a combination, will provide a better understanding of how users navigate in 

creative intensive processes when using these systems. These topics include: an in-depth look 

at managing creativity-intensive processes, the organisational culture and information that 

resides within the companies, as well as the processes of creative pockets. The themes of 

these topics will therefore be as follows: 

 

 Creative actors interaction with process support systems  

 Cultural implications shaping the creative process  

 Knowledge management in creative environments  
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We have collected and analysed data from the companies regarding specific research fields 

and will present them throughout the paper. The topics will aim for bringing together this 

complex puzzle and help comprehend the nuances of the connected issues. We propose a 

research question and two subsequent questions in order to focus the scope of this research 

and the analysis presented. The main research of this paper is revolving around process 

support systems and how they can comply with user needs in environments where creative 

intensive processes are one of the main business models. Deriving from this research the 

main question then is:  

 

 How can process support systems adapt to the needs of users in environments where 

creative intensive processes are the main part of the business model? 

 

From this question several sub questions can be relevant and interesting depending on the 

direction and scope of the research carried out. Through the initial data gathering, we found 

that two sub question were needed in order to sufficiently cover the main topic of this paper. 

They are as follows:  

 

 How do users interact with process support systems in creative intensive environments? 

 

 How do cultural environments affect these creative intensive processes and what could 

potential implications be? 

 

The main research question concerns the primary goal for this paper. Therefore, the data 

collection and analysis sections are all ultimately geared towards exploring this. The sub 

questions serve as a way to dissect it further. With the first one focusing on the interaction 

between the process support system and the actors that work in creative fields. This question 

is of interest due to the special nature creative work and workers inhabit. This makes the 

relationship between these two entities different from other similar cases of systems 

interactions.  
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This research paper will be divided into multiple sections that each covers an area of 

importance for this paper. The reason for doing so, is to examine all of the possible 

perspectives and meanings of the topics included. We will begin with presenting the research 

domains relevant to the topics discussed throughout this paper. Here, a review of the literature 

and the historical relevance will be explained within each field. This will provide a deeper 

understanding of the knowledge and prior research done in the fields which this paper is built 

upon. This includes the theoretical terms used later in the analysis and discussion of the 

collected data. As well as the overall perspectives and their lenses that our data can be viewed 

through and interpreted by. After the research domain we will go through the conceptual 

framework which will explain and examine the concepts and theories connected to the 

research domain. These theories will frame the research in a more granular matter which will 

assist the analysis later on. Each concept, in the conceptual framework, will be directly derived 

from the research domain. From this point we present the methodological approach to the 

research of this paper. This part will mainly explain how the primary and secondary data has 

been collected, processed and used in conjunction with the analysis. We will also present our 

view on the ontology and epistemological background of the research. All empirical data will be 

thoroughly examined and dissected into useful areas for the research. 

The methodology will end with a limitation to the paper and ensure that the following research 

is precise and clear for further evaluation.  

After the methodology, a case will be presented upon which the analysis will be carried out. 

This case will entail the implications of process support systems in creative business and will 

also explain who the two case companies are in detail. Besides the case description, the two 

companies will not be mentioned by the actual company name. Instead they will be presented 

as vendor and vendee of a process support system. From the case description, we will 

proceed to an analysis which will tie the research domain, conceptual framework and 

methodology together in order to derive meaning from the actual empirical data. The analysis 

will be carried out with the use of the three aforementioned topics leading us to a discussion. 

This discussion will also be carried out in three distinct topics that are derived from the analysis 

and in the end present our contribution to the Information Systems (IS) literature related to this 

research paper (Pohlmann et. al, 2005). The finalization of this paper will present a conclusion 
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combining all sections and topics analysed and discussed in the research. In the conclusion, 

there will be claims and actionable insights for future research.  

 

1.2 Contributions and Implications 
This research paper has implications for both theory and practice related to the research 

domain of this paper. We will introduce a concept, named Switching, which can be used by 

researchers as well as business managers. We propose that scholars and researchers 

investigate the concept and topic further. We argue that at this point it has only been 

conceived and proven via one case and further research is required to further advance it within 

the fields of process management and systems design. For business managers we expect 

both creative processes and systems design can benefit by clearer definitions of what happens 

in creative processes. We argue that the implications of this paper are positive for both 

vendors and vendees of process support systems. We further believe it is also primarily 

positive for businesses alike.  

Further research and a generalisation of the topic could benefit learnings in process 

management and systems design. In the end we firmly believe the field of Business Process 

Management needs to be able to evolve with the ideas and notions set forth in this paper.  
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2. Research Domain 

This paper aims to explore how process support systems, in the creative industry, can adapt to 

the specific requirements of creative actors. Subsequently, this paper will also explore how 

such creative actors interact with process support systems and how the culture has an effect 

on this interaction. We see this as an opportunity to further add and develop the theories and 

concepts in the fields connected to our research. These fields are narrowed down to Business 

Process Management, organisational and informational culture and knowledge management.  

Traditionally, the fields of Business Process Management, organisational culture, information 

culture and knowledge management are not connected. However, we believe the combination 

of the four areas gives us a holistic approach to the research and allows us to answer the 

research questions to their fullest. All four areas are important in order for us to research our 

field of study and yet they are too vast without any limitations. Each topic has enough literature 

to do several dissertations and we do not have the scope, nor the means, to go through all of 

the literature in each field. Therefore, we seek to go in depth with each research domain and 

the subsequent parts of the domain that our paper will focus on. We will start by explaining 

what Business Process Management is according to us and then delve into existing literature 

on the domain of BPM and creative processes. Thereafter, we will do a small literature review 

on the topic of organisational culture and information culture before ending with knowledge 

management. With knowledge management we will go deeper into a specific part of the 

literature surrounding boundary spanning. The overall outline of this research domain will be 

as follows: 

 

 Business Process Management in creative environments 

 Organisational and Informational Culture 

 Knowledge Management in creative processes 

 

When each topic has been explained, an understanding of the research domain of this paper 

will be clear and we will proceed with the conceptual framework.  
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2.1 The topic of Business Process Management in creative 

environments 
The field of Business Process Management (BPM for short) is a widely studied area within 

business management (Recker et al., 2009, Dreiling et al., 2008, Grover & Malhotra 1997). Its 

purpose derives from the need to optimise processes throughout the organisation to increase 

the value derived from them (Kohlborn et al., 2014). As a field it is constantly evolving and 

entailing new information. Therefore the area of BPM has had many different names and 

acronyms connected to it or sprung from it such as Business Process Mapping, Business 

Process Reengineering and Business Process Change (Rosemann et al., 2004).  

The goal of BPM is not easy to define since scholars do not fully agree on what it specifically 

entails.  Even though BPM as field emerged in the 1990’s, and has since been further 

improved by several scholars to include non-mechanical processes, Stefan Seidel were among 

the first to expand it further into the realm of creativity and knowledge sharing. Proposing a 

framework, built upon Business Process Mapping and subsequent management of said 

processes in a creative heavy organisations, he has successfully transformed the area into 

something more than a structured approach as previously set forth by other researchers. With 

the help of Michael Rosemann, a scholar on BPM, we see the future of this area to be turning 

towards a more open minded approach. Considering that BPM is now well researched on 

exploitation of the individual processes, i.e. getting a single process optimised to its fullest 

potential (Interview with Michael Rosemann in Kohlborn et al., 2009), the focus should be on 

explorative studies on BPM. The notion of explorative BPM is also what further research will 

build upon as it entails not necessarily optimising a single processes to increase the general 

output, but more on coming up with new business models and ways to view processes that as 

a whole increases the value of the business.  

 

The website www.bpm.com describes BPM as “a discipline involving any combination of 

modeling, automation, execution, control, measurement and optimization of business activity 

flows, in support of enterprise goals, spanning systems, employees, customers and partners 

within and beyond the enterprise boundaries.” (https://bpm.com/what-is-bpm). Unfortunately 

http://www.bpm.com/
https://bpm.com/what-is-bpm
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this view is tainted by the idea of BPM always being able to model a process, optimise it via for 

example automation, and then control it at the end. 

We do not agree with this view as it comes across as very mechanic and with little to no 

thought given to difference in human cognition and ways of working. Instead our view on BPM 

aligns more with that of Seidel’s 2009 “A theory of managing creativity-intensive processes”. In 

his research, he defines BPM, in creative environments, as not only a systematic review on the 

business process with view of production, but more holistically as a way to improve the overall 

business process that can help a business succeed its goals. His research provides the 

following view on BPM as “the notion of a business process, which represents a series of tasks 

or activities that need to be carried out in order to collectively realize an organizational 

objective or policy goal, and a set of conditions that determine the order of the tasks” 

(Hammer, 1990; v.d.Aalst & van Hee, 2002; Becker & Kahn, 2003 in Seidel, 2009). 

 

With this perspective on BPM the whole area becomes a somewhat more difficult domain for 

us to explore as research becomes scarcer on not only creative processes, but also creative 

processes as part of the BPM of an organisation.  

The following section will explain the overall and general domain of organisational and 

information culture while also presenting our view on that topic. 

 

2.3 The topic of Organisational and Information Culture  
In order to gain an adequate understanding of the organisational culture and information 

culture, a review of the main perspectives and literature in the field will be presented. This 

section will compare and contrast the literature as well. This exercise is especially important 

due to the differentiating views one can find within this field. Gaining knowledge of these 

contradicting views, will provide a more holistic insight into the field. Secondly, the same 

treatment will be given to the field of information culture. The topic of organisational culture and 

information culture are linked together in several ways, which is the reason we will present 

them in the same section. 
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We will limit the review to only two main views on organisational culture and information culture 

respectively. This is done to keep the scope of the paper within reasonable limits as well as 

keep the focus on the research question. 

 

Taking a look at the field of organisational culture, two different perspectives are prominent. 

The first perspective is called the functionalist perspective and views the culture that resides 

within the organisation, as a by-product of the activities it contains. The activities shaping the 

organisational culture therefore has the ability to be changed and shaped by those managing it 

(Cheney et al., 2011). Proposing that the culture thereby essentially work as a tool that can 

gain organisational effectiveness (Cheney et al., 2011). Through this lens, culture functions as 

a system of practices and values for the people inside the organisation. The adjustments that 

can be done and level of control that the management can exercise, must be used in order to 

achieve the overall strategy and goal the company has laid out (Deal & Kennedy, 1982; 

Kilmann et al., 1986 in Cheney et al., 2011). This will imply that having a culture which 

constitutes problems or have a negative impact on the organisational members. The 

perspective views it as a direct sign and correlation of a weak leadership that is non-

functioning for the organisation (Deal & Kennedy, 1982 in Cheney et al., 2011). The managers 

which has the capabilities to affect the culture, therefore have a responsibility for driving the 

culture in the organisation towards a more efficient one. Failure to do so will mean a lack of 

leadership and clear placement of responsibility (Schein, 2010 in Cheney et al., 2011).  

  

The other perspective that will be mentioned in this part is the symbolist perspective. It can be 

seen as taking a critical outlook against the functionalist perspective mentioned above. The 

criticism laid out by many authors is due to the exclusion of what they argue are important 

aspects of the culture. One of the points being that the functionalist perspective is simplifying 

culture by refusing to recognise its complex phenomenon’s. Something that is constantly 

developing and changing its shape (Martin & Meyerson, 1988; Young, 1989 in Cheney et al., 

2011). 

The symbolist perspective contradicts the understanding of culture as a tool that can be 

changed and shaped by the management of an organisation. Instead, it views culture as 

something that is created, developed and affected by the people inhabiting it (Cheney et al., 
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2011). Therefore, the inconsistency and diversity that can occur in culture may not necessarily 

be seen as a sign of weakness. It is rather seen as a natural occurrence due to the mosaic 

composition of the culture and the flexibility of norms and values between employees of the 

organisation (Morgan, 1986 in Cheney et al., 2011). This also implies that authors advocating 

for this symbolist perspective, recognise that the organisational culture will always have some 

level of diversity and fragmentation, no matter how united the employees are (Martin & 

Meyerson, 1988; Young, 1989 in Cheney et al., 2011). To sum up, the difference between 

these two perspectives on culture can be explained as functionalists viewing culture as 

something the organisation ‘has’, contrary the symbolist perspective viewing it as something 

the organisation ‘is’ (Cheney et al., 2011). 

 

2.3.1 Information culture  
As explained in the section above, in terms of the different approaches to organisational 

culture, information culture has two different popular perspectives as well (Nowé, 2005). The 

first approach goes by the name, rational perspective. This perspective views the main 

function of information as something that is of a supporting nature for rational decision making 

in organisations by the managers (Marchand et al., 2001; Kirk, 1999 in Nowé, 2005). This 

rational perspective argues that “it is clear in all departments what information to seek, store, 

use etc. in order to best support the organisation’s goals” (Nowé, 2005, p. 54). This supports 

the notion that the goals of many organisations are often directed toward the maximisation of 

profits and that information has a specific value which can be calculated and analysed 

(Huotari, 2001; Choo, 1996; Repo, 1989 in Nowé, 2005). The second perspective, in relation to 

information culture, is called the institutional perspective. As with the contradiction between the 

two perspectives within the field of organisational culture, the two perspectives on information 

culture are in many ways opposite too. This institutional approach focuses on the value of 

information in a different way. Rather than having a static and measurable value, it sees 

information value as being “dependent on the context of its use” (Nowé, 2005, p. 55). What this 

approach implies is that “the structures and routines for sharing, seeking, storing, and using 

information can be value-laden rather than rational and goal-dependent and influenced by the 

organizational culture” (Nowé, 2005, p. 55).  
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Rather than having the focus on operational and strategic success by viewing and treating 

information as an objective resource, like other physical resource (Ginman, 1988; Curry & 

Moore, 2003 in Choo et al., 2008). The institutional perspective sees information culture as 

something that is socially transmitted through patterns. These socially transmitted patterns 

consists of several factors such as values, norms and the behaviours of the employees. All of 

these affect the way information is used, shared and gained within the organisation (Choo et 

al., 2006; Marchand et al., 2000 in Choo et al., 2008). Through interactions with each other 

and their actions at work, the usage is shaped and moulded in unique ways within the different 

layers of the organisational culture (Choo et al., 2006; Oliver, 2003 in Choo et al., 2008). As 

can be seen in this section and in what has been explained about organisational culture, there 

are many similarities between the approaches in each field. Both the functionalist perspective 

within the field of organisational culture and the rational perspective in the field of information 

culture advocate for the same approach to their respective domains. That is, seeing culture or 

information as managerial tools that can be used and manipulated in order to reach the 

organization's goals. In contrast, the symbolist perspective and institutional perspective provide 

a radical different approach and thinking. They both support the idea that culture, and the use 

of information, is created and developed by the actors inside the organisation. Where they 

view the elements within their fields as an organic dimension and uncontrollable process which 

can only be affected, to a certain extent, by leaders. Combining these fields and their 

respective perspective will enable one to gain a clearer overall understanding of the 

interconnectivity that organisational culture and information culture has. As well as gaining a 

more holistic way of approaching to the issues and challenges that present themselves in this 

paper, regarding these topics.  
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2.4 The topic of Knowledge Management in creative 

processes 
In this section we will present literature concerning the role of knowledge management and the 

concept of spanning boundaries within organisations. This builds upon the previous section, in 

giving insight into how knowledge functions and flows through an organisation. Once again, we 

will limit the paper’s perspectives to the literature presented in order to gain the most optimal 

view on knowledge management in relation to our research. 

 

The issue of managing knowledge inside companies is becoming increasingly more important 

to deal with. Modern organisations have started to realise the importance of improving their 

utilisation and sharing of capabilities in order to gain competitive advantages. Just as in the 

fields of Total Quality Management and Business Process Re-engineering, the theme of 

knowledge management is a prevalent and respected trend in in the field of management 

(Zorn & Taylor, 2004). Knowledge can be argued from several different perspectives. Some of 

the most known perspectives include seeing knowledge as a transformation, as power, or as a 

strategic asset (Narasimha, 2000 in Zorn & Taylor, 2004) serving as a critical resource for an 

organisation in gaining a competitive advantage in the market (Dunford et al., 2001 in Zorn & 

Taylor, 2004). This makes the field of knowledge management of big interest in many aspects. 

Connecting to the topics of organisational cultures and subcultures, knowledge management 

plays a big role in how knowledge is able to be transferred between divisions within an 

organisation. The common nature of subcultures and the diverging backgrounds of the people 

operating in the respective ones, creates difficult challenges in creating common perspectives 

and understanding among the different divisions (Bechky, 2003). The differentiating skill sets 

and experience among the various subgroups within an organisation will naturally lead to 

differences in understandings (Jelinek & Schoonhoven, 1990 in Bechky, 2003). Another 

aspect, of why this phenomenon is difficult to prevent from occurring, is due to the 

specialisation being present because of the inherent diverging tasks which are linked to the 

different divisions (Boland & Tenkasi 1995; Carlile, 1997; Dougherty, 1992 in Bechky, 2003). 

Knowledge management is therefore useful when trying to integrate and create an 

environment that supports collaboration and further understanding between the organisational 
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subcultures. Stressing the importance of having successful cross-functional collaboration 

between the divisions (Adler, 1995; Clark & Fujimoto, 1991; Wheelwright & Clark 1992 in 

Bechky, 2003). Furthermore, knowledge management also concerns the complexity of 

knowledge transfer processes within organisations (Ambrosini & Bowman, 2001; Cook & 

Yanow 1996; Eraut, 2000; Harper, 1987; Nonaka and Takeuchi, 1995 in Tsoukas, 2003). One 

can divide knowledge into several different types of dimensions. Respectively dealing with 

explicit and tacit types of knowledge. The process of transforming and transferring these can 

become a quite convoluted task (Tsoukas, 2003). The ability and level of difficulty in doing this 

is a topic of much discussion. What Nonaka (1991) is proposing is that the act of the 

transforming tacit knowledge into explicit knowledge is very difficult, but doable if one is using 

the correct methods. On the other side there are other researchers such as Tsoukas (2003) 

who argues differently in terms of the very possibility of transforming tacit knowledge. This 

argument explains that transforming the tacit knowledge without losing its meaning is 

impossible due to the very nature of it. One should therefore re-evaluate it as a phenomenon 

that any effort to convert and transferred to someone else, will be a waste. Rather, displaying it 

for others to study will help then create their own tacit knowledge (Tsoukas 2003). Our view on 

knowledge management, in relation to our research, is more in line with the following: 

“Creativity-intensive processes are knowledge-intensive and particularly characterized by the 

application of tacit knowledge. Knowledge management systems are used with the primary 

purpose of knowledge transfer between different individuals” (Seidel, 2009). We find that this 

view binds knowledge management with BPM in a way that helps us better understand and 

explore our research questions.  

 

2.4.1 Boundary spanning 
We will now dig further into the literature in the field of knowledge management and turn our 

attention towards the concept of boundary spanning. We do so in order to further refine our 

research domain on knowledge management and, in the process, create a better 

understanding of boundaries in general. 

During the development of organisations and businesses throughout the years, many new 

internal and external activities have occurred and been deemed necessary to further 

investigate. This section describes the importance, development, challenges and possibilities 
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in the environment of boundary spanners. Several definitions of the term have been created by 

researchers throughout the years, and in the globalised modern world, the term will still 

become more important (Andersen & Kragh 2014). A boundary spanner is breaking down 

barriers between actors to ease communication and optimise information flow. This can be 

done both internally and externally. What is important, is the boundary spanner’s ability to 

understand several perspectives of a business and its complex environment. Furthermore, the 

boundary spanner must also be able to understand external issues and solve, communicate 

and act upon it (Keller & Holland 1975). 

Rikard Lindgren et. al (2008) mentions how the practice “boundary spanning” is recognised as 

a key resource from a strategic perspective and the developing complexity of firms will 

maintain its importance. Hierarchical, functional and geographical boundaries are just some of 

the areas which are becoming more complex and dynamic (Rikard et.al. 2008). Furthermore, 

they describe how: “The inherent complexity of such settings makes it difficult for organisations 

to leverage their boundary-spanning practice” (Rikard, 2008 p. 641). In that relation, IT has 

been deemed suitable to assist the enabling of boundary spanners. However, this seems to be 

more difficult than anticipated and organisations have limited knowledge about how individual 

companies are affected by implementations of IT systems (Rikard et.al, 2008). 

Robert Mason (2003) explains how boundary spanning is closely linked with knowledge 

management and systems related to knowledge management, which are perceived as 

boundary spanning objects. The purpose of boundary spanning objects is to break down 

barriers and make communication, knowledge sharing and information flow more efficient and 

understandable (Mason 2003). Robert T. Keller and Winford E. Holland (1975) argues how 

mixed individual interests from the boundary spanners can have different consequences. 

Subjective opinions and values will create and shape the activities carried out by each 

boundary spanner. Both external and internal boundary spanners will act upon own interests 

and this will be done both intentional and unintentional (Keller & Holland 1975). 

Poul Houman Andersen and Hanne Kragh (2014) delve deeper into the complexities and 

challenges for boundary spanners while explaining the missing focus in that context: 

“Boundary-spanning processes concerning creativity are an understudied area” (Andersen & 

Kragh, 2014,. p 786). It is further argued how most literature focus on information processing 

rather than the management of it. Ingmar van Meerkerk and Jurian Edelenbos (2018) backs 
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this up: “Far less attention has been paid to facilitating conditions or antecedents of boundary-

spanning behaviour. And if so, it is mostly focused on either general environmental 

characteristics of the organisation or personal characteristics, such as competences and 

personal networks of the boundary-spanning individual” (Meerkerk and Edelenbos, 2018, p. 

504). Furthermore, Andersen and Kragh (2014) explain how the boundary spanners function 

across organisational barriers instead of only investigating the creative processes and barriers 

connected to individual activities. This perspective is important due to the development of 

communication and activities across and among departments within companies. Nowadays, 

the complexities of certain creative tasks can demand a closer coordination and collaboration 

between departments compared to earlier. Therefore, their attention is also pointed towards 

the challenges both internally and externally. Creative teams are usually constructed internally 

but can get assistance from external personnel which will create other challenges. The 

boundaries between the internal and external actors can be time difference, cultural, 

geographical location and individual priorities. Furthermore, the structure of creative teams can 

vary depending on origin which can create various challenges and misunderstandings when 

carrying out work (Andersen & Kragh, 2014). As stated by Meerkerk and Edelenbos: “we lack 

understanding about which network conditions and behavioural circumstances influence the 

work of boundary spanners and (subsequently) network performance” (Meerkerk and 

Edelenbos, 2018 p. 504). 

 

3. Conceptual Framework 

This paper is focused around several topics of varying differences. When these topics are 

combined, we gain a more holistic approach to answer our research questions. In order to fully 

research these topics we will use concepts stemming from our research domain. These 

concepts will use several theories connected to their domain and in the process help us create 

an integrated framework upon which this paper will be built. 
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We have divided these concepts into three main areas. These areas will each relate to the 

topics set forth in the research domain. Hence, a concept has been developed for BPM, 

Organisational culture and Knowledge management. We have named them: 

 

 Creative actors interaction with process support systems 

 Cultural implications shaping the creative process 

 Knowledge management in creative environments 

 

We will now go into each concept and explain the theories connected to these concepts. 

 

3.1 Creative actors interaction with process support 

systems 
When we mention creative actors we do not only talk about all actors who do something 

creative but more about actors in environments that are creative intensive. We also explore 

their specific relation to processes and how they interact with systems set in place to support 

the processes. In order to then analyse this concept we have found two theoretical frameworks 

set forth by Stefan Seidel (2009) and Seidel et al (2010). 

 

Both emergent theories aim to explain a world where creative environments, and its actors, 

behave vastly different compared to non-creative process oriented environments. The first 

theory we will introduce, and use in our research paper, is the theory of managing creative-

intensive processes set forth by Stefan Seidel in his 2009 PhD. After this we will explain the 

framework of integrated pockets containing creativity by Seidel et al (2010). This perspective 

will in more detail explain the mechanisms of creativity and process constraints. We will use it 

to understand the very nature of creative processes. 

 

After this concepts conclusion we will dig into the concept of cultural implications shaping the 

creative process. 
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3.1.1 A theory of managing creativity-intensive processes 
The overall concept of Stefan Seidel’s paper is “This paper reports the results of an 

exploratory, theory-building study on the impact of creativity on business processes, their 

management, and the use of information technology (IT) in particular” (Seidel, 2009 p. 3). 

Usually, creativity is associated with the creation of services, processes and products which in 

general is of great importance to many companies. According to the concept, creativity is in the 

everyday work environments unintentionally ignored. This happens when control, coordination 

and optimisation is prioritised instead. Managers must consider how an organisation 

successfully can be managed without undermining creativity (Seidel, 2009). Stefan Seidel 

describes the characterisation of creativity as: “creativity-intensive processes are characterized 

by high levels of uncertainty with regard to outcome, process structure, and required 

resources. Creative organizations pursue both creative and operational process performance 

while simultaneously mitigating creative and operational risk” (Seidel, 2009 p. 122). 

Furthermore, he explains how the acknowledgement of the creative industries has changed 

the way BPM is executed. The above statements concerning unpredictable outcomes in 

creative tasks have made it more difficult to optimise the traditional thought of BPM, where the 

focus is on organisational performance and optimisation of efficiency to keep the competitive 

advantage. Stefan Seidel claims that the focus of BPM instead has shifted to investigate the 

use of knowledge creation and sharing in work processes. With that statement he further 

explains: “This has resulted in the increased recognition of knowledge, judgment, 

collaboration, and individual capabilities in many critical processes” (Seidel, 2009 p. 1). 

Overall, it is mentioned how Stefan Seidel does not believe that the current literature available 

describes how the management of creative processes can be done and adjusted, but instead 

focus too much on the outcome. Figure 3.1.1, visible beneath, outlines the overall structure of 

the creative-intensive process concept and the categories presented by Stefan Seidel. 

Following the relevant categories, each sub-category will be thoroughly explained while 

presenting the propositions. Now, we will explain the elements visualised in the figure.  
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Figure 3.1.1 - Overview of Creative-intensive process 

 

Stefan Seidel explains how his concept of creativity-intensive processes are divided into two 

steps: The first step is the relevant categories and their dimensions and properties. Second, is 

the relationship between them and how the categories interact? Four groups present the 

different categories:  

 

 The Core Category 

 Categories providing the organisational context 

 Strategies  

 Consequences 

 

After the description of the four groups, several propositions located along the investigation of 

the four groups will be presented. It is important to state that the propositions are created 

based on the primary data collected by Stefan Seidel. The main purpose of the propositions 

presented is to define various key findings located throughout the investigation of the four 

groups and the overall theory. 
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3.1.1.1 The Core Category 

The study’s core theme is represented in the Core Strategy and it concerns creativity-intensive 

processes. By looking at the collected data, Stefan Seidel identified the creativity-intensive 

process as the central phenomenon in a business relation and then moved on to investigate 

the groups representing several categories. Each category describes opportunities and 

challenges which is presented as being visible both in creative and non-creative situations. 

This is due to different organisational structures within companies which is controlling how 

processes and information spread throughout. 

The following section will further explain: “the category of the creativity-intensive process by 

providing an overview of its general properties” (Seidel, 2009 p. 136). Several properties will 

be presented and in relation to each property a brief description will explain the challenges of 

the area. The properties are presented below: 

 

Uncertainty with regard to outcome  

It is difficult to know the outcome of the creativity-intensive process. Therefore, uncertainty 

occurs throughout the process towards the outcome (Seidel, 2009). 

 

Uncertainty with regard to process structure  

The overall process/flow and number of interactions is also difficult to measure in advance. 

Unpredictable events can and most likely will occur (Seidel, 2009). 

 

Uncertainty with regard to required resources  

Knowing the amount of resources needed in advance is helpful, but also quite challenging. 

Unknown challenges and requests concerning budget or timing can change the process and 

make it more complex than expected (Seidel, 2009). 

 

Varying levels of structure  

The structure in the “creativity-intensive process” sometimes has a predetermined scope. 

There is a mix of expected and unexpected tasks before starting a project. Some creative 



23 
 

tasks are known to be done before starting the process of the project while others appear 

during the process. Therefore, the tasks are both well-structured, but also challenging to 

predict (Seidel, 2009). 

 

Creative risk 

Understanding and communicating with the client can seem easy in the beginning of a project. 

However, it is difficult to deliver the visualisation of the final product just as the client expected 

before starting. In the domain of creativity, products will be designed with the use of subjective 

perceptions. Therefore, if the preparation has not been done correctly from the beginning it can 

create a large gap between the client and the creative team (Seidel, 2009). 

 

Operational risk  

This property describes the practical challenges in delivering a service or product. The creative 

team can use months designing a product, but if the product does not match the expectations 

of the client it is not satisfying. An example could be the product created is too small in size 

and therefore not useful. This situation is an example of clear miscommunication between the 

actors involved (Seidel, 2009). 

 

Creative potential 

Sometimes the instructions from the client is too specific for the creative team. In that case the 

creative team might not use the full potential of their skills. This will vary depending on the 

client (Seidel, 2009). 

 

3.1.1.2 Categories providing the organisational context 

The following “Categories providing the organisational context” link to a certain phenomenon. 

They can all be linked to the creativity-intensive process and three topics concerning that 

process is deemed relevant when investigating business processes: Artists, Creative 

Supervisors and Client. Furthermore, it was revealed how IT, creative products and 

organisational resources all are an important part of the complex environment in which 
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creativity-intensive processes are functioning. In the following section the three topics will be 

further explained in detail. Afterwards, the next topics “Constraints and IT” and “Creative 

product” will be presented. 

 

3.1.1.2.1 Artists 

Artists are described as the personnel who act creatively within an environment and 

throughout processes. Creativity is a broad term and many positions and job descriptions 

contains different variations of creativity. Some of the positions are: producers, developers, 

directors and editors. Creativity is tricked and carried out through motivation and skills within 

the examples explained before. Artist create, develop and adjust products of different kind and 

make sure to generate it further into the business processes. The following terms will in more 

detail present some of the crucial activities done when working as a creative actor (Seidel, 

2009). 

The artist profession also has several challenges, options and tasks which is described by 

seven types of properties. The properties are as follows: 

 

Process expertise  

This property describes the actor’s ability to estimate tasks and processes.  

Knowing how much time a certain job will take is useful when following a timeline and budget. 

Seidel explains how “there are some great artists who can’t” (Seidel, 2009 p. 126). 

 

Creative skills  

Being able to create innovative and novel designs is important when working as an artist. 

Seidel mentions how “a person’s capability of aesthetically judging a product” is also highly 

relevant. These skills are not taken for granted when hiring creative people  

(Seidel, 2009 p. 127). 
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Working style  

Process, required resources and outcome will vary depending on the artist carrying out the 

work. Artists solve tasks and issues in different ways. This can be good for creativity and 

innovation, but at the same time make it difficult for alignment. 

 

Motivation 

Depending on the task, motivation will vary from one creative artist to another. It is important to 

be challenged when designing and creating products. Knowing the purpose of the work can 

help bring more motivation into the artists. 

 

Creative agenda 

People, and in this case artists, always have their own creative agenda. It is crucial that artists 

do the work they are supposed to and not just pursue their own goals of creativity. 

 

Location 

There is a significant difference whether tasks and processes are done and coordinated face-

to-face or digitally. This depends on the job that must be done, but also on the actors 

interacting with each other. Face-to-face meetings creates better communication compared to 

digital messaging or phone calls (Seidel, 2009). However, in most cases face-to-face meetings 

are not possible or prioritised when executing a project. 

 

Understanding of the requirements of the creative product 

Throughout the creativity-intensive process designers will usually understand requirements 

and tasks differently. Also, regarding the beliefs of the client which has another view as well. 

There is a long way from idea to execution of the products. 
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3.1.1.2.2 Creative supervisor 

The creative supervisor functions as the actor with a particularly high amount of responsibility 

for both products and the process. Coordination and communication throughout the timeline is 

an important activity to provide a satisfied outcome in the end. The creative supervisor usually 

organises several artists and is responsible for reporting to the client. Their primary function is 

to coordinate tasks throughout the creative-intensive process and make sure the information 

going back and forth from artists to client is linked. Creative supervisors must to a certain 

extent also possess creative skills to understand what type of creative tasks are needed. 

Creative supervisors might also experience an internal hierarchy which determines the 

responsible for projects (Seidel 2009). Beneath is an overview of the properties for the creative 

supervisor. 

 

Acting as process intermediary 

Building the foundation and creating the interface among the creative organisation and client 

organisation is an essential role for the creative supervisor. Especially when trying to 

coordinate creative work. A positive creative environment is how it should be, but the creative 

supervisor must ensure that there is an outcome and it does not get “too creative”. 

 

Accountability  

The number of creative supervisors in a project usually depends on the size of the project. 

Every creative supervisor will often have various and specific responsible areas. Mainly 

because they have knowledge about both the creative and operational process. It is important 

to align the communication the most efficient way possible and that can be difficult and time 

consuming. 

 

Supervising expertise 

Seidel estimates that a creative supervisor must be characterised as “having high people 

skills” (Seidel, 2009 p. 136). That means they must be able to understand many kinds of 

people with various skills and in different positions. Furthermore, it is explained how flexibility 
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in the process will grow along the collection of experience. Having worked with several clients, 

in different contexts, will develop a deeper understanding as a creative supervisor. The 

creative supervisor must recognise the correct process for a project depending on the client’s 

wishes. Moreover, the creative supervisor will have to estimate the actors who should be 

involved in the process and thereby provide the necessary skills and knowledge. Finally, they 

need to be able to motivate people working in the team and bring the best of the actors into the 

group. If the creative supervisor knows the artists in the team it is easier to benefit from the 

tasks distributed. 

 

Understanding of the requirements of the creative product 

Again, the creative supervisors develop a thorough understanding of the requirements for the 

delivered product. As mentioned this skill will be optimised while gathering more experience. 

 

3.1.1.2.3 Client 

Clients in general have an important say when considering the creation of creative products. 

Throughout the process and execution of the outcome it is important that the client is satisfied 

and involved. The client mainly talks to the creative supervisor who further distributes the 

communication to the artists. Sometimes, the client has unattainable requirements in a certain 

task and that can cause a mismatch across the collaboration. In many occasions the client is 

not the end-consumer which means the client talking to the creative supervisor must further 

communicate the current situation. Several actors involved across the chain of communication 

can increase the chance of miscommunication and misunderstandings (Seidel 2009). Now, the 

properties concerning the client will be described 

 

Expertise 

The client’s ability to know and provide the right kind of expertise is crucial for a lean process. 

If the client is aware of the creative limitations and possibilities it is easier to collaborate with 

the artists and creative supervisors. It can limit the creative process if the client keeps 

demanding tasks which are not possible to create in practice. When the clients know about 
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creative tasks, like visual effects, they can affect and change the process much earlier if 

necessary (Seidel 2009). 

 

Location  

As explained earlier, digital communication is not as useful as face-to-face meetings. It can be 

challenging to meet in person in the modern globalised world. It is most certainly a factor which 

must be considered before partnering up for a project. 

 

Understanding of the requirements of the creative product  

The client often has a clear idea of what the outcome, of the product, should look like. They 

believe the initial planning, communication during the process and execution can and will 

create a product which is acceptable and expected. This is highly controlled by the 

understanding from all actors involved during the process. However, in many cases the client 

gets aware of the specification of the product only when it has been executed. Sometimes, the 

client has a clear vision of what needs to be done, but in other cases the client trusts the 

creative team and supervisor to provide a satisfactory product (Seidel 2009). 

 

3.1.1.2.4 Constraints and IT 

Stefan Seidel describes how the “creativity-intensive process” is affected by any constraints 

with IT being a main point. In this case it is described with the term “organisational resources”. 

He further describes how budget and time in a project seemed to be the most relevant areas 

concerning this matter. Beneath is the overview of time and budget constraints. 

 

Time 

Creativity is limited under pressure which affect the artist developing designs and innovative 

ideas. As Seidel puts it as well: “Obviously, there is a close relationship between the resources 

of time and budget” (Seidel, 2009 p. 141). It is highly relevant when controlling the quality of 

products. 
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Budget 

When managing processes in case organisations the budget is crucial. The budget should be 

settled before starting the project. That will create an overview of how to divide creative tasks, 

management of processes etc. If certain tasks cannot be completed within the current budget 

the client must be included. Either the budget is further extended, but most often the solution 

will have to be skipped to stay within the budget estimation. This area will demand tough 

decision-making to stay within budget and at the same time be able to deliver the product of 

highest quality (Seidel 2009). 

 

3.1.1.2.5 IT within the creativity-intensive process 

As described, IT also has a central role in the creativity-intensive process. To support different 

strategies, systems for group-communication and knowledge-related technology are used to 

make digital communication and knowledge-sharing more aligned (Seidel 2009). Beneath is 

the overview of the IT context. 

 

Knowledge management systems  

Systems controlling knowledge management are used in context with creativity. Explicit 

knowledge is a crucial factor when working with creativity. Locating and interpreting knowledge 

while using the fitting tools will create a better approach (Seidel 2009). 

 

Asset management systems 

The asset management systems are used in the process of understanding the creative product 

requirements while looking into existing valuable assets. Storing assets is an important activity 

which can secure efficiency and keep knowledge in the process (Seidel 2009). 

 

Group communication systems 

Both creative and non-creative people are involved in a creative process and the tasks 

connected to it. Based on that fact, it is important for all creative and non-creative actors to 

communicate with each other throughout any process. For an artist it can be difficult to 
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coordinate and estimate whether the opinion of a creative supervisor is relevant in a specific 

task. Especially if there is pressure from the client (Seidel 2009). 

 

Workflow-related systems 

In practice, the ideal solution for creative teams is to spend all working hours on the creative 

product. However, much time is spent on coordination and communication with other actors 

included. Systems controlling coordination, like task-lists, are used for more efficient alignment 

between teams. Making sure those processes are aligned will make it possible for artists to 

focus on creative tasks. The creative supervisor has an important role when adjusting and 

coordinating internal and external processes (Seidel 2009). 

 

Artist systems 

Each system has specific tools used for specific activities. Artist systems are used by artists to 

generate creative outcomes. They differ from the other systems being more structured (Seidel 

2009). 

 

3.1.1.2.6 Creative product 

The last section in the “Categories providing the organisational context” group, concerns the 

creative product. They are described as business objects in business processes (Seidel 2009). 

Furthermore, they are generated within the process and affect the outcome. Artists develop 

creative products collectively and are in most cases for a client. Stefan Seidel explains how 

creative products in many cases are part of a more complex product. Therefore, it is important 

that the creative products fit together with the overall product and challenges can occur in that 

context. Beneath is the properties for creative products described. In more detail, the 

properties explain the important steps when managing creative products in the creativity-

intensive process. 
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Intermediate product specifics 

Creative products are often going through small processes with development and corrections 

before deemed done. 

 

Final product specifics 

When no further adjustments for the intermediate process is needed, the final product has 

been finalised. 

 

Quality 

The term “quality” is subjective, but in this context describes the creative and technical 

requirements. Those requirements estimate whether the quality is appropriate and acceptable 

for the final product. 

 

3.1.1.3 Strategies 

In creative environments process managers (creative supervisors) control their processes by 

combining different strategies. The creativity-intensive process is complex and Stefan Seidel 

mentions two strategic main categories as important for the managerial practices: “strategies in 

communicating with the client” & “strategies in internally managing creativity-intensive 

processes” (Seidel, 2011 p. 421). Beneath the two main strategic categories will be outlined 

starting with “strategies in communicating with the client”. 

 

3.1.1.3.1 Strategies in communicating with the client 

From the strategic perspective, several purposes are important when securing a mutual 

understanding with the client. Especially because a satisfying outcome is the end goal of the 

project. Both the technical and creative requirements must be aligned and therefore it is 

important to estimate whether the visions of the project can be met with the current setup. 

Creative risks can then be avoided and essentially an establishment of mutual trust can start to 
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develop. If trust is damaged it can affect the outcome, but also the process towards it (Seidel 

2009). The following statements below will create an overview of important areas. 

 

Creative brief 

This activity secures the mutual understanding between artists and client while discussing 

creative possibilities for the product. It is not only a brief on what the artist and client want from 

the outcome. If the artist spots a possible optimisation or barrier it can be flagged and 

adjusted. The artist might also have solutions for an obstacle (Seidel 2009). 

 

Providing stimuli 

The strategy of stimuli can be effective for the actors providing the project. How a creative idea 

is presented can affect the perception of it. The client might accept the solution and the project 

can move forward (Seidel 2009). 

 

Showing references 

Presenting other cases where the same ideas are working can convince the client to accept it. 

It creates reliability when ideas have brought satisfying results earlier and it can help the client 

to better understand the process towards the goal (Seidel 2009). 

 

Showing work in progress 

When executing tasks, it can be a strategy to include the client and show the creative product. 

The client can follow the small processes and feel more included which are more informal 

compared to actual approval meetings (Seidel 2009). 

 

Approval and review 

Reviewing and approving tasks carried out in a certain time-frame is important for projects to 

continue. It makes sense to only work on creative tasks approved by the client. They also help 

to secure the artists being on the right track. There are different types of approval processes. It 
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can be supervisors approving the work from the artists, clients approving artists or the whole 

group together. Meeting as a group is recommended because it will break down 

communicational steps and barriers between the groups (Seidel 2009). 

 

3.1.1.3.2 Strategies in internally managing creativity-intensive processes 

The creativity-intensive processes are among others managed by creative supervisors 

securing all actors are working towards the same goal. Several obstacles can occur in the 

process and resources must be measured and divided correctly. This activity can be difficult 

depending on the size of project and actors involved. Both technical and creative aspects will 

have to fit together while making sure people involved are feeling motivated and satisfied 

(Seidel 2009). The section below will present an overview of the internal strategies while 

managing creativity-intensive processes. 

 

Task allocation and team building 

It is important that artists, carrying out tasks, have the right amount of expertise. Task 

allocation is used to establish various forms of knowledge transfer. Tacit knowledge is difficult 

to share, but letting a senior and junior employee work on the same task can establish a 

transfer of tacit knowledge. As mentioned, creativity is highly expressed through tacit 

knowledge and therefore this activity can optimise and further develop the creative mind-set 

with less experienced personnel. Embracing tacit knowledge can make people more efficient 

with their own creative agenda and build motivation towards other tasks as well (Seidel 2009). 

 

Resource allocation  

The most important resources in the creativity-intensive process were identified as time and 

budget. Lack of time will most often affect the quality the creative products and creative 

supervisors try to be prepared for the more complex tasks to allocate the correct amount of 

resources and expertise. In general, the creative personnel have more creative freedom if 

there is no time pressure (Seidel 2009). 
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Managing the scope of creativity 

Creativity is rarely connected to the fitting processes without guidance and therefore it must be 

managed and directed into the right paths. Creativity must in most cases be encouraged and 

accepted by the creative organisations. Showing former examples used in projects and use 

them as references can be one strategy to further inspire the personnel in creativity (Seidel 

2009). 

 

Internal reviews 

There is always a risk while carrying out a project and internal reviews can be a solution to 

minimise the possibility of complications happening. Usually it is artists and creative 

supervisors who are involved in the reviews. The supervisors have the responsibility for the 

project to be as the client wants it to be and the artist must follow the instructions to a certain 

extent. This strategy is also used to encourage creativity and realign if necessary (Seidel 

2009). 

 

Internal breakdown 

Sub-tasks and processes are an important part of the creativity-intensive process. They help to 

measure the activities and create a better overview of the process. Especially if the project is 

complex and demands many various tasks from the artists. This strategy will help the 

capabilities of the organisation to match the requirements of the creative product (Seidel 

2009). 

 

3.1.1.4 Consequences 

Applying different strategies, when working internally and with the client, can help shape a 

beneficial process and outcome for the creative organisation. However, Stefan Seidel (2009) 

describes certain consequences which can occur when trying to apply these strategies. Both 

intended and unintended consequences can appear which will affect the collaboration and 

relationship. Beneath, an overview of the primary consequences are presented. They are 

primarily unintended. 
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Mutual understanding of requirements  

Artists, creative supervisors and clients communicate and agree the terms and conditions for 

the creative product. It is an important part of the project because it will affect the overall 

process and outcome (Seidel 2009). 

 

Mitigating operational and creative risk 

Both creative and operational risks are part of the process and the creative organisation must 

mitigate those to the client. This communication strategy is used to make the client better 

understand the steps and tasks involved (Seidel 2009). 

 

Operational process performance  

This consequence refers to the measurement of budget, process efficiency and time. 

Companies use strategies known from management of processes where optimisation and 

automation are valuable activities (Seidel 2009). 

 

Creative process performance 

This area concerns the performance of the creative product and will be measured by looking at 

its appropriateness and novelty compared to the end-goal. The quality of the creative product 

will tell if the performance of the creative process can be deemed satisfactory (Seidel 2009). 

 

Client satisfaction  

Several factors determines whether a client is satisfied with the outcome. The crucial elements 

of the process are the creative organisations ability to deliver a high-quality product while 

keeping time and budget as estimated before starting the project (Seidel 2009). 
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3.1.1.5 Propositions 

The propositions will be presented in a table (Appendix C) and create an extended overview of 

the investigations done by Stefan Seidel. As described by Stefan Seidel: “The study suggests 

that differing understandings of the requirements of the creative product of clients, artists, and 

creative supervisors in particular contribute to the uncertainty that is linked to creativity-

intensive processes” (Seidel, 2009 p. 168). The propositions are not equally descriptive or 

thorough, but will provide the reader with insights into different considerations, challenges and 

tendencies which can occur during a creative process. The propositions are based on the 

categories mentioned earlier, the strategies used, and consequences described during the 

collaboration among creative organisations and clients. 

 

3.2 Pockets of creativity 
Seidel et al. (2010) discovered through observation, and data collection in several creative 

businesses, that the levels of creativity throughout the business processes vary. From the first 

birth of the product concept to the final completion of it, many steps or sub-processes, are 

involved. The overall process cannot be described in binary terms as creative or non-creative 

but rather as a mix of both clear, linear and describable process as well as creative non-

describable processes. The level of creativity cannot be entirely known in advance. However, 

often there will be a hunch of how the sub process will be executed. 

 

Usually, the production will start with single sub processes in which the rest of the business’ 

sub processes evolve. The start of a process can be either creative intensive or a well-

structured process that can lead to several sub layers of processes where some can be 

considered creative intensive and others more well-structured and linear. According to Seidel 

et al. (2010) it can be stipulated that no production process can exist by having only creative 

sub processes or well-structured sub processes. The complexity of design and production will 

always involve steps that inherit either some level of creative openness or some form of 

structure, in order to be carried out by members of the organisation. The factors determining 

the degree of the creativity, of the sub process, can include such aspects as “creative tasks, 



37 
 

technical tasks, granularity, inherent process steps, sub-processes, recurrent elements, and 

patterns.” (Seidel et al., 2010 p. 421) 

The authors describe three different types of uncertainty that are present throughout the 

production process. These include the concepts of product, process, and resources. They all 

play an important role for the employees involved in the different sub processes. They will find 

a certain level of both uncertainty and constraint which affect how the work can proceed and 

be conducted. 

 

3.2.1 Product uncertainty  

When designing and creating a product, there can be several factors in regards to the final 

outcome of the product itself that is often not known in the early stages of development. These 

will often be discussed and prototyped during the process and are therefore subject to change 

before coming to a final design. Factors like conflict between employees due to differing 

interpretations and opinions can lead to uncertainty of how the final decision will look. As well 

as lead to trying out various options in an open end process and judging which works best over 

time (Seidel 2010). 

 

3.2.2 Process uncertainty  

The structure of the process that directs the entire flow of the operation also entails a level of 

uncertainty. The uncertainty varies from each individual process as there are differing opinions 

from the creative people involved but also as the evolving product characteristics take form. In 

creative sub processes such things as the required steps, the number of iterations and flow of 

control are difficult to determine beforehand. Rather, it is something that evolves as the 

development is in progress. The creative individuals often involved in these sub process, as 

well as how they work, will result in a more flexible and ad hoc structure. This can be such 

things as having fluidity in the process and jumping steps if deemed necessary at the time. 

Thereby increasing the process uncertainty (Seidel 2010). 
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3.2.3 Resource uncertainty 

The required resources can be more difficult to estimate in the more creative intensive 

processes. For example the amount of time an individual uses on solving a creative intensive 

task is measured as a resource but this can be hard to determine beforehand. It is difficult to 

know in advance that such a task would take ten hours and not eight all depending on the 

individual performing the task. To further increase resource uncertainty the individual might 

need specific resources, either creative or standard, to perform the task (Seidel 2010).  

 

3.2.3 Constraints 
Besides uncertainties Seidel et al., (2010) also identifies three correlating types of constraints 

related to the above mentioned sub processes. These constraints limit the uncertainty of the 

three mentioned categories of uncertainty. There will always be some kind of constraint on a 

process since resources can be hard to find, the client wants something very specific or the 

process itself needs to undergo certain steps to ensure eligibility to the overall process. The 

three constraints are, like uncertainty, Product, Process and Resource. 

 

3.2.3.1 Product constraints 

When designing, and producing a product, there will always be certain constraints involved in 

the process. Workers will never have completely free reign to make a product exactly as they 

envision themselves. Often there will be several review cycles in which certain requirements 

are put forth in order to secure specified characteristics of the final product. While this help 

define the product for the client specific purpose, it also reduces uncertainty and hence the 

creative freedom to create a non-specified product for a client. It is also important to ensure 

that there is some sort of direction in the process of creating a product (Seidel 2010). 

 

3.2.3.2 Process constraints 

A process is often subject to standardised steps, which ought to be taken, to ensure that the 

output retains some sort of quality. These guided, or even mandatory, steps is a constraint to 
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the process itself but will help reduce the uncertainty regarding the work process quality 

assurance. Dependencies, between tasks and steps, are also viewed as a constraint on the 

process that will often take away time from the overall deliverance of the product However, 

They are necessary to once again reduce the uncertainty surrounding the process and the end 

product (Seidel 2010).  

 

3.2.3.3 Resource constraints 

Processes involving creative intensive work often include several non-tangible resources such 

as time, man hours, budgets etc. which are not easily put down on paper. Further these 

tangible resources such as computers, software and even pen and paper, could be needed to 

ensure that a process, and hence the product, is completed to the required specifications. All 

of these resources can be constrained by the lack of them. Number of man hours can be hard 

to specify in a creative intensive process but the product will still need to meet the 

requirements set forth by the overall process. Likewise, time is usually a constraint on the 

overall process and one that trickles down to the sub processes. While all of these constraints 

limits the possible outcome of the process they help reduce uncertainty related to all of them 

(Seidel 2010).  

 

3.2.3.4 Integrated framework for pockets of creativity in business processes 

An important aspect to take into account when dealing with the nature of work processes and 

the elements involved, is the relationship and impact they have as an interconnected network. 

The relationship between uncertainty and constraints is an especially important one to 

understand since they act in relation to each other rather than independently.  As explained, 

uncertainty and constraints work, in some way, as polar opposites of each other. The more 

constraints you have in a work process, the less uncertainty you will experience. There can 

also be found mutual relationships between the product, process, and resources. This goes for 

respectively the issues of uncertainty and constraints when dealing with the three elements 

mentioned. Product and process constraints was found to have a one way direct effect on 

product and process uncertainty. While resource constraints and resource uncertainty were 
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found to have a bipolar effect on each other. All in all, it makes for an integrated framework 

which is important to have in mind when examining pockets of creativity (Seidel 2010). 

 

3.3 Cultural implications shaping the creative process 
In this research paper we argue that culture shapes creative processes and the use of 

information systems related to these processes. In order to back these claims we use several 

concepts from the vast literature on organisational culture and subcultures. We understand 

that both topics are vast and subject to scrutiny. Therefore we have defined what we mean 

when we say both organisational culture and subculture. 

 

After we have defined the concepts and theories used in this concept we will move on to our 

last concept regarding knowledge management in creative environments. 

 

3.3.1 Organisational culture 
Over the decades, culture has been a continuing focus for organisations within many different 

fields. Managerial literature has for a long time promoted the idea that having a strong culture 

within an organisation, will lead to more effective results and efficiency (Schein, 2010). Culture 

plays a big role if one is to engage in a thorough investigation of the processes and the 

behaviours that exists within an organisation. In this paper we have chosen to define and 

investigate the concept “organisational culture” by using the following statement:  

“a set of basic tacit assumptions about how the world is and ought to be that a group of people 

share and that determines their perceptions, thoughts, feelings, and, to some degree, their 

overt behavior” (Schein, 1996 in Drake et al., 2004, p. 69).   
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Figure 3.3.1 - Layers of organizational culture (www.valuebasedmanagement.net) 

 

The framework, originally developed by Schein, will be used to analyse the organisational 

culture in the companies involved in this project. The framework involves three different layers 

of culture found inside an organisation. These layers are artifacts, espoused beliefs and values 

and underlying assumptions. This concept, as explained by Schein, represent “the degree to 

which the cultural phenomenon is visible to the observer” (2010, p. 23). The closer a 

researcher wants to examine the inner workings of organisational culture, the more in-depth 

the investigation has to be in terms of observing the members of the culture. The first and most 

obvious observable layer of organisational culture is artifacts. These artifacts can be 

discovered by observing the environment and include elements such as technology, systems, 

language, published internal documents etc. The artifacts, which could also be of importance, 

is the physical design and structure of the environmental surroundings in which the employees 

spend their work days in. This can often correlate to how the organisational hierarchical 

structure is planned out and enforced by the management. Even though artifacts is the first 

layer, one is to encounter when entering an organisational environment, Schein (2010) notes 

that “it is both easy to observe and very difficult to observe” (Schein, 2010 p. 24) stressing the 

point that it can still require a certain amount of effort to find. Artifacts are an important aspect 

when experiencing a first impression of a certain culture, but it is crucial to delve deeper into 
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the more subtle layers if one is to gain more understanding. One “must talk to insiders to 

analyse the espoused values, norms and rules that provide day-to-day operating principles by 

which the members of the group guide their behavior” (Schein, 2010, p. 25). Espoused beliefs 

and values involve the ideologies and ideals that are present in the organisation. As well as the 

goals and aspirations which it has for the future (Schein, 2010). These elements will be formed 

by a consensus among the members and in accordance to what is deemed effective and 

relevant. An example can be a manager, who suggests a solution to an issue, which then 

subsequently is seen as having a positive effect. This suggestion can then be a continuously 

used solution by that particular culture. Something important to notice is that due to espoused 

beliefs and values being highly abstract, they can seem contradictory. This can be seen in 

cases where companies claim to have the highest quality as well as the lowest cost. They can 

also be less observable when companies “espouse teamwork while actually rewarding 

individual competitiveness” (Schein, 2010, p. 27). These beliefs and values may transform into 

basic underlying assumptions, which are the assumptions that have been adopted by the 

group, and are so embedded in the culture that they come to be taken-for-granted. With some 

assumptions that have a large subscription by the group “members will find behavior based on 

any other premise inconceivable” (Schein, 2010, p. 28). Since the basic underlying 

assumptions are part of the core of the culture, they are extremely difficult to alter. This is 

because members of the culture have had a repeated success with implementing these 

values, and thus have deemed them effective (Schein, 2010). 

 

3.3.1.1 Subcultures 

When taking a look at the concept describing subcultures, examination of the degree of 

cultural integration is important. This refers to the level which subcultures are integrated into 

within the organisation they exist and how they function within the overall organisational 

culture.  
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Figure 3.3.1.1 - The diversification of subcultures (Hatch, 1997) 

 

There are five variations that can be presented when dealing with this issue. On a spectrum, 

they are; unitary, integrated, differentiated, fragmented and disorganised (Cheney et al., 2011). 

This continuum of variations give an overview of the degree of unification or disorganisation of 

subcultures within the organisation.  

 

The first variation, Unitary, refers to an overall organisational culture in which the culture is so 

unified that no various subcultures can be felt. It means that all the employees of the 

organisation subscribe to one set of common assumptions and norms (Cheney et al., 2011). 

The second variation, Integrated, is where the subcultures within the organisation are to some 

extend present. However, they are able to co-exist in a form on symbiosis with each other 

without conflict or issues that obstruct their existence and functioning. 

In the third variation, differentiated, diverse subcultures will exist within the organisation. They 

will share similarities in some aspects, but have notable differences. Co-existing without 

tension will be possible in most cases, but the subcultures will support their different values 

respectively (Cheney et al., 2011). 

The fourth variation, fragmented, describes a culture with a distinct degree of disintegration 

within. Only some subcultures can be found to have similarities with each other. Most will have 

very differing norms, values and assumptions. The relation between the subcultures will 

therefore be a lot weaker than in the variations presented above. Giving rise to more friction 

and seclusion between them (Cheney et al., 2011). 
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At the end of the spectrum, we find the disorganised variation. This exists in contrast to the 

unitary variation on the continuum. In disorganised cultures there will be found no overall 

organisational culture. Instead, subcultures will exist like separate islands, not sharing any 

common values at all. However, these subcultures do not share the same functioning in the 

other cases of variation. Employees are still able to work towards and agree on certain values, 

norms and strategies derived from the overall organisational culture. However, in the case of 

disorganised cultures, this is something that is not a possibility. The high level of difference 

between the subcultures will most likely result in conflict and fraction if pushed together. There 

will be a clear lack of overall organisational culture to function as a mediator between 

subcultures (Hatch, 1997 in Cheney et al., 2011). 

 

3.4 Knowledge management in creative environments 
Our last concept revolves around the field of study known as knowledge management. This 

field contains many theories that can be seen as relevant to research on its own. We limit this 

field to only include theories and concepts that are useful to our research topics and hence it 

will include theories surrounding boundary spanning and the creative ways of thinking. 

Once this concept has been fully explained we will go into our methodology and how we have 

gathered our research data. 

 

3.4.1 Boundary spanning  
Being able to build efficient practices in large organisations are largely dependent on the ability 

to utilise diversified expertise and experience. Fostering cooperation and sharing between 

different organisational units and divisions is therefore a task that has to be taken seriously. 

The concepts of boundary spanning will enable one to harvest the potential in these aspects. 

Integration of different types of expertise and sources of knowledge and work play a vital role 

in achieving this. Enabling companies to overcome difficult obstacles (Dyer & Singh 1998; 

Grant 1996; Kogut & Zander 1992; Nahapiet & Ghoshal 1998; in Levina & Vaast, 2005).  

As mentioned before in this paper, boundary spanning is a concept that has the purpose of 

breaking down barriers between actors to ease communication and optimise information flow. 

It involves “vital individuals who facilitate the sharing of expertise by linking two or more groups 
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of people separated by location, hierarchy or function” (Levina & Vaast, 2005, p. 338).  

There are different types of boundary spanners that exist within organisations. In order to 

classify them, they can be put into two different groups according to their functionality. The first 

one can be called nominated boundary spanners. These are certain employees that are 

specifically put in a position that requires them to perform the role of spanning certain 

boundaries within the organisation. However, in reality they are mostly engaged in their own 

specific professional field. This means that they therefore fail to actually span the boundary of 

the separate professional fields that they were tasked with. Therefore, there is no bridge 

between the fields where one was originally planned to be established (Levina & Vaast, 2005).  

 

 

Figure 3.4.1 - Illustration of boundary spanners in practice. Letters represent agents within the 

respective field A and field B. Boundary spanners in practice are represented as AB within a joint field 

 

The categorisation that can be made is boundary spanners in practice. In contrary to 

nominated boundary spanners, they succeed in achieving to span the gap and acting as a 

mediator between two fields of knowledge and practice. Fields that would otherwise be 

disconnected to each other. There are certain conditions that have to be met before a person 

can be seen as a boundary spanner in practice. Firstly, the person has to become a somewhat 

legitimate participant in all of the fields of practice in which they are spanning. This means that 

the boundary spanner will be seen as valid by the other members in those fields of practice. 
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The second condition is that the boundary spanner cannot merely work as any other 

participant in the fields that are being spanned. The person also have to function as sort of a 

negotiator “on behalf of the fields whose interests they are to represent” (Levina & Vaast, 

2005, p. 353). A third condition entails the boundary spanner have a personal incentive to take 

this special role in the organisation. They cannot simply be put in the position, but have to be 

engaged and motivated themselves. Motivation and incentive can vary from person to person. 

Some might be incentivised by economical reward, others might do it for promotions within the 

company or simply to gain greater personal knowledge and satisfy curiosity (Levina & Vaast, 

2005). 

Although boundary spanners are trying to close the gap between two fields, they can be limited 

in their effort to do so. This implies that they can have a limited social network or have physical 

constraints in not being close to different departments. Here, the concept of boundary objects 

become an important factor (Star & Griesemer, 1989 in Levina & Vaast, 2005) These boundary 

objects can include everything from engineering sketches to design drawings to accounting 

ledgers and other standardised reporting forms (Bechky 1999; Henderson 1991; Briers and 

Chua 2001; Bowker and Star 1994; Bowker et al. 1996; Star and Griesemer 1989 in Levina & 

Vaast, 2005). Listing what makes a successful boundary object however, is a difficult task. 

Two types can be classified. Designated boundary objects, are artifacts that by design have 

properties that were intended to support boundary spanning (Levina & Vaast, 2005). The other 

class are boundary objects-in-use. These artifacts are usefully incorporated between to diverse 

fields of practice (Star and Griesemer 1989 in Levina & Vaast, 2005). Whether or not this 

boundary object were originally designated to have this role it has now acquired “a common 

identity in joint practices.” (Levina & Vaast, 2005, p. 342). 

 

Looking at information processing can gives us some clues about “the actions and interactions 

of organisational members” (Carlile, 2002; Levina and Vaast, 2005; Orlikowski, 2002 in 

Andersen & Kragh, 2014 p. 788). Through this, a number of practices can be identified 

(Andersen & Kragh 2014). Such practices as making room for creativity, defining the creative 

space and acting in the creative space were categorised in relation to the meta-practices done 

by managers. In terms of “making room for creativity” managers deal with the important issue 

in that “in order to tap into of employees’ creative potential, an environment that nurtures their 
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potential must be provided” (Cummings and Oldham, 1997 in Andersen & Kragh, 2014 p. 796). 

Managers need to continuously work for freeing up resources and build the required legitimacy 

for their creative projects. This is followed by needing to shape the creative process and 

activities so they can align to other creative activities in other parts of the organisation 

(Andersen & Kragh, 2014). This leads to the second critical heading, “Defining a creative 

space”. This refers to the trade-off that manager’s deal with when trying to balance the 

“playfulness with the need for focus and collaborative work” (Dougherty and Takacs, 2004 in 

Andersen & Kragh, 2014 p. 798). Here managers must create the opportunity for setting up 

liminal spaces. This include the “suspension of normal practices and order, momentarily 

replacing them with new rites and rituals” (Andersen & Kragh, 2014 p. 798). This can for 

example be staged using creative physical rooms and work spaces along with new 

management practices which support the supporting rights to creative work (Andersen & 

Kragh, 2014). This leads to the third and final heading observed by Andersen & Kragh (2014), 

“Acting in the creative space”. This concerns the unfolding of management processes. For the 

managers, this involves the “trade-off between encouraging individuals to think outside the box 

and the establishment of some measure of shared perspective and direction in the creative 

activity” (Andersen & Kragh, 2014 p. 800). The creative spaces contain the practices set up by 

managers to integrate the different types of knowledge needed to reach the goal of the project. 

This will imply that a translation between different knowledge areas will be a part of it. 

Managers will have to “interpret the various roles and activities of the creative team to make 

them accessible to, and valued by, other team members” (Andersen & Kragh, 2014 p. 801). 

Thereby helping the members of a community or department reach a better understanding of 

how the knowledge from a different community or department will be able to fit into their work 

context (Andersen & Kragh, 2014). These three headings together give an overview of some of 

the important aspects which managers have to deal with when it comes to setting the stage for 

boundary spanning in creative businesses. This gives a more holistic view of all the integral 

parts that are in play during such complex internal projects and practices. This phenomena will 

be shown in greater detail during the showcasing of the company case which this paper deals 

with. 
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3.5 Convergent and divergent thinking 
For a system to be designed for creatives, it is important to understand what lies behind some 

of the creative processes. As Müller-Wienbergen et al. (2011) explains, in their article “Pockets 

of creativity in business processes”, there are processes which are systematic and easy 

definable and other processes which are creativity intensive. These processes are difficult to 

define, but instead we can try to understand the actual inner workings of creativity itself. To do 

so, the notion of convergent and divergent thinking is introduced. These two types of thinking 

are widely accepted as the main component of creative thinking (Cropley, 2006, Müller-

Wienbergen et al., 2010). In their article “Leaving the beaten tracks in creative work” Müller-

Wienbergen et al. (2010) explains the importance of incorporating both types of thinking when 

designing systems for creative use. To further understand why this seems to be an important 

aspect of the design process and also business process management we must first 

understand what the two types of thinking do. 

 

Convergent thinking is “the mode of human cognition that strives for the deductive generation 

of a single, concrete, accurate, and effective solution” (Müller-Wienbergen et al, 2010 p. 3). In 

layman terms this can be explained as the process of generating one single answer, often the 

best or correct, to a clearly defined problem or question. The main proponent of convergent 

thinking is that is, as explained above, strives to only define one given answer to a problem 

hence resulting in an either right or wrong answer. By only giving one answer, convergent 

thinking does not leave any room for ambiguity in the end (Cropley, 2006). What makes it 

interesting for business process management is that it involves the creation of new knowledge 

by using existing knowledge to form the right answer (Müller-Wienbergen et al., 2010, Cropley, 

2006). 

  

Divergent thinking “requires imagination, provocation, unstructured syntheses, serendipitous 

discovery, and answers that break with conformity” (Müller-Wienbergen et al. 2010 p. 3). In 

other terms it can be described as the production of multiple answers with the already known 

information. It involves making several connections that are novel in its own way thus 

producing something completely novel from the information already given. Hence the solutions 



49 
 

and outcomes from the same information can differ vastly between individuals but not 

necessarily as a worse output (Cropley, 2006). 

Combining convergent and divergent thinking becomes an important aspect for creative 

individuals. As Woodman et al. explains: “For a creative person to produce socially useful 

products, his or her divergent thinking must come hand in hand with convergent thinking” 

(Woodman et al., 1993, p. 299, as cited in Müller-Wienbergen et al., 2010, p. 3). Cropley 

(2006) further explains that the use of convergent and divergent thinking becomes visible when 

“converting mere novelty into effective novelty (i.e., creativity) requires both generation (via 

divergent thinking) and also exploration (via convergent thinking).” (Cropley, 2006, p. 9). 

 

3.5.1 Designing systems that supports both modes of thinking 
In order for a system to support both convergent and divergent thinking a set of system 

requirements are set by Müller-Wienbergen et al., (2010). These requirements are split into 

convergent and divergent requirements with three requirements for each cognitive thinking 

support. The first three requirements are the convergent thinking called C1 to C3. 

 

C1 - Organize available knowledge hierarchically 

In the convergent thinking requirements it is firstly noted that the retrieval of existing 

knowledge is not what is meant by convergent thinking but more the search or browsing for the 

existing knowledge. This is then best done by ensuring a hierarchical categorisation of the 

knowledge so that the individual can be supported by the system in this process. This process 

then also fosters abstract similarities in the cognition between “seemingly disparate entities” 

(Müller-Wienbergen et al., 2010, p. 6). 

 

C2 - Provide diverse perspectives on existing knowledge 

Individuals search for knowledge and information in different ways (Müller-Wienbergen et al., 

2010). This also means that for requirement C1 to be effective, different means of 

classifications must be available to the users of the system. As individuals search and browse 

independently from each other it is important that they are capable of using their own semantic 
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classification of the knowledge that they are getting inspired from. This will ultimately support 

the creative individuals and their tasks. 

 

C3 - Enable dynamic filtering of the knowledge base 

It is suggested that the human cognitive capacity to process information is limited and 

therefore there needs to be a way for the individual to control and filter what information they 

are looking at. A creativity support system would then also have to include advanced filtering 

and querying capabilities (Müller-Wienbergen et al., 2010). This would optimise the search and 

browsing process for each individual and ensure that they are not overloaded with information 

instead.  

 

The following three requirements, which supports divergent thinking, are listed as D1 to D3. 

 

D1 - Provide external stimuli 

To ensure that the thinking established by the individual creative does not become too 

convergent, the system must be able to provide stimuli to the divergent thinking from external 

sources. For example they can help with setting up unique search cues. 

 

D2 - Provide different levels of stimuli 

By providing the individual with both intra-domain and inter-domain stimuli, the output becomes 

more novel in its ways of interacting with the given situation. Intra-domain and inter-domain 

refers to ideas generated within the same category as the object that is being designed or 

created. Inter-domain refers to ideas generated outside the same category as the object and 

thus constitutes part of the idea generation in divergent thinking. The end goal is to stimulate 

paradigm-modifying behaviour in the individuals which means that they “redefine a given 

problem or its elements” (Müller-Wienbergen et al., 2010, p. 8). 

 

 

 



51 
 

D3 - Stimulate both symbolic systems of human cognition 

The dual coding theory (Paivio & Lambert, 1981) implies that there are two symbolic systems 

which are interconnected but also works independently. These symbolic systems are the 

verbal system handling all verbal information and a non-verbal system handling visual cues. 

While they can work independently, it is argued that verbal cues can spark the formation of 

images in the mind of others and likewise image cues can spark the generation of verbal 

ideas. This means that divergent thinking can arise from both forms of symbolic cognition and 

it therefore becomes an important design factor when creating creative supporting systems. 

All requirements are equally important but only including some, while leaving out others, will 

have a negative effect on the actual quality of the output. This is because a system will not fully 

support the creative thinking of one of the two modes: convergent or divergent thinking. 

 

4. Methodology 

Going forward, a thorough examination of the methodology in this paper will be explained in 

detail. It presents the overall methods used when collecting, analysing and describing the 

observations and data. The structure of the methodology will be as followed:  

At first, the research strategy will explain the overall plan for this research paper. Then the 

ontology and epistemology paragraphs will describe the overall lens used when investigating 

the different areas and data. Afterwards, the research design will present our research 

questions and explain the setting and approach of the study as well. Moving on, the 

analysation of the data collected is defined. This contains explanations of the types of data, its 

conduction and a coding scheme. Lastly, four important points concerning ethics, validity, 

generalisability and limitations will round off before entering the case in this research paper. 

4.1 Research strategy 
The focus in this research paper will be pointed towards three main areas: Creative actors’ 

interaction with process support systems, cultural implications shaping creative processes and 

knowledge management in creative environments. 



52 
 

R.K. Yin (1984) explains how several types of existing research strategies exist and how they 

can all be used to collect and analyse empirical evidence; experiences, case studies, surveys, 

archival analysis and histories among others. Each research strategy follows its own logic and 

brings a set of advantages and disadvantages where each one is unique. To identify the most 

appropriate strategy for each case, Yin identifies three conditions that must be taken into 

account to decide which research strategy is most suitable for a particular case; “the type of 

research question”, “extent of control over behavioral events” and “degree of focus on 

contemporary as opposed to historical events” (Figure 4.1). 

 

Strategy Form of 

research 

question 

Requires control 

over behavioral 

events? 

Focuses on 

contemporary 

events? 

Experiment How, why yes yes 

Survey Who, what, 

where, how 

many, 

how much 

no yes 

Archival 

analysis 

Who, what, 

where, how 

many, 

how much 

no yes/no 

History  How, why no no 

Case study How, why no yes 

Figure 4.1: Relevant situations for different research strategies (R.K. Yin, 1984) 

 

When considering the remarks made by Yin, and the fact that our research question is 

formulated as a “how” question, we were limited to the choices of research of a history, an 

experiment and a case study. Therefore, we contemplated the other aspects, which had to be 



53 
 

considered, before we were able to identify the type of research strategy needed. In contrast to 

a study done in a controlled environment, we did not need or had control over behavioural 

events. We had to focus on contemporary events. Considering these three conditions, and 

Yin’s (1984) situational example of when to make use of a case study: “when a ‘how’ or ‘why’ 

question is being asked about a contemporary set of events over which the investigator has 

little or no control”, the logical path to follow for this research was the use of a case study. This 

research strategy would allow us to study the “entire spectrum of social phenomena within an 

environment” (Harboe, 2010). 

 

For this paper to present the main areas and answer of our main research question, a large 

amount of data has been collected and analysed accordingly. Our methodological approach is 

crucial for our research study. As presented by Brown (2006) “Methodology is the 

philosophical framework within which the research is conducted or the foundation upon which 

the research is based” (Brown, 2006, p. 12). The following sections will explain the main 

methodological concepts used in our research strategy, collection and analysis of data, 

sampling rationale and quality criterion created from our personal experiences. Essentially, this 

approach will let the reader experience a comprehensive understanding of our research, the 

conditions in which it was executed and how we shaped conclusions and observations from 

our data. The methodology will provide the reader with valuable information allowing the 

reader to understand the reliability and quality of the research paper. 

 

4.2 Ontology 
For this paper we have taken the stance of a subjectivist ontological approach. Ontology 

describes “the position that social entities exist in reality external to and independent of social 

actors” (Saunders et al., 2012, p.131). In other words, it explains the perspective on the nature 

of reality that has been taken during the research. The subjectivist perspective would have 

meant that we would assert that “social phenomena are created from the perceptions and 

consequent actions of social actors.” (Saunders et al., 2012, p. 132). This means that the 

social interactions between the actors encountered, in relation to this paper, were seen as a 

continual process. The social phenomenon should therefore be regarded as being in a 
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constant state of revision. This leads to the term “social constructionism” which this paper has 

adopted too. This has meant we have taken the view that social actors perceive things 

differently. Therefore, reality is somewhat socially constructed and that one will find different 

interpretations of the same thing (Saunders et al., 2012). This is something that has been 

taken into account when collecting and analysing the data gathered from multiple sources. 

 

4.3 Epistemology 
Epistemology concerns ”what constitutes acceptable knowledge in a field of study” (Saunders 

et al., 2012, p. 132). With our ontological approach of the paper, explained earlier, we adopt an 

interpretivist approach in relation to the epistemology of this research. With the view of 

Interpretivism, we support the belief that it is of great importance for researchers ”to 

understand the differences between human in our roles as social actors” (Saunders et al., 

2012, p. 137). This implies that there is an important difference between investigating objects 

and human beings, which needs to be highlighted and taken into account. What is important is 

that humans should be seen as social actors which means they experience and interpret the 

world and surroundings through their very own mental models. Resulting in individual and 

unique experiences, perceptions and behaviour (Saunders et al., 2012). 

 

4.4 Research design 
The research design of a project, like the one put forth by this paper, involves several 

components. These include such things as the unit of analysis, the object of analysis, logical 

linking one's data to the proposition of the project, as well as the criteria for the interpretation of 

one's findings. As stated by R.K. Yin (1984) “a research design is the logic that links the data 

to be collected and the conclusions to be drawn to the initial questions of a study. Every 

empirical study has an implicit, if not explicit, research design” (p,. 18).  

For this project, we started to build our research design by coming up with an initial research 

questions in order to guide our approach when starting the data collection. These research 

questions were: 
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 (RQ1) What characterises business process management in creative companies, in the 

MARCOMM Sector, and what are the contextual factors that organisations in this 

industry need to consider when managing these processes? 

 (RQ2) How do creative firms manage their creative business processes and which 

strategies are utilised in that relation? 

 (RQ3) How are these processes and strategies combined, and how are they supported 

by IT? 

 (RQ4) What are the unintended consequences and trade-offs deriving from the 

utilisation of IT systems in creative businesses? 

 

These initial questions were based on the literature we gathered concerning the field of 

creativity, ERP systems design and organisational culture, among others. The literature gave 

us a specific insight into various problems and academic challenges which we judged to have 

a possible correlation with our case. We also had two internal researchers who had extensive 

knowledge concerning the internal workings of the two companies examined in this paper. This 

helped us gain a preliminary understanding of points of interest inside the companies in 

relation to the collected literature. When preparing our data collection we realised that the 

study would evolve during the process of analysis and data gathering. This was not surprising 

since we had adopted grounded theory, as an approach, where we allowed for deviations to 

the original proposed study. These four research questions, stated above, gave way to a 

structure of our methodological approach and had an initial influence on the interpretation of 

the data gathered. However, we came to realise that the formerly mentioned research 

questions would not be final since we could see an interesting development in our data. 

Through several iterations of the research questions we narrowed down what we perceived to 

give us the most ideal approach to the further data gathering. The final research questions 

came to be:  
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4.4.1 Research question: 
 

 How can process support systems adapt to the needs of users in environments where 

creative intensive processes are the main part of the business model? 

 

4.4.2 Sub question:  
 

 How do users interact with process support systems in creative intensive environments? 

 

 How do cultural environments affect these creative intensive processes and what could 

potential implications be? 

 

These research questions helped us shape the data analysis and the subsequent research 

paper. The following sections will in more detail explain the subsections of the overall research 

design. These sections include the exploratory study, research setting, research approach, unit 

and object of analysis, as well as the data analysis. 

 

4.4.3 Exploratory study 
In conjunction with the research design in this paper, an exploratory study was also involved. 

An exploratory study refers to asking “open questions to discover what is happening and gain 

insights about a topic of interest” (Saunders et al., 2012, p. 171). This type of study also holds 

the benefits of being adaptable and flexible in relation to new interests and topics that might 

surface and be discovered while the research process is ongoing. As Saunders et al 

emphasises it “exploratory research may commence with a broad focus but will become 

narrower as the research progresses” (Saunders et al., 2012, p. 171). 
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4.4.4 Research setting 
The research settings refers to where the data was gathered and what organisations have 

been researched in relation to this paper. In our case it is a vendor and vendee of an ERP 

system. The vendee carry out their activities in the creative industry and is characterised as a 

creative ad agency. 

 

The vendor has its main offices in Lyngby, Denmark, where all the interviews with people from 

the organisation were conducted. All interviews were conducted in adjacent meeting rooms. 

Furthermore, one of the internal researchers of this paper works at the vendor and therefore 

had an exclusive access to interviewees. 

The vendee has its main office in Copenhagen, Denmark, where all of the interviews were held 

as well. These interviews were also conducted in adjacent meeting rooms. Just as in the case 

with the vendor, one of the authors of this paper is an internal researcher who works there too. 

All other articles and research papers have been researched from decentralised positions as 

they have all been located online.  

 

4.4.5 Research Approach 
Our research approach was deeply rooted in grounded theory (Walsh, I. et al., 2015) and as 

such started off with an inductive nature. Our two internal researchers both agreed on the need 

for further research on creative companies and ERP systems. As they were both invested in 

the subject they suggested an approach to start gathering data with literature on the area in 

mind. Along with the data collection the inductive approach started evolving into an abductive 

approach. We saw this as a positive impact from the data gathered and started changing our 

data gathering and preliminary research setting. This changed multiple times until we ended up 

with the research in its current form.  

 

4.4.6 Unit and Object of analysis 
This research papers unit of analysis is the vendor and vendee on an ERP system. It is 

specifically the use and design of said ERP system, from here on known as the process 
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support system, within each company. The unit is not specifically a department within either 

vendor or vendee company but rather a select sample of users within the companies. These 

users have all been selected on a background of what they could provide to the research and 

that they needed to have an interaction with the process support system. The object of 

analysis is the use of the process support system in regard to concepts set forth on the areas 

of:  

 

 Actors using a process support system for creative projects  

 Cultural implications shaping creative processes 

 Knowledge management in creative environments. 

 

4.5 Data analysis 

 

4.5.1 Types of data 

 

4.5.1.1 Sampling 

Due to the possibility of interviewing the entire population of employees in the companies 

involved in this paper not being feasible, sampling was utilised (Saunders et al., 2012). The 

type of sampling chosen for this research project is what is called non-probability sampling. 

Sometimes also referred to as non-random sampling. This type is consisting of some degree of 

subjective judgement within in its processes. The technique used for this sampling is called 

purposive sampling. This implies that subjective judgement was used in order to enable the 

selection of participants. The selection was based on which participant would be able to best 

aid the goal of providing insight and data in order to answer the research question of this 

project. This technique “is often used when working with small samples such as case study 

research and when you wish to select cases that are particularly informative” (Newman, 2005 

in Saunders et al., 2012, p. 287). The above mentioned techniques in the sampling processes 
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are appropriate to use for the research conducted in this paper. Sampling frame was not used 

in this case and the participants were therefore not chosen randomly. It can therefore be stated 

that the sample is not “statistically representative of the total population” (Saunders et al., 

2012, p. 287). Furthermore, we also did assert a degree of variation in the selection. This was 

done in order to further better the quality of insight and data collected for the use of answering 

the research question. A heterogeneous sampling was adopted and utilised to gain important 

variation. Meaning that participants with different work areas, tasks, hierarchical position in the 

firms and backgrounds were chosen. This helped us to receive more diverse data results and 

gain a more complete picture (Saunders et al., 2012). 

 

An approach described as “snowball sampling” was used and is characterised as being part of 

“volunteer sampling”. It presents how participants are part of the study research after agreeing 

volunteering instead of being picked (Saunders et al 2012). This was the case of a couple of 

participants because one of the already chosen participants recommended them. The issue 

here could be a biased result when interviewing because those participants might share the 

same opinions. In the case of this research paper, we did experience shared opinions, but not 

on a level where we believe it is an issue. We had the new participants express their opinions 

and experienced new examples of interesting cases. When experiencing data being 

characterised as redundant, we stopped and moved on.  

 

4.5.1.2 Internal researchers 

Part of the research collection was chosen due to a high degree of accessibility into the 

organisations presented in the paper. As previously mentioned, two of the co-authors serves 

as internal researchers due to their status of employment in the organisations. The term, 

internal researcher refers to a person who is employed in the same organisation as the 

research project revolves around and examines (Saunders et al., 2012) and are also known as 

participating observers (Harboe, 2010). The co-authors are currently working at respectively 

the vendee and vendor company and have been for approximately one year. Therefore, they 

both have access to interview participants, as well as important insights and knowledge about 

the organisational structure and complexity. However, a possible disadvantage, is that internal 
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researchers may not be fully aware of the preconceptions it could bring. This is due to the 

persons having been employed and part of the organisation for an extended period of time. 

This can mean the problems, norms and value systems of the organisation could be 

unconsciously taken-for-granted due to embeddedness in the day to day routines. The internal 

researcher could therefore face issues when trying to articulate aforementioned topics 

(Saunders et al., 2012). However, it should be noted that the co-authors functioning as internal 

researchers could still be classified as relatively new in the organisations, only having been 

employed approximately one year. After consideration we did therefore not see this issue as a 

major limitation in this study. Any potential issue related to this, was kept in mind and 

discussed throughout the process of collecting data and in writing of the paper. On the other 

hand, many advantages also come with the prospect of having internal researchers. This 

include the quick and easy cognitive access, as they have ready-made insight into the culture 

and knowledge about other internal workings of the organisations. Furthermore, the employees 

view the internal researcher as an equal (Saunders et al., 2012). Here, the cognitive access 

plays a role in gaining the trust and “consent from intended participants […] in order to gain 

actual access to the data that they are able to provide” (Saunders et al., 2012, p. 211). Another 

disadvantage could also be the unintended bias of internal researchers, seeing how the 

companies might prefer a specific outcome of the research and data analysis. This is leading 

the internal researchers to unintentionally risk a distortion of the data collection and final 

findings, due to the impulse of satisfying the ulterior motives of the company and managers 

(Saunders et al., 2012). However, one co-author of this paper was not acting as an internal 

researcher in any of the case companies, thereby being able to act as a neutral researcher 

throughout the process. This helped in counteracting the potential issues. Discussions and 

analysis among the three co-authors were done to make sure not to distort data or findings. As 

the other co-authors would make sure to cross-reference opinions and perspectives to make 

sure that the paper would be reliant and legitimate. 

 

4.5.2 Conduction of interviews 
In order for us to investigate the case presented in this research paper, we had to collect 

primary data. We decided to utilise semi-structured interviews as our approach to the collection 

of primary data since we believe it to be most efficient when investigating a certain case. As 
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described earlier, two of the three actors executing this research paper are working in the 

companies where the data is gathered. One actor works at the vendee company and the other 

at the vendor company. Throughout the conduction of all interviews, we observed all the 

physical elements and the atmosphere present at the two locations. The following observations 

will be divided into two sections explaining our experience at each location. 

 

4.5.2.1 Coding 

In terms of structuring the collected data, we used an open coding scheme to process it. The 

open coding was utilised in order to “derive meaning from the subjects and settings being 

studied” (Saunders et al., 2012, p. 569). Labels were created and used in categories based on 

the concept of ‘in vivo’, in which the terminology attributed are based on what the participants 

used themselves. This was to ensure the meaning and essence of the thoughts and feelings of 

the participant, were not lost in the process. Below we will display an excerpt of the coding 

scheme to exhibit the process and final results.  

 

 

Figure 4.5.2.1 - Example of the coding table created for this paper 

 

After we had created our open coding tables, we started the process of axial coding. We did so 

to understand if there were links between the codes. These links could then be used to further 

our understanding of the data and help us towards developing a theory from the data 
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(Saunders et al., 2012). This process of deriving categories to create a theory, from axial 

coding, is also known as selective coding. This was our final step in coding and it gave us the 

insights needed to create and propose a new theory.  

 

4.5.3 Collecting data at vendee 
Before entering the company, our internal researcher made sure to get permission to conduct 

semi-structured interviews. Since some sensitive data concerning everyday tasks, processes 

and experiences were to be shared during the interviews, the top-management had to be 

notified and accept the requests. This accept can sometimes be difficult to get and the 

company can have several reasons for not providing it. Cases with trust issues or difficulties 

with the internal rank of the internal researcher can occur (Saunders et al 2012). In our case, 

this was not an issue. Furthermore, biased output when interviewing co-workers is also a 

possibility, but in our case it was the non-internal researchers of the group who controlled the 

dialog with interviewees. The collection of interviews were accepted and the internal 

researcher were allowed to handpick the employees needed for the interviews. The 

arrangements of the meetings were scheduled and was conducted with a flexible approach. 

Meeting-rooms were booked for a set date, but since many of the employees did not know the 

most suitable time for the interview, no particular order were chosen. We arrived at the 

company and experienced a bright office with the brand colours red and white as the most 

dominant colours (Appendix D). We noticed how many seats in the office were not occupied 

and were told employees either had time off, worked from home or attended meetings. 

Afterwards, our group were introduced to the people providing permission for the interviews. 

Then a short tour, where each department was visited, was carried out. After entering the 

meeting-room we made sure to have the questions ready and tested our Dictaphone before 

starting. We agreed to make the experience as pleasant as possible for the interviewee’s. We 

hoped an informal atmosphere would secure a better flow of the conversation, while inviting to 

share more sensitive experiences as well. 

The progress of the interviews was close to what was expected and minor changes to the 

questions occurred, depending on the interviewee. During the interviews we had a lunch break 

where our group also could have dialogs with people who were not part of the interviews. The 
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last couple of interviews were executed after lunch and we were told we could return if more 

data was needed. 

 

4.5.4 Collecting data at vendor 
The case at the vendor was similar to the vendee when conducting interviews. The internal 

researcher, employed at the vendor, went through the same process when asking permission 

for researching their processes and workforce. This enabled us to handpick the interviewees 

as well, which allowed us to be flexible and enable the right setting to when interviewing. This 

is a case of purposive sampling as described in the “sampling” section. Saunders et al (2012) 

also explain how the selection of the employees secured: “participants with sufficiently diverse 

characteristics to provide maximum variation possible in the data collected. It enables you to 

collect data to describe and explain the key themes that can be observed” (Saunders et al, 

2012 p.287). This approach is known as heterogeneous sampling. 

When entering the office at the vendor, an open environment and atmosphere presented itself 

with departments only separated by large walls made of glass (Appendix D). The visit began 

with a tour through the entire floor while meeting several employees. Some of them were 

people we later would interview for the research. Post-its hang from several of the glass walls 

and meetings were arranged while walking around. The order of the interviews were not 

decided in advance and we decided to go with whoever had the time. Some of the 

interviewees were also picked during our conversation with other employees, where 

recommendations were made for a certain employee. We decided to follow the 

recommendations to get the most accurate knowledge as possible. Our booked meeting-room 

was located a couple of floors beneath the actual main office. During the day we also had a 

lunch break in the office which gave us the chance to talk with the rest of the employees as 

well. In contrast to the vendee, the cafeteria were shared with other businesses. This created a 

different atmosphere compared to the lunch break at the vendee. Afterwards, the last couple of 

interviews were conducted and again we were informed to return in case any information or 

data was missing. 
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4.6 Ethics 
Ethics are essential throughout every step of the research in the process of writing a paper 

such as this one. Ethics are connected to the process of designing and planning the 

conduction of the research, as well as seeking access to the data and collecting it in a proper 

manner. It “refer to the standards of behavior that guide your conduct in relation to the rights of 

those who become the subject of your work, or are affected by it” (Saunders et al., 2012, p. 

226). There was an option to make the paper confidential externally in order to ensure only the 

authors, the supervisor and censor would have access to the report. The interviewed 

participants would too have the possibility of having access to the final report. This option was 

proposed to the companies involved in the data collection. However, in cooperation and dialog 

with representative from the respective companies, we came to the conclusion that this was 

not needed. Leaving out the contract to keep the paper confidential will ensure other benefits 

for the end product. This will mean that a wider range of potential readers will be able to 

benefit from the research conducted and conclusions drawn in the paper. This decision 

benefits from the nature of generalisability present in the research. Something that will be 

explained later in this section. 

Despite not covering the content with a confidentiality contract in its entirety, steps were still 

taken to assure no views of the participant would become compromised. Both in the case of 

failure to give a non-biased opinion or to potentially stain the participant’s relations to others in 

the organisation. While processing the data gathered from the interview, the participants’ 

names were anonymised when presented in the paper. Instead, they are presented by their job 

title. In order to further strengthen procedures to assure a safe and free environment was 

created for the participants, topics and themes were presented prior to the interviews. This 

also safeguarded the interviewees’ freedom of choice to participate and express themselves 

freely. Since the participants had multiple weeks to consider if they still wanted to join the 

interviews. It was made sure that the participants were explained exactly how the report would 

present the data collected in relation to the interviews. This include making the participants 

anonymous throughout the paper and informing of the public availability of the final product. 

Participants were by these measures given informed consent (Saunders et al., 2012). In doing 

so protecting the involvement of the participants. (Saunders et al., 2012).   
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4.7 Validity  
The validity of the paper is in reference to whether the research conducted can be claimed as 

authentic (Saunders et al., 2012). The focus of the paper did shift during the research process. 

However, we deem the changes of the focus to only have strengthened it. The adaptations that 

emerged during our preliminary research process, were due to gaining a more comprehensive 

understanding of the research domain. As well as gaining knowledge through previous 

academic literature in the relevant fields. This made the focal point of the paper more clear and 

obvious for us as researchers. Further on, this focus continued to evolve as the data was being 

collected in the form of interviews. This resulted in a deeper understanding of the subject 

matter and increased level of critical thinking as we went through the interview sessions.  

 

4.8 Generalisability 
There is a certain level of generalisability in relation to the cases investigated in this paper. 

Since it is two distinct companies that have been the subject in this paper, the examples will 

always be somewhat specific in nature. The concrete specific details and analysis will 

therefore not be directly applicable in a general sense. However, since they have the relation 

to each other as vendor and vendee, this can be extrapolated to a more general perspective 

on such relationships. This is also the case when discussing the phenomenon’s related to the 

process support systems. We argue that discoveries made there, can most likely be 

generalised to a wider range of businesses and industries. The findings involving the term 

Switching, as well as implications of it, can be transferred to other organisations. This is 

important due to the consulting function we hope this research can have for organisations in 

the future.  

 

4.9 Limitation 
When conducting research there will always be limitations to the final product and what it will 

be able to convey. Going through this research paper the reader will be introduced to topics, 

discussions and findings of an analysis, all based on the data gathered. We firmly believe that 

the data gathered, and introduced, for this research paper is to a satisfactory amount. 
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However, we realise that more data could also have been useful in order to fully examine the 

research question. Our methodology is also within what we believe a research of this size 

should contain, but it can always be scrutinised by other researchers and scholars who might 

prefer other methodological approaches.  

 

Our research topics could be the base of larger research topics and to an extent also be 

researched in more depth than our case. It is to our understanding and belief that it is the 

correct amount of research done on the topics, but to go further into detail with these topics is 

not impossible. Therefore, we encourage others to use this paper for further research, and 

inspiration, into the topics and notions we introduce. There will always be some limitation to the 

research given its time constraint but we have created an end product we believe is presenting 

interesting arguments and will be able to peak others interest. 

 

To conclude this limitation we argue that the topics of BPM, Culture and Knowledge 

Management can be vastly more researched and reviewed in a paper like ours. We are aware 

of the environment concerning BPM being well researched, but we believe the branch of the 

BPM area, we are researching, is rather uncovered from a research perspective. Finally, we 

also realise that the constraints surrounding this research paper has not allowed us to do so 

and the final paper is more than satisfactory upon the areas of research. 
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5. Case 

5.1 Case company history 
 

5.1.1WorkBook 
WorkBook is an Enterprise Resource Planning (ERP) system primarily focused on the creative 

industry. Having been founded in 2001, by Niels Heimburger, the company experienced 

growth at high pace and in 2017 had offices in Denmark, USA and Vietnam 

(https://www.workbook.net/about-us/). In the beginning the software was only focused on 

project management but has since continuously expanded its functions to include project 

management, resource planning and finance. Reaching an estimated 85% of the Danish 

market an expansion to other countries started where English, American and Australian 

advertising agencies were targeted.  

 

In September, 2017, the company was bought by the American software company Deltek who 

has more than 2500 employees worldwide and has now become part of the software portfolio 

offered by Deltek to its wide range of clients.  

Now headquartered in Copenhagen and with the backing of Deltek’s large resource pool, and 

with offices in almost all major western countries, a large expansion of the software to new 

clients is under way.  

 

The ERP system itself is very flexible and differs from normal ERP systems by the high degree 

of customisation that can be done by the client themselves, which in the end allows them more 

freedom.   
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5.1.2 Vertic 
Vertic A/S is a Danish company offering, creating and developing digital marketing campaigns 

and services. The firm was founded in Copenhagen in 2002 by Sebastian Jespersen and 

Mads Petersen which both still function as CEO’s within the organisation. The company is 

represented globally and has offices in Singapore, Seattle, New York City and Copenhagen. 

Sebastian Jespersen is located at the New York City office, while Mads Petersen is managing 

the Copenhagen office. Since 2002 a lot of products and services have been created and 

developed for several companies aiming for a better understanding of online digitalisation and 

customer communication. Some of the clients are: Eli Lilly, Novo Nordisk, Maersk, Danfoss, 

and Rockwool etc. Globally, Vertic A/S counts approximately 170 employees divided in the 

four office locations mentioned earlier (http://www.vertic.com/whoweare#about). Throughout 

the office in Copenhagen the following departments are present: Account, Sales, Creative, 

Project Management, Strategy, and IT & Development. The office is divided in two floors and 

contains six meetings rooms. Moreover, there is plenty of opportunities to have meetings in 

one of the open spaces providing couches and comfortable seating. The social hub provides 

food and drinks but does also function as a place for bigger events and celebrations. 

Furthermore, the social hub is also a room for gathering all employees for announcements, 

important workshops etc. 

Since the birth of the company, periods of turbulence and heavy competition have been 

experienced in a highly competitive industry. Vertic A/S is still aiming to provide more global 

companies with digitised solutions and campaigns. Some of these solutions are: Concept 

Development, Creative Supervision, Front/Back End Development, Digital IQ analysis and 

Video Production (http://www.vertic.com/blog/we-are-vertic-copenhagen). 

  

5.2 Research Case 
In 2014 Vertic was growing and in need of a new ERP system to support their processes. After 

having looked at different systems, and suppliers, the choice fell on WorkBook. WorkBook was 

capable of supporting several processes that required different systems in Vertic.  

http://www.vertic.com/whoweare#about
http://www.vertic.com/blog/we-are-vertic-copenhagen
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Figure 5.2 - Landscape of the vendor and vendee relation 

 

The intention was to make it a central part of the processes with all users having to register 

time and projects in the system, but also keep track of budgets and financial situations. 

Furthermore, all project managers were supposed to allocate people to tasks via the system 

and the allocated people would have to see it via WorkBook. However, the actual use of the 

system became something different. From an implementation viewpoint, WorkBook seemed to 

have been implemented correctly, yet the system was not fully utilised. Vertic started using the 

system, and still does, but believe to be using it to its fullest potential. Project managers 

actually create projects, create tasks and allocate people to these tasks. The allocated users 

see the tasks, in WorkBook, but then go outside the system to do their tasks and then send the 

finished product via another system that is not integrated with WorkBook. This creates a 

fragmented landscape where project managers have to keep track of several systems and 

allow people to introduce new systems into the mix. They must also allow people to send the 

finished product to them via all sorts of different platforms resulting in the project managers 

having to keep track of everything in WorkBook themselves. Often the creatives in the 

company circumvent WorkBook and go analogue in their approach to tasks. They often decide 
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to use post-its and draw on paper instead of using the system, or another system, than to keep 

track of their process in WorkBook. This clutters the process for the project managers and in 

turn Vertic itself. The postulate from WorkBook is that the system and processes surrounding it 

has been implemented without flaws. Vertic do not seem to disagree but they believe they are 

using WorkBook to its fullest potential. At the same time Vertic do not see the use of many 

different systems as an issue but rather a strength of their culture. The fact that they are 

capable of using as many information systems as they want is seen a victory of their culture to 

allow such a thing. 

 

Now Vertic has invited WorkBook back, as much of the initial workforce, who had knowledge 

about the system, has gone and new people arrived instead. How will WorkBook take on this 

minor re-implementation case at a company that challenges their very process support 

systems setup? 

 

6. Analysis 

The following sections seek to investigate and analyse the data collected for this research 

paper. The analysis will be based on primary and secondary data collected through several 

interviews, observations and internal research. All valuable data and material gathered for the 

analysis will be categorised into several sections describing different areas and mechanisms 

within the organisations. This approach secures a broad perspective when analysing our 

findings, but also keeps an overview of what is deemed important to investigate. A framework 

has been specifically developed for this purpose of the analysis. As figure 6 shows, we choose 

to express the structure and progression of the analysis by using a funnel as metaphor. As the 

model illustrates, the different conceptual fields can be seen in the context of BPM and 

processed together. This will make the overall goal and metaphor of the funnel to explain how 

this paper’s view on process support, and some of the components it consists of, is connected 

to creative organisations.  
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To do so, the analysis will use the primary data collected, to show what Seidel’s (2009) theory 

on managing creativity-intensive processes deems as important aspects within the fields. With 

Seidel’s view on business processes, in creative intensive environments, an analysis of the 

organisational and information culture, including those found in sub-cultures, will follow. The 

specific concept of boundary spanning, being an important part of the knowledge management 

domain, and the two modes of cognitive idea generation will also be investigated. To sum up 

the analysis on process support, the framework of Seidel et al., (2011) Pockets of Creativity, 

will be presented and also serve as a leading point in the following discussion.  

 

Figure 6 - Process Support Funnel 
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6.1 Managing creativity-intensive processes 
In this section of the analysis, we will present some of the data collected which has relation to 

the concept of managing creativity-intensive processes. Here, we will focus on a digital ad 

agency, which is the vendee of a process support system for creative business. Occasionally, 

the vendor company, providing the process support system, will also be used for some of the 

sections to bring another perspective. We will do this in order to gain an understanding of how 

creative businesses, supported by information technology, manages their processes. This 

section will also explore how a digital ad agency is able to balance the otherwise paradoxical 

issue of managing and controlling such processes without undermining the liberties needed to 

work creatively. It will mainly be built on the interviews conducted with employees at the 

vendee company, ranging from all the different departments and work fields which was 

contacted for the purpose of this study. This is supplemented by the observations and 

knowledge gained by the internal researcher connected to the vendee company. This has 

given us unique insight into the inner activities of these creative processes, how they are 

managed by the actors and how IT and constraints are involved. It highlights how the BPM has 

become a unique process in companies that heavily rely on creative work. The following 

section will delve into the two steps which creativity-intensive processes can be divided into: 

First, the relevant categories and their dimensions. Secondly, the relationship between them 

and how the categories interact. Beginning with the relevant groups of categories, these 

include: 

 

 The Core Category 

 Categories providing the organisational context 

 Strategies 

 Consequences.  

 

The core category will deal with different opportunities and challenges a digital ad agency 

faces when working with both creative and non-creative tasks. The second group of 

categories, concerns the different types of actors and factors involved in the creativity-intensive 

processes in such a company. These include the artists, the creative supervisors and the 
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clients in relation to the company. Along with the constraints and information technology that 

play a role as resources for the vendee company. The third group of categories involves two 

strategies associated with the creativity-intensive processes. Two distinct strategies were 

found to be relevant, the external communication with the client as well as the internal 

management of said creative processes. Lastly, the consequences found at the vendor and 

vendee in relation to the internal and external processes when working with these creative 

tasks. 

 

6.1.1 The Core Category 
As explained, the first of the groups mentioned above is The Core Category. Based on the 

primary data collected at the vendee company, we will go through the following properties 

which Stefan Seidel (2009) argues is present during the creativity-intensive process. Beneath 

are the general properties present throughout the creativity-intensive process (Seidel, 2009). 

 

Uncertainty with regard to outcome 

It can be difficult to predict the outcome during a process. Many factors control what the 

outcome will be and it depends on the client. Some of the clients have challenging restrictions 

while others give more freedom as the project assistant explains: “There is a limit to creativity, 

but I think there is also room to experiment and try new approaches. I believe it is also 

appreciated to a certain extent, when the guidelines is not just follow a 100%. When it is 

possible of course.” (Project Assistant, vendee). 

 

Uncertainty with regard to process structure 

The process during a project will most likely change into something else than expected. It can 

be challenging for the workers implicated. As the art director further explains:  

“It is more that the main focus is getting things done. So you would take whoever has the time 

and give them the job” (Art Director, vendee).  

As the project assistant also explains in relation to the process of getting a final output: “We 

receive designs and guidelines from the client. So inside our team we have certain guidelines 
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to follow. At the same time there is never only one way to do the job, but multiple ways.” 

(Project Assistant, vendee). So even though one can know the overall end goal objective, 

given by the client, the way to achieve it can often be viewed as a non-linear and non-repetitive 

process. In the end it becomes a factor of uncertainty that defines how much creativity can 

influence the outcome or how much repetitive processes influence the structure of the overall 

process: “a more automated process would only improve the efficiency of the final outcome… 

Other tasks get easier with creativity because it can help create some perspective and different 

solutions to the same issue.” (Project Assistant, vendee). 

 

Uncertainty with regard to required resources 

When working in a creative company several projects will have a parallel timeline. Deadlines 

will overlap and the demand for resources can change. It can cause a lot of frustrations 

(Project Manager, vendee). Time and resources can become a major factor in the production 

of the desired outcome. As explained by the project assistant, time has a major impact: “There 

always is a way to optimise. Creative processes especially, but we have deadlines and 

timelines to follow so it can be difficult. Also because we need to register the process in the 

system” (Project Assistant, vendee).  

The notion of time can often be linked to money for a company and the designer can also feel 

that resource uncertainty applies when they try to create the best design: “I kind of feel like 

there will always be a limit for me and what I can ask for. And I think that there is of the profit. 

You know, “don’t use to much money”. There is limit of how far I can go.” (Designer, vendee). 

 

Varying levels of structure 

It is challenging for a project manager to gather and structure the resources available. Tasks 

can be more complex than expected in the first place (Art Director, vendee). It is also 

imperative to understand that creative tasks sometimes have to be done in conjunction with 

repetitive non-creative tasks: “I work with medical, so there are lot of rules that puts a limit for 

me. So I also think there are a balance of how creative you can be when it comes to medical. 

So no matter how good a software could be to develop more creativity, when you have medical 

there is always going to be a limit of how creative you can be” (Designer, vendee). In the end 
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all creative tasks has some varying level of creativity to it as there will always be repetitive 

tasks or constraints from the client. 

 

Creative risk 
In this case risks are a quite complex area. Being well-prepared is part of managing potential 

risks (Art Director, vendee). As the art director at the vendee company further mentions about 

activities within the creative department: “I think that for a process to be better, we don’t have 

any, the place where I worked before we usually sat down as a creative department and talked 

about the solutions “what should we do?”. We don’t do that here. It goes straight from the client 

to the PMs and then it goes to the creative department” (Art Director, vendee). 

 

Operational risk 

Misunderstandings will occur and tasks will have to be modified or done again. It is part of the 

job in the creative industry, but it is also believed that it feeds innovation in the long term as a 

project manager explains: “I feel like we here at Vertic are welcome to challenge the 

processes. So if I know or find a good solution, like a software, which could be used in a 

specific setting – then I am allowed to bring it to the table“ (Project Manager, vendee). 

 

Creative potential 

Some tasks will be standardised, but essentially the majority of tasks must have a certain 

freedom (Art Director, vendee). The art director as well as the project assistant explains that 

the freedom to freely create something, within client defined limits, increase the value of the 

end product: “The way we creatively find a way to put content together have an impact on the 

final product and other task towards it, but also optimise the user friendliness for the clients. At 

the same time it also has an impact on time because some jobs take a lot of time if it must be 

done in the best way for the client. So I think there are both negative and positive aspects of it” 

(Project Assistant, vendee). 
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6.1.2 Categories providing the organisational context 
As thoroughly explained in our conceptual framework, the Categories providing the 

organisational context consist of the topics: Artists, Creative Supervisor & Client. It is 

important, and relevant, to understand and investigate these topics to understand the 

“creativity-intensive process”. The following sections will analyse the properties of each topic in 

the context of the vendee company’s situations, starting with the artists. 

 

6.1.2.1 Artist 

Within the vendee company there are several types of departments containing different kinds 

of employees carrying out creative tasks. In our case, we have collected data describing 

creative activities and tasks within the following departments: Design, Project Management & 

Development. In this section, where the artists will be described, we will focus on the 

employees within the design and development department. Each worker has individual beliefs, 

skills and values towards a creative task, but many similarities are also presents. Beneath are 

our results from the artists and the relevant properties 

 

Process expertise 

It can be difficult to estimate a creative job, but to follow a timeline and stay within budget is an 

essential skill. The art director describes how important it is for him to draw with a pen and 

paper when carrying out some creative tasks: “I like not having the restrictions of being at a 

monitor” (Art Director, vendee). This can be a difficult activity when creating and developing 

digital services and products. Switching to an analogue approach gives the freedom and 

provides a creative mind-set. This switch also allows for the creative to use his divergent 

thinking and get stimulated in a way that the system does not currently fulfil.  

 

Creative skills 

This is deemed important within the vendee company, where designers and developers are 

able and encouraged to use several creative software programs (Art Director, vendee). 

However, the designer also mentions: “When I have a Trello board it is like “oh there is one 
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there and one there” I sometimes get confused and mix it up” (Designer, vendee) hereby 

referring to the project management tool Trello (https://trello.com/). Sometimes, the digital 

requirements limit the artists in their work and it becomes a matter of them not getting the right 

creative stimuli. As described in the concept of “convergent and divergent thinking” it is 

important to provide stimuli as a system in order to generate creative thinking. This is one of 

the main design requirements that Seidel et. al, 2011, comes up with in their research on the 

field. Therefore, it can also be stipulated that this becomes too much stimuli of the creatives 

that end up worsening the output. 

 

Working style 

Where some artists can get the needed stimulation from the systems that are already in place, 

others need to circumvent different systems to generate new and now novel ideas. The 

Designer at the vendee company stated: “I am more of a post-it girl. So I think that is how I 

manage my own assignments instead of doing it digital” (Designer, vendee). This describes 

the importance of creative skills and in this case switching to the analogue approach is what 

works. By also including different work styles it is apparent that creative thinking is different 

from each individual. This also has an effect on how the divergent and convergent thinking is 

used by the creatives in the company. 

 

Motivation  

In the case of the vendee company there are some complications regarding motivation and 

dedication. The art director is quite sceptical: “we are not seen as being creative individuals, 

more as part of a machine. So each of us is a motor, and if you just remove one motor and put 

it in another machine to get that machine to run” (Art Director, vendee). It is further explained 

how his skills are not used correctly and it frustrates him: “And that is again, I am not being 

used for my creativity, I am being used for some of my skills and not my right skills” (Art 

Director, vendee) 
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Creative agenda 

This property pulls strings from motivation as well. The art director is more prone to deviate 

from a certain task or process if the motivation is lacking. Furthermore, the following statement 

presents another case of deviation: “But I really like the old fashion analogue ways. Like pen 

and paper. That is actually what works best for me” (Art Director, vendee). It is explained how 

he switches to an analogue approach because the systems limits the creative freedom: 

“sometimes I use pen and paper instead because it gives me some freedom as well” (Art 

Director, vendee). This property also ties it with the use of divergent and convergent thinking 

as the creatives do not get what they need for the systems in order to be creative and novel. 

 

Location 

Several challenges can occur when the artists are not physically present in the same room as 

the clients or supervisors. The art director’s experience is: “I think that sending an email then 

you move people away from each other. It is better to sit down and look each other in the eye, 

because it is easier to read people” (Art Director, vendee). Moreover, the art director explains 

how emails can actually increase the gap between people because of lack of information and 

its possible ambiguity (Art Director, vendee). The boundary objects fail in this case and 

increases the knowledge gap instead of closing it. 

 

Understanding of the requirements of the creative product 

The understanding of tasks throughout the creative-intensive process will vary and they do so 

in the vendee company. Mostly because of computer mediated communication used when 

sending emails or when working with other software communication programs (Art Director, 

vendee).  

 

6.1.2.2 Creative supervisor 

Within the vendee company, creative supervisors perform their daily tasks throughout all levels 

of the organisation during the creative-intensive process. In the case of the vendee company 

they are described as Project Managers and Project Assistants. Their main responsibility is to 
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secure the process of creative tasks to be as smooth as possible when carrying out a project. 

The Project Manager must reach out, communicate and understand the client before being 

able to further inform the internal artists within the vendee company. A Project 

Manager/Assistant at the vendee company has many different clients with various demands 

and wishes. This means they must adjust to each of the clients within their portfolio to create a 

satisfactory atmosphere. Internally, the design and development departments are the main 

areas where Project Managers carry out their activities (Internal researcher). As mentioned 

earlier, the employees within the design and development department are categorised as 

artists. Now, a further investigation and analysis of the creative processes regarding the 

Project Managers/Assistants will be presented. This will be done with the following properties: 

 

Acting as process intermediary 

Not all projects begin from scratch. Sometimes it is an ongoing project, or an optimisation, of 

an already finished product/service (Project Assistant, vendee). This means the creative 

supervisor is already well informed about the wishes and demands from the client. That 

example will make it easier to further formulate the creative tasks to an artist. As the Project 

Assistant describes the tasks for an important client: “We receive designs and guidelines from 

the client. So inside our team we have certain guidelines to follow” (Project Assistant, vendee). 

In that case a thorough examination of the process would not be as effect full compared to a 

creative project starting from scratch. As mentioned earlier, the art director, being one of the 

artists, misses the freedom in many cases when carrying out creative tasks (Art Director, 

vendee). However, the acting creative supervisor within the vendee company embraces the 

standard processes, but also mentions how important new actions in a creative-intensive 

process are: “I feel like it is also good to challenge the standard processes and think innovative 

while not being afraid to fail. It might become too predictable if the processes are the same 

over and over again” (Project Manager, vendee). The creative supervisor is aware of 

innovative actions and agrees with the artist who lacks freedom in creative tasks. As previously 

mentioned, the creative supervisor further elaborated that the creativity is usually limited, but 

the main challenge is to let the creativity flourish and still be able to make it fit into the process 

support system (Project Manager, vendee). 
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Accountability 

Within the vendee company the amount of creative supervisors implicated in projects differs 

depending on its size and scope. For the creative supervisor it is important to quickly estimate 

resource needs and structure a plan describing creative tasks. As one of the creative 

supervisors in the vendee company puts it: “Since there are several ways to do a job you will 

have to find the fastest way or the better way. The way chosen also affects the final quality of 

the product” (Project Assistant, vendee). A challenge for the vendee company is to streamline 

the creative tasks and their current status. The artist both likes the possibilities in digital 

software programs e.g. Photoshop, but also the analogue approach with pen and paper. It 

depends on how much creative freedom and trust he gets when doing a job (Art Director, 

vendee). He further expresses his dissatisfaction with digital software programs when carrying 

out certain creative tasks as his competencies and skills are sometimes much better used 

when he gets to do it by using pen and paper: “I use pen and paper again because I like 

drawing and I like not having the restrictions of being at a monitor” (Art Director, vendee). This 

illustrates the argument, presented earlier, which states how difficult it is for artists and creative 

supervisors to estimate whether to work with information systems or the analogue way. There 

is a tension which makes the creative workers switch between systems and analogue 

approaches.  

 

Supervising expertise 

Working as a creative supervisor within the vendee company will present different pros and 

cons during the process. The relationship created through some of the long lasting projects, 

with important clients, has developed crucial skills and more importantly experience for the 

creative supervisors (Project Assistant, vendee). As mentioned by one of the creative 

supervisors: “we have worked with some of the clients for a long time, so we know and they 

know the possible difficulties” (Project Assistant, vendee). Knowing and “catching” the meaning 

of the clients’ demands and wishes, in a creativity-intensive process, is crucial. However, as an 

artist it is equally important to transfer that knowledge onto creative supervisors. This can and 

will usually depend on the client but with the statement, concerning the lack of using the artists, 

it seems there is a mismatch towards how the utilisation of the artists should be. They are in 
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possession of valuable skills and insights and that is something that causes a lot of frustrations 

and lack of motivation within the vendee company (Art Director, vendee). 

 

Understanding of the requirements of the creative product 

It can be complicated to understand some of the requirements when introduced to a project 

and the end-goal. In the case of the vendee company the several creative tasks within design 

and development get quite complex. Especially if the two departments have to work together 

intensively. The creative supervisor in the vendee company must decrease the possible gap 

between the departments by understanding both sides and function as a boundary spanner 

(Project Manager, vendee). 

 

6.1.2.3 Client 

As mentioned, most of the clients, working with the vendee company, have a professional and 

well established relationship with the creative supervisors. The creative supervisors control the 

process once the creative project has begun (Project Manager, vendee). The creative 

supervisors at the vendee company manages the communication and handover of potential 

materials with the client. The client is rarely in touch with the internal artists in the vendee 

company. Instead, the contact will mostly occur at the kick-off meeting of a project and a 

potential evaluation meeting (Project Manager, vendee). The lack of contact directly with the 

artists can create misunderstanding and mistakes during the creative-intensive process. 

Instead, artists must communicate directly with their creative supervisors and according to one 

of the internal artists, at the vendee company, those situations limits the personal relations. In 

the end that can cause a delay or provide an unsatisfied output (Art Director, vendee). 

 

Expertise  

Not all clients are aware of the internal mechanisms at the vendee company when carrying out 

creative tasks. Occasionally, that can cause miscommunication (Art Director, vendee). 

However, the client does make sure to have ongoing feedback sessions: “There is a feedback 

loop in the process of the projects, but also in a specific content management system where 
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we can send feedback to the administrators of the platform. They can then improve certain 

functionalities etc.” (Project Assistant, vendee). For future execution of products, that activity 

can create a better understanding among client and creative supervisors/artists. A mismatch at 

the vendee company could happen and the following statement supports it: “It goes straight 

from the client to the PMs and then it goes to the creative department. But the PM’s and the 

client they already figured out what they want us creatives to do” (Art Director, vendee). The 

artists at the vendee company, seeks more ongoing interaction with the client because it is 

believed a better understanding will occur. At the moment, the artists must rely on the creative 

supervisors functioning as nominated boundary spanners who transfer the information and 

knowledge. 

 

Location  

Globally, clients of the vendee company are located at many different places. Occasionally, it 

is challenging to create a relationship with the clients they are working with. Especially for the 

artist who expresses frustrations regarding it: “I have been here for a year and I have never 

seen a client face-to-face” (Art Director, vendee). Moreover, the artist explains how face-to-

face interaction, previously in his career, has benefited his relationship with the clients and 

therefore the meeting also benefited the creative-intensive process: “We went out eating with 

our clients and that gave you a relationship with your client. You don’t have a relationship with 

your client here, because we work with foreigners and we work with people in other countries” 

(Art Director, vendee). 

 

Understanding of the requirements of the creative product  

This point is important for all clients, but the understanding of the creative tasks and product 

differs depending on the client and the complexity of the product (Project Manager, vendee). 

Sometimes clients want to know the exact creative processes and in other cases more 

freedom is experienced (Project Assistant, vendee). As further explained: “With some clients 

we know when to ask them and when just to make a decision ourselves. Mainly, because they 

would have a tough time understanding our process” (Project Assistant, vendee). 
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6.1.2.4 Constraints and IT 

At the vendee company constraints are highly relevant during the creativity-intensive process. 

While managing creative tasks and projects many unexpected events can occur. This means 

decision-making and timelines will be affected (Project Assistant, vendee). Since the creative 

supervisors manage internal resources and external communication, it is important to stay 

aware of possible constraints. It is explained how important time and budget is for the vendee 

company and its creative supervisors: “they want to make profit and the time/hours used on a 

project defines how the profit is” (Project Manager, vendee). Time and budget constraints are 

investigated further beneath: 

 

Time 

The factor of time will always be important and decisive when managing creative tasks with 

deadlines. At the vendee company it depends on the tasks as well and it is described how: 

“there is never only one way to do the job, but multiple ways. I think it is both about creativity, 

but also about time management and use” (Project Assistant, vendee). Sometimes, the 

responsible for the creative tasks does not follow the agenda formulated at the kick-off meeting 

of the project (Art Director, vendee). Furthermore, it is stated: “the main focus is getting things 

done. So you would take whoever has the time and give them the job” (Art Director, vendee). 

Staying within deadlines can affect the final outcome when outsourcing creative tasks to 

employees who might lack knowledge, skills and history of the project. Finally, one of the 

creative supervisors explains how a typical creative task could develop: “The way we creatively 

find a way to put content together have an impact on the final product and other tasks towards 

it. It also optimises the user friendliness for the clients. At the same time it also has an impact 

on time because some jobs take a lot of time if it must be done in the best way for the client” 

(Project Assistant, vendee). 

 

Budget 

The constraints concerning management of budget usually demands difficult decisions in the 

middle of the creativity-intensive process. As one of the artists explains while carrying out the 
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creative tasks: “I kind of feel like there will always be a limit for me and what I can ask for. And 

I think that there is of the profit. You know, “don’t use too much money”. There is limit of how 

far I can go” (Designer, vendee). If necessary, the creative supervisors will have to explain the 

current situation for the client. Making the client understand why it is not possible to stay within 

budget can be challenging (Project Manager, vendee). It depends on the client’s 

understanding of the creative tasks which differs from one project to another. 

 

6.1.2.4.1 IT within the creativity-intensive process 

Since the vendee company is a digital ad agency, providing digital products and services, 

information technology affects almost every action throughout the creativity-intensive process. 

In this section both the vendee company, using a process support system, and the vendor of a 

process support system, will be mentioned. We find it important to include both perspectives 

since IT plays an essential part in their relationship. As creative-intensive process puts it: “IT 

plays a prominent role in creativity-intensive processes. Knowledge-related technologies as 

well as group-communication systems are used to support different strategies” (Seidel 2011, 

p.420). The following points are presented beneath. 

 

Knowledge management systems 

As described earlier, the vendor company provides a process support system to the vendee 

company, and the process support system is part of the definition “knowledge management 

system”. Several process support systems are used at the vendee company both for internal 

and external use. This provides different opportunities during the creative-intensive process 

(Project Assistant, vendee). Creative supervisors, both at vendee and vendor company, 

explain how an ideal knowledge management system is software that is flexible and does not 

lock you in your work. To illustrate some of the knowledge management systems used at the 

vendee company, one of the creative supervisors stated: “Then there is Egnyte, which is our 

cloud data and material storage. We keep files and documents etc. for projects and all work 

related stuff. Then we use Workbook to book resources and log hours spend on projects 

invoicing and planning as well. We also use the Adobe cloud and all the programs attached to 

it. Like Photoshop.” (Project Manager, vendee). Managing several knowledge management 
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systems can create confusion instead of structure and efficiency, which is the purpose of a 

system like that. The reason for using the many systems is because of the various options and 

actions they each provide. One type of systems is suitable for designing, but not for structuring 

or planning. There is a lot of switching between software systems and analogue approaches 

(Designer, vendee). One perspective in this case, presented by the vendor company, is quite 

interesting: “making an ERP system is quite complex and there’s a lot of features which work 

and some that doesn’t” (Principal Developer, vendor). This statement could explain some of 

the frustrations presented by the vendee company. Therefore, the IT systems seem to work as 

barriers between employees and the tasks. There is a lack of understanding and the 

constraints seem to overrule softwares that are already used. This could create the tension 

described by the creative supervisors and artist who instead try other solutions: “I need to 

customise the tools a bit sometimes. And go ”around” the system. For example I use a ”to-do 

list” program” (Project Manager, vendee). 

 

Asset management systems 

Concerning asset management at the vendee company, it is an important activity due to 

projects done in the past and the documentation of them. As one of the artists describes: 

“when you start coding you have a template where a lot of the things are already written down 

for you. This gives you a tool to get work done faster. It also gives the client an opportunity to 

view projects finalised in the past. That is something that creates some kind of credibility” 

(Developer, vendee). This is an example of getting the client to understand a possible outcome 

and close a potential knowledge gap. In this case the artist at the vendee company functions 

as a boundary spanner in practice. The artist closes the gap between client and creative 

process/outcome. 

 

Group communication systems 

At the vendee company, one of the communication systems is explained: “we use Outlook – 

booking of meetings, emails, and calendar” (Project Manager, vendee). The communication 

systems sometimes differs from department to department which can be confusing, but one of 

the artists almost see the back and forth emailing as too confusing. “I like the old fashion ways. 
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Like pen and paper. That is actually what works best for me, but also because you kind of get 

an overflow of emails regarding jobs, different types of jobs that really makes it confusing” (Art 

Director, vendee). Another argument made is: “I think that sending an email then you move 

people away from each other. It is better to sit down and look each other in the eye, because it 

is easier to read people” (Art Director, vendee). The artist will rather switch away from 

computer mediated communication because it limits his work with several communication-

barriers. An employee at the vendor company is aware of how difficult it can be as a provider: 

“creative people have another way of looking at some of the systems that they are using so if 

we can be creative, just like they are, then we meet their expectations to a system and that will 

create value in the end” (Senior Consultant, vendor). The employee at the vendor company is 

aware of his role as a nominated boundary spanner. The practice of understanding people 

from other departments and with different skill-sets is difficult (Senior Consultant, vendor). 

 

Workflow-related systems 

The artists at the vendee company primarily have their focus pointed towards the creative 

tasks. However, they are encouraged to also participate in time management and planning 

because they possess knowledge that enables them to make estimations for certain creative 

tasks (Designer, vendee). As the artist at the vendee company explains: “I sometimes 

participate in planning because we in the design department have a different and clearer view 

on creativity. And what is necessary in a task” (Designer, vendee). Essentially, this activity 

should occur more often than described, but as formulated previously the creative supervisor 

controls the information flow and communication. The creative supervisor makes sure to act as 

a nominated boundary spanner, but in this case the artist seems to actually be the boundary 

spanner in practice that is needed. Furthermore, an artist will have knowledge as to how other 

artists, at the same department, work. This can end up as valuable knowledge for the vendee 

company which will highlight the specific needs of the creatives for them to utilise their 

creativity.  
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Artist systems 

At the vendor company the artists primarily use their process support system to make the 

creativity flourish. However, an employee at the vendor, working both as an artist and a 

creative supervisor, uses several software programs to manage project management and 

creative tasks: “I use Evernote and I also use excel because sometimes I need to make an 

example and I need to be creative so I actually build the example there. Then I have maybe 

four different drawing programs so I can make sketches of what I would like to design” (Senior 

Consultant, vendor). This is a clear example of a boundary spanner in practice being able to 

have several perspectives while dealing with creative tasks and make use of boundary objects. 

However, the senior consultant still needs to switch between systems and analogue 

approaches are sometimes chosen: “you can just go down and visit a developer because we 

are sitting so close to each other” (Senior Consultant, vendor). The designated boundary 

object is simply failing. This is in close relation to experiences presented by artists located at 

the vendee company. In general it is sometimes easier to “go around” the system and 

customise the path (Project Manager, vendee). 

 

The last part of the “Categories providing the organisational context” can also be an important 

part of Seidel’s theory: creativity-intensive processes. It concerns the explanation of creative 

products. However, we are not going to describe this small part in more detail. Many of the 

points have already been discussed throughout the sections above due to the close link 

between the arguments. Instead, we will go into more depth with the following group describing 

the next important step in Stefan Seidel’s “creativity-intensive processes” theory. Beneath, the 

next part of the theory will investigate Strategies. 

 

6.1.3 Strategies 
During a creative-intensive process many actors, mechanisms and elements affect the 

progress and outcome. Both within the vendor and vendee company various internal and 

external strategies are utilised to provide the essential agreements and working environments 

(Internal researcher). Creative supervisors in both companies are controlling and managing 

communication to make sure the flow and creative tasks are as expected, but they do not 
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seem aware of the potential strategies included in the communication (Project Manager, 

vendee & Senior Consultant, vendor). The following sections will present two strategic main 

categories, explained by Stefan Seidel (2009): strategies in communicating with the client and 

strategies in internally managing creativity-intensive processes (Seidel 2009). Vendee and 

vendor company will be investigated in this section. 

 

6.1.3.1 Strategies in communicating with the client 

Communication with clients of the vendee company can differ from emails, video-calls and 

face-to-face meetings which will affect the information flow and overall creative process. 

Depending on the client, various strategic approaches are used when communicating and 

planning ahead (Internal researcher). The creative supervisors at the vendor company have 

the same experience (Senior Consultant, vendor). The following sections will present 

statements concerning strategic communication with the client. We have decided to merge two 

of the propositions into one section. 

 

Creative brief 

At the vendee company, artists are allowed to come up with design ideas during a creative 

process. Previous explanations have stated how internal processes have certain barriers and 

that it is difficult for the artists to be part of the process (Art Director, vendee). However, the 

artists will most likely be present at the kick-off meeting where design, among other factors, 

are determined. As an artist at the vendee company further explains: “if I have to come up with 

suggestions for a client in a project I will have to do it digitally” (Designer, vendee). Again, the 

artist functions as a boundary spanner in practice which will secure a better understanding of 

the tasks. 

 

Providing stimuli 

Presenting creative ideas, while also securing the purpose of the ideas are clear to the client, 

is an important activity. The artists are allowed to be creative and innovative when developing 

designs for new or current clients. Occasionally, creative supervisors lack an understanding of 
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the strategy in this context because artists are left out (Art Director, vendee). The statement 

from the art director “It goes straight from the client to the Project Manager” (Art Director, 

vendee) explains the barriers in the process. At the vendor company strategies are also used 

when selling new technical solutions: “Sometimes we do suggest extra options and solutions 

for clients and present them as a positive impact. I think that is one view of efficiency when 

selling” (Senior Principal Developer, vendor). The artist at the vendor company functions as a 

nominated boundary spanner between client and product. This also goes in line with what is 

needed to stimulate creative thinking (Seidel et al., 2011). 

 

Showing references 

Being capable of presenting previous projects executed, can minimise a potential knowledge 

gap between client and creative supervisors. As explained by an artist: “It also gives the client 

an opportunity to view projects finalised in the past. That is something that creates some kind 

of credibility” (Developer, vendee). Furthermore, this strategic approach can increase the 

awareness of the creative process towards the outcome as mentioned in the following 

statement: “I mean in this business we are always being judged by others in the business. So 

of course it make something that is unique, that will make other companies look at us. But it 

will also make other clients that we have, look at solutions and our product” (Art Director, 

vendee). 

 

Showing work in progress / Approval & review 

This section lets the vendee company show the actual creative process to the client and 

essentially the activity after, will be reviewed and approved. However, the “showing work in 

progress” activity is quite rare at the vendee company. One of the creative supervisors 

expresses how the strategy of showing the work is not usually used and instead they explain 

the processes to the client. Concerning the approval and review activity, there will be feedback 

and review sessions for some of the clients (Project Assistant, vendee).  
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6.1.3.2 Strategies in internally managing creativity-intensive processes 

This section investigates the internal factors and mechanisms present at the creativity-

intensive process. Vendor and vendee company use their creative supervisors for resource 

planning and allocation, which corresponds with Stefan Seidel’s perspective. As presented by 

a creative supervisor at the vendor company: “Working with resource management as my 

primary area of expertise” (Senior Consultant, vendor). The creative supervisor at the vendee 

company experiences a similar responsible: “managing resources and talk to colleagues” 

(Project Manager, vendee). The following sections will present the areas relevant for internal 

management of creative tasks. As in the previous section, some sections will be merged. 

 

Task allocation and team building 

Throughout the data collection, we have talked to artists who are experienced in their field and 

artists who are less experienced. At the vendee company, it is rare that artists and creative 

supervisors sit together while doing creative tasks (Art Director, vendee). Unfortunately, the 

lack of this activity can maintain the knowledge barrier between colleagues and departments. 

Working with the same tasks in the same system could educate both artists implicated, to 

better understand the process and in the end two boundary spanners in practice could 

originate. One of the artists is not satisfied: “my position as a designer is not as creative as 

senior designers. Because they always feel like you are not creative enough when you are not 

that old” (Designer, vendee). The statement from the more experienced artist: “It is more that 

the main focus is getting things done. So you would take whoever has the time and give them 

the job” (Art Director, vendee), could suggest that efficiency simply is deemed more valuable 

than optimising creative processes internally. 

 

Resource allocation 

Time and efficiency is highly prioritised during creative tasks at the vendee company. Keeping 

track and overview of all activities is important when dividing and allocating resources. At the 

vendor company one of the creative artists explain: “It could be handling clients. It could be 

implementations. It could be handling developments in a sense of managing how things should 
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be solved and designed in order to accomplish what the client want to do with the software” 

(Senior Consultant, vendor). That could be considered quite a lot of activities for one creative 

supervisor. At the vendee company it is explained how there are no processes or guidelines to 

secure resources are not wasting time. The creative supervisors have the responsibility and 

must make it work somehow (Internal researcher, vendee). 

 

Managing the scope of creativity 

Throughout the data collection there are various definitions of what creative tools must be able 

to provide. It can be difficult to redirect creative tasks and outcome into the correct channels, 

which is something both the vendor and vendee company find challenging. An artist states: “I 

think any software that allows you to express yourself, to express your thoughts and ideas in a 

way that at least makes sense to you would be software that supports your creativity” (Senior 

Principal Developer, vendor). Implementing individual ideas and thoughts into a system can be 

difficult, but to further share them with co-workers and clients is even more challenging. 

Especially if also switching to an analogue approach. This has been described earlier by 

several artists in both companies (Art Director, vendee). In this case the tension between 

creative tasks and the systems can limit the sharing of knowledge, which will make it more 

difficult to estimate the scope of creativity for the rest of the actors involved. 

 

Internal reviews / Internal breakdowns 

Reviews are part of the internal processes within both companies. However, the review is 

rarely done by other actors than the artist or creative supervisor who carried out the task in the 

first place (Internal researcher). This can cause an issue because another view could optimise 

or change a creative task positively. To educate employees a suggestion could be for the 

designer and art director, at the vendee company, to incorporate that activity in the process. 

Concerning internal breakdowns, projects are divided into several sub-tasks, which are 

primarily divided into a design and technical area (Project Assistant, vendee). At the vendee 

company it is explained how IT and process support systems must work together with designs 

and that can cause issues (Project Assistant, vendee). 
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6.1.4 Consequences 
The final group, in Stefan Seidel’s “creativity-intensive process”, presents several propositions 

concerning consequences which can occur during the activities described (2009). Since many 

of the arguments have been pointed out during the explanation of the other groups, this 

section will provide an overall view on potential consequences. It will concern both 

perspectives of the two companies: vendor and vendee. 

  

Overall, the vendee and vendor company experience issues and barriers throughout their 

internal/external creative processes. Both organisations struggle with the creation of a suitable 

environment to trigger the possibility for a better mutual understanding of requirements (Art 

Director, vendee). During the execution of creative tasks, reviews are trying to eliminate the 

risks connected to the processes. However, it seems that the internal reviews usually are done 

by the same actors doing the tasks in the first place (Designer, vendee). At the vendor 

company, they are aware of the possibility of making some reviews automated: “since we are 

talking about software development, there are some processes that we have talked about 

automating which we currently don’t have” (Senior Principal Developer, vendor). Furthermore, 

automation of processes are not something that is valued at the vendee company: “I am not 

sure about the automation part, because the creativity is hard to implement there” (Art Director, 

vendee). Finally, client satisfaction is obviously an area where both companies are very alert. 

As previously explained, the artists at the vendee company know how innovative solutions can 

impress the client, but on the other hand there is also a risk of not being able to fulfil what is 

presented and promised. As a creative supervisor mentions at the vendor company: “The 

market is not adjusting to us. We adjust to the market” (Associate Consultant, vendor). 

 

6.2 Organisational Culture 
In this section we will analyse the organisational culture of both the vendor and the client. In 

order to gain better insight into how the overall organisational culture functions and is 

expressed. The layers of the culture will be examined in relation to data gathered from the 

interviews. This will be supplemented with observations made in the respective companies 

over the past year. It will cover our needed insight into the inner workings and daily practises in 
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the workplaces. This is a somewhat difficult task in many instances due to the complex nature 

of the subject. The knowledge gained by the internal researchers therefore played an 

important role in observing the subtle and “easy to miss” details over an extended period of 

time.  

This section will specifically look at the artifacts, espoused beliefs and values, and the 

underlying assumptions within each company. With artifacts being the most observable aspect 

of the research conducted in this aspect. The physical environment is part of the daily work 

experience for the internal researchers. This is also the case when dealing with the espoused 

beliefs and values. Due to the personal involvement with the organisations and members of 

them, we have special insight into the internal writings, statements and values of the 

organisational members. When it comes to the tacit aspects of the culture, specifically the 

underlying assumptions. This layer of the culture requires even more insight due to it not being 

observable directly. Knowledge about this, was therefore gained by having personal contact 

and conversations with the members of the organisations. Through this, an understanding of 

the inner thoughts and feelings of the employees was able to be extracted to a certain extend. 

The section will be split into two parts, starting with the vendor company and afterwards the 

vendee. This will make us able to compare and contrast the two companies in order to lay forth 

a more useful discussion later on. 

 

6.2.1 Organisational Culture at Vendor 
With the vendor being under change and transformation, due to the recent acquisition by a 

large American corporation, the company has experienced a change to their culture as well. 

This has made the company an especially interesting case and a difficult case to examine. 

 

Beginning with the artifacts at the vendor, there are many clues that are telling a story about 

the company and the culture within. Before entering the company office, you are greeted by 

the company’s logo in the colours blue and light green presenting the name of the vendor 

(Appendix D). The physical environment at the headquarters in Lyngby reflects the aspirations 

and values of the company by it being open. All offices only have glass walls in order to 

convey a feeling of said openness. It promotes the notion of sharing and aims to connect the 
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different departments with transparency. There is also a common lounge area but there are 

rarely anyone to be observed in the area besides for important gatherings (internal 

Researcher). The physical distance between managers and employees are very close, as the 

managers sit in the same offices as their employees. This promotes some sort of coherent 

sharing within the group of employees under the same manager while it also decreases the 

actual criticism of said managers. Whether that is a good or bad thing can be hard to examine, 

but it can be stipulated that the decreased barrier between manager and employee can help 

speed up problem solving. The employees all use similar office equipment’s including laptops, 

chairs and tables. Within the offices, there are several art pieces from different artists. The art 

seems to be chosen randomly and has, according to the internal researcher, not been 

changed at any point in time. Furthermore, the employees have developed a strong culture of 

casual attire and expression. At all times employees can be seen wearing anything from 

bespoke shirts to worn t-shirts and no shoes. This was something that was promoted and 

shared by the previous management as well. Something that also correlated well with the 

perceived culture of other software and tech companies (http://www.businessinsurance.org/10-

big-businesses-with-incredibly-casual-offices/) 

 

When starting to investigate the espoused value and beliefs, of the company, it starts to get 

difficult for the individual to understand what the reality is. The webpage, where one normally 

finds such information, has changed dramatically since the acquisition from the American 

corporation and it is now considered a branding page for the products and not the company 

behind. As the culture is slowly trying to be assimilated into the culture of the American 

organisation, the importance of informal conversation with employees at the vendor begins to 

show its importance. This is the only way we can guess at the espoused values and beliefs of 

the company since it now functions more as a business unit of American company. However, it 

is notable that by order from the new top management, the email signatures and other 

stationary have changed from a cheerful, relaxed and casual look to a more formal look with 

cleaner lines and more structure. From the before mentioned talks with the employees, and a 

look at the office, it is easily understood that the company values knowledge sharing via face 

to face communication. It can also be seen that the laid back culture of the company, in terms 

of dress code, shows itself in the office where people are free to work from home, as they 
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desire, and often do so with little warning. If there are any needs for direct communication 

between people at the office and someone who is working from home, online meetings are 

carried out with almost same effect.  

When it comes to the final cultural layer within the vendor, many aspects located at the other 

layers are expressed as well. With such a diverse cast of personae, coming from various 

backgrounds and skill sets, there is an underlying respect for the space and needs of the 

individual employee. This comes to light in the details where many of the employees behave 

very different from each other and often they do not fit into any given “box” or unit they are 

applied to. Therefore a basic assumption, and hence respect for the individual, has become a 

special way to deal with the vast amount of different employees present inside the vendor.  

Even though the vendor prides itself on being a company that has an open approach to 

information sharing amongst each other, it is assumed that everyone can seek what they need 

to know. It is rare that any information is given proactively to employees not affected by it. This 

can lead to clients facing employees not knowing about new features being implemented or 

what features might be removed in the future. At least not without asking for it.  

Another underlying assumption is employees often choose to sit in their own groups based on 

departments when it comes to breaks and other non-work related events during the day. This 

occurs when the workers are not sitting at their desk. It can be seen at lunch where most 

employees use the canteen. At the canteen, people sit in groups often corresponding their own 

departments and specific employees, which make up a subcultural group of people.  

 

6.2.1.1 Subcultures in vendor company 

The subcultures at the vendor are, as stated earlier, easily recognised at non-work related 

events during the day. Often these subcultures are manifested through the individual 

departments where a natural occurrence of subcultures can appear due to the close proximity 

and interdependence on other department members (Internal researcher). A natural step for 

an analysis may be to look into each subculture, but the scope of this research does not justify 

using resources on such a phenomenon as there simply is not enough to be gained. Instead 

an analysis based on the interconnectedness of these subculture will be carried out.  
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According to Cheney et al., 2011, an organisation with diverse subcultures capable of co-

existing, but with many differences, can be classified as a differentiated version of culture and 

subcultures. The vendor falls under this as the many different subcultures, primarily made up 

of the different communities of practice, are capable of working together to produce valuable 

products. We define it as a differentiated group of cultures not only because they are capable 

of working across the different subcultures, but also because there are some tensions. An 

example is the interplay between the subculture of the client facing roles in the organisation, 

such as the consultants and customer care, and the development of subculture or group. Often 

the client facing roles are questioned by clients as to why they are not capable of doing 

something that was promised, probably due to an error in the system. Then they will relay this 

question to the development. The development community within the vendor company will 

then figure out if it is a critical error which should be fixed immediately or not, depending on 

other issues. If it takes longer than anticipated, the client facing team will receive backlash 

from the client whereas the development team will just continue work and often not care. From 

this interplay, tensions arise and to some degree the distance between the two subcultures 

increases.  

 

One way to mitigate some of the tension, is having boundary spanners in practice. One such 

boundary spanner is already functioning in practice at the vendor company. Made clear by his 

dual facing nature of work where he spans not only the development community of practice, 

but also the consultancy community of practice (Internal researcher). When asked about 

creative problem solving tasks he answers: “I am also involved on the project management 

side, at least for resource management and scheduling, where sometimes the question is “We 

want to do it like this” and then the creative part of my work is to find out how we can solve 

that” (Senior Consultant, vendor). Another way is to use a process support system that can 

span the communities. The vendor company both produce and use their own process support 

system called WorkBook, which helps collaboration across the communities: “Because lots of 

the things we do in Workbook is to make you think of something else than work and then you 

just collaborate without knowing it, where other systems have a more conventional way of 

looking at where you have a budget and then you just look at it” (Senior Consultant, vendor).  
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In short, the subculture definition is that of Cheney et al’s differentiated cultures because there 

is tension between the cultures. However, it is not enough to make it an obstacle to deliver 

valuable outcome if mitigated by boundary spanners and objects. 

 

6.2.1.2 Information culture at the vendor company 

Although the company probably values its employees, it is difficult to spot any of the 

departments inside the vendor do so with the exception of customer care. In this department 

pictures and scores from client feedback are publicly displayed for all to see. This does not 

apply to other departments. Along the same line, a scrum based system of software 

development has resulted in stickers being put up systematically in a scrum board using post-

its (https://www.scrum.org/resources/what-is-scrum). Even though the software produced can 

replace some of these scrum boards, employees have found a need to visualise it outside the 

system. Looking through the lens of the institutional perspective of information culture, it shows 

that the use of information is on a value-laden basis. The structures and routines which is built 

into the vendor’s process support system, used internally, are being diverted when the value of 

doing so is present. This prioritisation of working and using information in the most valuable 

way, can be seen by the statements by some of the interviewees from the vendor: 

“I would think that you have to have different ways of doing it because people’s minds work 

differently. So what works for me might not work for someone else so, I don’t know, I guess it 

could be like having a Kanban view where some people probably prefer having the tasks so 

that they just drag them around to “this is in progress”, “this is in test” etc. and other people like 

just having a grid. Yeah so my answer is have diversity, I guess, and several options because 

people don’t think the same way.” (Principal Developer, vendor) 

 

As expressed in this statement creativity, and the freedom to switch systems and routines in it, 

suits the individual creative worker. In cases where other programs or methods are better 

suited for a specific task, it is allowed by the norm to do so. However, there are other opinions 

about using other systems. These differing opinions argue that it is best to stay with the 

general routine and system. When asked if creativity could still be supported using the pre-laid 

work methods the Senior Consultant at the vendor replied: 

https://www.scrum.org/resources/what-is-scrum
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“WorkBook actually helps you do that in the sense that our own system, WorkBook, actually 

helps you being creative I guess. Because lots of the things we do in Workbook is to make you 

think of something else than work and then you just collaborate without knowing it where other 

systems have a more conventional way of looking at where you have a budget and then you 

just look at it” (Senior Consultant, vendor).  

This view of the optimal way of working with information in the company leans more towards a 

rational perspective of information culture. The main system and method is seen as the optimal 

way of supporting the goals of the company. 

It can be seen that the information culture is not completely unified. Different employees’ view 

of information usage result in a somewhat fragmented information culture. This makes the 

concept of switching systems and work methods, in the company, more complex and different 

on individual levels. 

 

6.2.2 Organizational culture at Vendee 
With the vendee being a digital ad agency, many different types of personalities are located in 

various departments. This secures, the company is ready for all possible technical and creative 

challenges which will occur during creative processes. Specific skill sets and experiences are 

demanded and they can be difficult to align. The following part will investigate how 

organizational culture, sub-cultures and information culture can affect those processes 

described at the vendee. 

In terms of the artifacts that were observed at the vendee company there are many distinct 

clues to the organizational culture it inhabits. The office space is designed to promote unity 

and a sense of organizational personality with distinct able features and look. This includes the 

recurring red theme, which is a central part of the company logo. Red walls donning huge 

logos, with the name of the vendee company, can be found in the office. This is establishing a 

sense of pride and manifestation of the company in the daily work environment (Appendix D). 

There is a great amount of attention on the welfare of the employees in the workspaces as 

well. With offerings of free beverages in the form of soda and juices being readily available 

along with fruit and other snacks. There are also thoughtfully placed sofa-areas with 

magazines and music. As well as leisure room that serves as a social hub with such activities 

as table tennis available for the employees. Management has implemented a Friday-bar every 
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week for the employees to meet in an even more relaxed setting. This is also the case during 

the social event and company parties which the company arranges. The social hub also 

functions as a cantina where the employees can have lunch breaks. If the weather allows it, 

employees also have the possibility to enjoy their break in the backyard. These 

implementations help create a relaxed work environment in which the employees can feel at 

home at work. It helps to support the social interactions between the workers too and promotes 

a more informal climate between them. The workstations are designed in the style of an open 

office with transparent glass walls (Appendix D). This makes visual contact between the 

workers clear and breaks down the barriers between the different departments and ranks. 

These artifacts seemingly goes well together with the espoused beliefs and values that can be 

found in the company and among its members. Management does a lot to promote the same 

kind of work life ideals which can be found manifested in the physical space. These values can 

be found in a number of statements and implementations that are communicated among the 

members. Such things include the fact that the management have stated how employees are 

completely allowed to talk and discuss non-work related topics at work. This norm embraces 

the same informal environment and relationship between the members which is being 

promoted in the company. The welfare of the employees is also reflected in the norms and 

interactions between management and the employees. Each week, a questionnaire is sent 

around asking about the personal thoughts and feelings of the company members. This is to 

make sure the employees’ well-being is not being overlooked and ignored. This is 

supplemented by team-meetings in which the atmosphere is discussed within each 

department. Workers are welcomed to request solo meeting with their boss if need be. Ideas 

for possible improvements or tweaking of work processes, or other aspects related to work, are 

welcomed and encouraged in the company. Supporting the notion of a flat hierarchical 

structure. 

This leads to the final layer of the organisational culture, the underlying assumptions within the 

vendee. Among the employees there are certain unwritten rules and unofficial norms that 

makes up an important aspect of the organisational culture. Such as it being accepted by 

employees, at the vendee, if a co-worker arrives late for work or leaves the office early on 

occasions. Being able to decide over one's time schedule is a shared acceptance that has 

developed among workers in the company. The informal nature of the work environment along 
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with the non-work related chats and jokes are accepted across the organisational hierarchy 

too. With high ranking member joining the same informal talks with employees ranking lower in 

the structure.  

However, despite the effort to maintain the flat structure, openness and transparency in the 

organisation, subcultures are still firmly present in the company. This can be seen when 

workers are having lunch breaks or are grouped in departments despite being located in the 

same cantina. Overall there is a clear sign that the different layers of cultures found in the 

organisation are strongly linked together. The artifact seem to have an influence on how the 

norms are shaped. In term, the norms shape the underlying beliefs being developed in the 

minds of organisational members. 

 

6.2.2.1 Subcultures within the vendee 

As mentioned in the previous section, regarding the research conducted on subcultures within 

the companies related to this paper, this analysis will not delve into a complete overview of 

each individual department’s subculture. This section will investigate some of the relevant 

subcultures within the vendee company and the conceptual foundation will be similar to the 

one used when subcultures in the vendor company were presented. 

Within the vendee company there can be found five different departments, all working on tasks 

very different from each other in nature. This has naturally lead to different subcultures 

emerging within each of the departments. Some of these share many similarities, as with the 

project managers and the strategic department. Others are vastly different, as with the 

designers and the developers. It was noted during the research of these, that the bonds and 

relations that are built between the departments and bridges made between the subculture, 

are largely based on projects. Despite the many implementations from the management, to 

bring the company together as a whole, there still exists clear differences in norms between 

the subcultures. Artifacts and espoused beliefs and values are what mostly can be observed 

as the differing aspects. While the underlying assumptions, which was observed during the 

research, are fairly unified across all departments.  In cases where the differences are bridged, 

it is often due to people being brought together to work on projects that require communication 

and collaboration across these departments. These new relations often linger on even after the 
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project is finished. Thereby minimising the gaps between the subcultures and support the 

coexistence. The management have implemented several routine meetings for each 

department individually. Here, the employees can voice their opinion about the quality of 

collaboration with the other departments. This can help with short term problems, but does not 

address longer term issues or development. The vendee can be seen as having a 

differentiated culture, with subcultures having differentiating norms, but the ability to coexist 

without much tension in the work processes. 

 

6.2.2.2 Information culture in vendee company 

At the vendee company the general thought of information culture is to align information 

throughout all departments, where each employee are encouraged to share information and 

upload it to a common platform called “Egnyte” (Project Manager, vendee). External deliveries 

and internal documents, files and templates should be present and easy to locate on the 

platform. Within each department information and ideas is created and shared differently. In 

the creative and project management department post-its and physical boards are used to 

share ideas, express opinions and plan processes (Art Director, vendee). In contrast, the 

development department seems to stay more within the systems, and do not switch to the 

analogue approach as the other departments mentioned (Developer, vendee). This shows how 

the information culture is not totally aligned and how some information might get lost or does 

not get shared: “you kind of get an overflow of emails regarding jobs, different types of jobs 

that really makes it confusing. Especially if you want to save it for later” (Art Director, vendee). 

The shared information culture leans to the rational perspective saying: “it is clear in all 

departments what information to seek, store, use etc. in order to best support the 

organisation’s goals” (Nowé, 2005, p. 54; Choo, 1998 in Nowé, 2005; Widén-Wulff, 2001 in 

Nowé, 2005). However, as explained in the various departments, there are deviations 

regarding the rational perspective. Furthermore, a creative supervisor expresses: “I feel like we 

here at Vertic are welcome to challenge the processes. So if I know or find a good solution, like 

a software, which could be used in a specific setting – then I am allowed to bring it to the table” 

(Project Manager, vendee). People at the vendee company can choose to create their own 

path towards the creation of information, and that can create confusion when information must 
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be shared. A fragmented information culture seems to be present, where individual processes 

are part of everyday work. The switching between different software tools and systems affects 

the sharing of information and that tendency can cause damage to processes while making 

them inefficient and unaligned (Nowé, 2005). 

 

6.3 Pockets of creativity 
Within both the vendor and the vendee there are many creative projects in which the 

employees of the companies have to navigate complex processes. Several factors and 

partners are involved which leads to uncertainty and constraints. These must be taken into 

account. 

 

Product uncertainty  

In the development of product, both the vendor and the vendee experience uncertainty in 

regards to the product being developed. In the case of the vendee, there was found to be a 

certain level of uncertainty when it came to designing the product in cooperation with the client. 

Despite this, there are many aspects of the product which have been standardised in order to 

lessen the uncertainty for both the producer and the client: 

“When you start coding you have a template where a lot of the things are already written down 

for you. This gives you a tool to get work done faster. It also gives the client an opportunity to 

view projects finalised in the past. That is something that creates some kind of credibility” 

(Developer, vendee). 

However, an important aspect discovered during the interviews was that even though aspects 

have been standardised, there is still freedom in the creative space. It was expressed how this 

uncertainty, about what the final end product should look like, makes room for creativity. 

Something that is very appreciated by the team (Project Assistant, vendee). 

 

Process uncertainty  

In terms of the uncertainty that comes with the process of developing such a product there 

were several examples found during the conducted research. In the case of the Vendee it was 
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expressed during the interviews, how the uncertainty involved in the process allows for the 

workers to make room for new creative ideas (Project Assistant, vendee).  

In order to make way for creative freedom, having a process in which every step or limit is not 

given at the start, is important. The experimental part of the process therefore plays a vital role 

in developing a creative work effort for the employees. This is also something that was noted in 

the interviews conducted with vendor and vendee. Here the speed to which the process had to 

occur, plays a big role in the amount of uncertainty in said process: “I could see a conflict with 

how efficient that you are and how quick you can solve tasks because it is a fair interest that 

company has into you.” (Senior Consultant, vendor). The need for unstructured and uncertain 

processes also becomes evident from a project manager perspective: “to allow me to be 

creative it needs to be flexible and not to defined” (Project Manager, vendee) and he goes on 

to explain: “I feel like it is also good to challenge the standard processes and think innovative 

while not being afraid to fail. It might become too predictable if the processes are the same 

over and over again” (Project Manager, vendee). 

Having an unknown process, to some extent, makes for a more complex task in planning and 

executing the work process. Something that changes the dynamics of implementing creativity 

within it. This is backed up by how a developer at the vendor company sees the process and 

design of process support systems. He firmly believes that people work differently which can 

be a cause of uncertainty to the process: “I think again it is needing to understand that people 

work differently and give them space. If you have a model then they should not all be put in to 

that box forcing them to work the same way” (Principal Developer, vendor) which is further 

backed up by a project assistant at the vendee company:  “At the same time there is never 

only one way to do the job, but multiple ways” (Project Assistant, vendee) 

 

Resource uncertainty 

The resources connected to the development of the products and process also experience 

levels of uncertainty. Deciding the amount of resources needed for different projects can be a 

cumbersome task and requires communications and involvement from many different parties. 

The uncertainty that comes with often having a moving target and constant evolving needs on 

behalf of the employees and the client, makes for a level of uncertainty which is difficult to 

control: 
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“Yes! I think I may have more than others (red. Consultants) because I am also involved on the 

project management side, at least for resource management and scheduling, where 

sometimes the question is “We want to do it like this” and then the creative part of my work is 

to find out how we can solve that” (Senior Consultant, vendor) 

As illustrated by the statement, creativity also thrives from the uncertainty that comes from 

having such a moving target in terms of resources. The employees get to use their creative 

problem solving in managing the changes and scope of the product. Contact and 

communication is therefore a vital aspect administering this phenomenon as explained by an 

employee at the vendee company: “The software we use to communicate internally is 

improving the processes a lot” (Project Assistant, vendee).  

   

Product constraints 

During the interviews it was revealed how standardisation is used to reduce the uncertainty in 

terms of the design of the product. Helping the client get more insight and control. This 

constraint was not always liked by the workers since it limited their creativity.  “If you are 

freelancing you kind of decide yourself how creative you want to be, because you are just 

taking the task” (Designer, vendee). However, another constraint derived from internal 

decisions and control as well, are cases in which the planning of the product goes past the 

design department and is only handled between project managers and the client. This puts a 

great constraint on the people who are involved in the pocket of creativity when it comes to the 

design of the product. Thereby limiting their creative capability (Art Director, vendee). 

 

Process constraints 

The constraints related to the process can be hard to define from each individual process. 

However, there are always some constraints given by the client. This can be a constraint 

related to how they want feedback on process or how they want to receive the process output. 

As a project assistant, from the vendee company, explains regarding the guidelines: “We 

receive designs and guidelines from the client. So inside our team we have certain guidelines 

to follow” (Project Assistant, vendee). These guidelines puts constraints on the overall process 

as creativity is not allowed to flow in any given direction, but will have to adhere to the process 
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guidelines. These constraints shows themselves throughout the whole process of creating and 

delivering the end product for the client. As a developer, at the vendee company explains, he 

is given a template to start his work which will be a constraint on the overall process: “when 

you start coding you have a template where a lot of the things are already written down for 

you” (Developer, vendee).  

What becomes interesting, is the seemingly special relationship which can develop between 

client and vendor in the creative industry. Here it seems normal that the vendor, in this case 

the vendee company, informs their client of how far in the process they are or if there are any 

issues: “When you need to follow certain guidelines, it is more difficult, but we have worked 

with some of the clients for a long time, so we know and they know the possible difficulties. 

With some clients we know when to ask them and when just to make a decision ourselves” 

(Project Assistant, vendee). This relationship ensures that constraints can be overcome 

relatively easy although the client can have a hard time understanding the processes of the 

vendor: “.... because they would have a tough time understanding our process” (Project 

Assistant, vendee). 

However, the issue that can arise from having a good process relationship with the client can 

become a constraint for artists in how they are hindered from using their full creativity: “It goes 

straight from the client to the PMs [Project Managers] and then it goes to the creative 

department. But the PM’s and the client they already figured out what they want us creatives to 

do” (Art Director, vendee).  

 

Resource constraints 

In creative work resources are often an issue. Constraints are not only on time but also the 

people involved in creating the product. As clients require creative products within the budgets 

they have given, it can become a constraint on the creativity actually involved in creating the 

product as this quote, from a Project Manager in the vendee company, explains: “It is a 

balance i think. Because they want to make profit and the time/hours used on a project defines 

how the profit is. But on the other hand they want us to be creative and influence the product. I 

think the creativity takes time from efficiency. So it is a trade-off. I think it is a balance” (Project 

Manager, vendee). It then becomes a balance between creativity and efficiency. A certain 

tension arises in this area where creativity does not necessarily eliminate efficiency, but 
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without one the other would become meaningless. If there are no time or budget constraints a 

product can become a creative playground, but will not necessarily be of any value to a client 

as there are no guidelines and processes that adhere to the predefined needs of the client. 

However, too much focus on the budget constraints, and hence time, can also ruin the creative 

end product, as an Art Director in the vendee company explains: “It is more that the main focus 

is getting things done. So you would take whoever has the time and give them the job” (Art 

Director, vendee).  

 

This tension can then lead artists to feel constrained in their time and budget, even though 

they are not entirely aware of the full constraints: “I kind of feel like there will always be a limit 

for me and what I can ask for. And I think that there is of the profit. You know, “don’t use to 

much money” and further explained when asked if the view on profit limits creativity: “So for 

me, the time I use here is very important because they want to limit the shortest period. So for 

me it limits it yes” (Designer, vendee)  

 

These tensions can lead the creatives to help with planning as their expertise around creativity, 

and its needs, are more thorough than the creative supervisors: “I sometimes participate in 

planning because us in the design department have a different and more clear view on 

creativity. And what is necessary in a task” (Designer, vendee). 

 

7. Discussion 

Throughout the analysis of our research areas, we deem that an establishment of distinctive 

links have been created between the concepts described and used so far. In the next section, 

this will enable us to utilise our findings to further create important arguments which both align 

with the research strategy and research domain presented, but also allows us to answer our 

research questions. The analysis has investigated several important topics which have created 

the foundation for further perspectives and insights to be examined. The many new insights 

from the two companies will be further discussed in the following sections. In order for our 
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discussion to provide the most value and purpose, we have decided to discuss the topics 

separately. Later on, we will combine the topics discussed and explain their connection, 

purpose and importance. The topics which will be presented and discussed are: 

 

 Social Construction of Technology (SCOT) or Technological Determinism 

 Organisational Culture and Information Culture 

 Divergent vs Convergent Thinking in the Creative Process 

 The notion of switching 

 

The areas presented above have been chosen because we believe they can enrich and 

provide important insights towards the outcome and conclusion of this paper. Moreover, the 

areas discussed will present and include perspectives and opinions not earlier mentioned in 

the paper. The following section will present the first topic. 

 

7.1 Social Construction of Technology (SCOT) or 

Technological Determinism? 
This section will delve further into the technical mechanisms occurring internally and between 

the vendor and vendee company investigated. General and creative tasks are started and 

finalised every day within both companies, but it can be difficult to estimate why they are done 

in specific ways and what affects the processes. To discuss the tensions and elements present 

in the best way, we have decided to divide the section into three sub-categories: 

 

 Social Construction of Technology vs Technological Determinism at vendor 

 Social Construction of Technology vs Technological Determinism at vendee 

 Concluding challenges 

 

The relationship between vendor and vendee, is interesting because the vendor creates the 

technology used by the vendee. Therefore, it could be argued how the vendee must already 
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adapt to the technology provided. What is interesting to discuss is whether the two companies 

are aware of these conditions. By dividing this section into individual parts, we aim to make it 

clearer to discuss and explain their similarities and inequalities. The essential outcome is to 

learn how employees at two companies, working together, are using IT differently, but also 

how it will and can affect the workforce. With such an outcome both companies might be able 

to figure out how to optimise certain creative processes in the future. Before going into the first 

section concerning the vendor, explanations of the two perspectives will be presented briefly.  

The technological determinism concept originated more than a century ago and often the 

thoughts surrounding it, are still discussed (Veblen, T. 1904). It is believed the concept is 

formulated by the American sociologist and economist, Thorstein Veblen (Veblen, T. 1904). 

Briefly explained, the concept describes how technology is characterised as all tools, devices 

and machines etc. used when carrying out general activities or tasks. The main argument 

presents how people in general is affected and controlled by technology, and how all human 

activities are shaped due to the functions and possibilities of the technology. Furthermore, the 

use of technology, in society, is therefore shaping and driving the cultural values and social 

structures. In this paper, the technology described will be characterised as IT and software use 

since digital processes within the two companies would simply stop if removed. In contrast, the 

social construction of technology (SCOT) argues how technology (IT & software) is shaped 

and controlled by humans. People use and adapt to IT and software systems, but also shape 

and customise the settings depending on their individual need. As stated by Janet Fulk: 

“interactions with social agents control the technologies and their effects and that attitudes 

toward and uses of technologies converge in social systems” (Fulk, 1993,. p. 921,). The use of 

technology can simply not be understood without understanding the social context in which it is 

used. Several points and statements regarding the two views could be explained here, but as 

mentioned earlier only brief explanations would be presented. While discussing the two 

concepts, various other arguments will be presented and investigated. 
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7.1.2 Social Construction of Technology vs Technological 

Determinism at vendor 
The vendor company, providing the process support system, has all their value connected to 

that product. Consultants are selling and explaining its functionalities for clients, project 

managers are coordinating resources and timelines, while developers make sure to implement 

and adjust changes when they are needed. From the technological determinism perspective all 

activities could be argued as being shaped by the IT and software within the company. The 

question is if they are aware of how much the technology is affecting their everyday tasks and 

movements, and to what extent. The following statement backs up how an employee adapts to 

the system: “if we do not already have this tool or service, then I must figure out a way to make 

it work without damaging the product” (Associate Consultant, vendor). Simultaneously, it also 

presents how their clients experience barriers when using their product. The consultant is 

forced to find a way to succeed, but adjusts to the system which limits his possibilities. On the 

other hand, it is also expressed how there is not only one solution, and some kind of freedom 

is present when solving the issues. We speculate if the developer and consultant is able to “go 

around” the system and affect the solution. This aligns with the view of SCOT: “people do not 

work with a ‘real’ environment, but with their understanding of it as constituted through a 

particular cultural tradition” (Brück, 2006 p. 298). Hence, the artist and consultant might be 

capable of inventing a solution based on their internal cultural understanding of norms and 

activities. A senior consultant at the vendor company is aware of the various demands from 

clients: “creative people have another way of looking at some of the systems that they are 

using so if we can be creative, just like they are, then we meet their expectations to a system 

and that will create value in the end” (Senior Consultant, vendor). We speculate if the various 

demands from clients and how each client is able to customise the process support system, is 

why it could cause complexities. Furthermore, if that is the case it also backs up how clients 

can shape software while working with it as presented by the SCOT theory.  

The SCOT perspective embraces the fact that subcultures and information culture shape the 

technological use within the company. While we are not able to measure whether this is true or 

not, it is interesting how the need for digital technology in their company is crucial to carry out 

everyday tasks. That must attract some specific types of employees being able to understand 
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technical mechanisms, but also further communicate it to customers and users. The many 

different job descriptions inside the company tells us that the product is complex and 

multifaceted. The mix of human personalities will, according to SCOT, affect the product and 

use of it while technological determinism on the other hand will ignore such a culture and 

instead affect the process support system. The following section will look into a similar 

discussion within the vendee company. 

 

7.1.3 Social Construction of Technology vs Technological 

Determinism at vendee 
In this case, the vendee has similar challenges as the vendor when working with or without 

technology. They are highly depending on IT and software, but are not connected to one kind 

of system controlling and determining the current status of the business. Several software 

systems and tools are being used for various kinds of services and products. With that in mind, 

it can be argued that there are more factors controlling the behaviour and decision-making of 

the employees. Various content management systems (CMS), creative tools, structured 

process support systems for timelines/budgets are some of those factors. From the 

technological deterministic perspective, the artists and supervisors seems to be locked 

between all the systems used. As learned during our interviews, the systems used change 

depending on the department. This did not come as a surprise since we know the functions 

within the departments vary from creative tasks to strict financial considerations. However, we 

still experienced how the execution of similar jobs within two departments were done by using 

different approaches (Project Management & Creative department). Whether this is a 

subcultural tendency or technological barriers driving the employees towards solutions, is 

difficult to tell. The interesting point to make is how the same job can be executed differently 

depending on the department. 

Again, the perspective presented by SCOT suggests the technological use is shaped by 

cultural norms and tendencies. Learned from our primary data, both perspectives seem to be 

present. Artists and supervisors switch to other solutions when executing tasks, but they also 

try to incorporate the tasks into one project. The information culture is important to take into 

account in this case, since an outsider most likely would not understand that process. An 
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outsider is considered as an actor who is not part of the culture and does not understand the 

underlying assumptions going back and forth. Another aspect, concerning the relationship 

between the vendor and vendee, is the general understanding of how tasks are actually done. 

Before the vendor is able to provide the best product possible, they must to a certain extent 

understand and acquire knowledge about how the vendee execute projects and work during 

the creative process. From the SCOT view the social environment and internal cultural 

elements at the vendee will define whether new technology is accepted and used. Is the gap 

between vendor and vendee too broad or is it too difficult or inconvenient to acquire such 

information? In general, our primary research presents how employees at the vendee 

individualise creative tasks and switch to the approach most suitable for specific jobs. 

 

7.1.4 Concluding challenges 
Interesting arguments and perspectives have now been investigated, discussed and 

presented. It seems the two companies are sharing challenges while simultaneously battling 

with their relationship. The question is if the two companies are aware of the size of a potential 

gap between them. Are the two companies too controlled by the technology surrounding them? 

At the vendee company, the following questions can be asked: “Does the technological 

boundaries limit the creativity? And when solving tasks is the first thought: “what software or 

technical tool can be used to solve it”? Software and technical devices are used for innovation 

and efficiency when carrying out work. Analog approaches are time consuming and the output 

is difficult to measure directly. Especially the artists at the vendee company embraces that 

approach, but were limited by internal timelines and budgets. The essential discussion in this 

section is whether the actors in the two companies are aware of when technology limits their 

creativity, while at the same time know when they must adapt to technology to stay 

competitive, efficient and solve the complexities. This activity can be difficult when primarily 

working with software and digital products. Finally, is it possible that the boundaries of the 

software lure the employees into switching? Based on the collected data, frustrations and 

barriers are causing employees to switch between systems when working. What we cannot 

estimate or conclude is the consequences that comes along the switching activity. 

 



112 
 

7.2 Organisational Culture and Information Culture 
In this section we will discuss the implications of the findings concerning the organisational 

culture found within the vendor and vendee in relation to this paper. In both cases, it was 

discovered how the organisational cultures had a clear impact on many aspects of importance 

to the concepts of creativity and system switching. This section will start by discussing how the 

vendor and vendee companies’ organisational culture cause consequences for the work 

processes and employees which operate within. This will be followed by a discussion of the 

paper’s findings concerning information culture and how it relates to the organisational culture. 

Finally, we will look at the differences and similarities between the vendor and vendee. This 

will provide insights into the possible relation between parties of this kind. Since vendor and 

vendee relations are something that can be extrapolated to involve many different kinds of 

businesses and fields, this discussion is a highly relevant one. 

 

7.2.1 Discussing the organisational cultures 
During the research and analysis of the vendee company, similar cultural trends were found. 

The company has many artifacts that support an informal and relaxed culture. This invites 

employees to small talk and act in non-work related activities, which supports the values that 

cherish freedom and autonomy among the employees’ work efforts. Just as in the case of the 

vendor, the layers was found to bleed into each other, affecting and shaping one another. This 

was evident due to the three layers examined in this paper, all being unified in how it made the 

organisational members act. Again, the question is, at what point is this culture created and 

who is able to shape it? At first glance, it would seem that the culture is constructed and 

shaped by the employees of the company. This could be reasoned, since the employees are 

given so much freedom to act on their own in their work and behaviour. This would argue in 

favour of the symbolist perspective of culture, explaining that the culture cannot be created and 

controlled by the management. Rather, employees themselves are the ones that have been 

constructing the open culture. An example of this could be found in the subcultures within the 

company. Despite the effort of the management to ensure a close bond between the different 

departments, there are signs indicating that this has not fully succeeded. With the departments 
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not organically mingling, but instead create connections on the basis of work tasks, it has not 

been possible to fully create the intended culture. 

As for the vendor, looking back at the knowledge gained during the research of their 

organisational culture, as well as the subcultures within, many important clues were located 

about how the company functions. The vendor also exhibits a culture in which freedom and 

openness are a large part of the daily life of the employees. With open and transparent offices 

that has removed many of the physical boundaries between employees and the management, 

the culture has evolved into one with information structures. This was found in the norms, 

values and as well as the underlying assumptions as well. The layers of culture clearly had an 

effect on each other, bleeding into each other and shaping one another.  

 

Therefore, a general interesting question we can ask, when looking at both companies, is 

where the culture originates from in the first place. There is an informal culture at play that lets 

the employees determine a lot in autonomy. 

Upon further analysis of the artifacts and the espoused beliefs, we found clear evidence of 

these layers still playing a large part in affecting the culture in other aspects. These layers do 

still, to some extent, shape some of the underlying assumptions exhibited in the mind-set of 

the employees. This point is important due to the management originally setting out to create a 

culture by affecting these layers. Something that can still, in large parts, be found in the 

company today. The transmitting effect that goes throughout the layers of culture, undoubtedly 

have an effect deep in the culture. This supports the notion of a functionalist perspective on 

culture. The management do have some power to construct and shape the layers of the 

culture in this case. The implementations seen at the company have given rise to the informal 

and relaxed culture slowly being developed. Ultimately shaping the way employees conduct 

their work in the organisation. The question to ask in this context, is whether the perspective 

on organisational culture, is right. We found evidence of both the symbolist and functionalist 

perspective on culture being present. We were therefore able to conclude that there, in this 

case, was no definitive perspective that could be used as a complete encapsulation of the 

situation in the company. Rather, both the functionalist and symbolist perspective on 

organisational culture both seem to play a role in the final construction of the culture. In some 

ways, it can be argued that the top-down and bottom up creation of culture, work in tandem 
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with each other. Management have had some effect in laying down a foundation for the culture 

within the firm. Upon this foundation, a culture have risen, however it show signs of being an 

autonomous development, shaped by the inhabitants of the organisational culture. This has led 

to a current situation where management is not able to manage many of the intricate parts of 

the behaviour and thoughts of the employees. Leading to more differentiated subcultures as an 

example. 

 

7.2.2 Discussing the Information cultures 
The reflection made about the organisational culture, leads to another important discussion 

relevant to the research questions of this paper. It was found that the information culture can 

be seen as an extension of the organisational culture in the companies involved in this 

research. To make this connection, it is important to keep in mind, the informal culture and 

autonomous nature of the employees in the respective companies. We can see this is 

something that runs parallel the case of information culture. Thereby making the argument that 

there is a link that connects them.  

Looking back at what was found in terms of the information culture, it mirrors the organisational 

culture in several ways. We found that at both the vendor and the vendee, management had 

put forth plans and strategies on how to store, share and create information within the 

systems. In the case of the vendee, we presented the cases of which systems were not used 

as intended. The example of the platform “Egnyte” is a good showcase of this phenomena 

happening in practice. With the platform being planned to play an important part of the 

information infrastructure in the work processes. The platform is being used, but not as 

intended and as reported. With departures from usage of the system to circumventing it to 

save time and problems, employees have found alternative ways of conducting their work, to a 

certain extend. This trend was also found within the vendor company, in that systems were laid 

out for use, but usage still changed based on the individual employee and his/hers needs and 

preferences. This trend was especially clear in the vendor case, since the company is a 

developer of a process support system themselves and users of the same system. That meant 

the employees chose to depart from using their own developed system, thereby eliminating the 

possibility of a lack of user knowledge being the reason behind.  
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A point of discussion about diverging from the system procedures, could also entail other 

personal motivations for not following the given processes. Withholding information is a 

common phenomenon among employees in many businesses. Some employees view 

knowledge as a property that is best to keep for oneself (Kelloway & Barling, 2000 in Webster 

et al, 2015). Reasons behind such motivation could be power and politics in the organisation, 

territoriality between employees and divisions, or interpersonal dynamics hindering sharing of 

information (Webster et al, 2015). In the case of power and politics, knowledge can play a role 

as a political resource and strategic value for its possessor. Organisational structure can play a 

part in this even though it is the individual choosing to withhold the information for personal 

gain. This could be due to the power plays or reward systems that the organisation have set in 

place. In case of the vendor and vendee, we did not find any such structure that would support 

this kind of behavior, nor does any sign of any direct power struggle taking place in the 

companies. We can most likely attribute this to the informal and relaxed culture within them. 

Territoriality also have several aspects that can lead to withholding knowledge. This mainly 

roots itself in developing territorial behavior, exercised by maintaining claim over certain 

knowledge. This is more of a naturally occurring psychological mechanism rather than a 

rational choice or calculus on behalf of the knowledge possessor (Webster et al, 2015). As 

shown in the analysis, there does exist a differentiated culture containing multiple subcultures 

that have differences. This can lead to subconscious territorial dispute which the employees 

might not even be aware of. Interpersonal dynamics could involve the reciprocity that often 

influence people interaction with each other. As mentioned in the case of the vendee, many of 

the interrelations between employees from different departments, stem from previous projects 

they have worked on together. Reciprocity can therefore play a role in these cases. In cases 

where knowledge has not been shared adequately, it can lead to the withholding of knowledge 

being reciprocated. Something that can lead to a greater stain to the company in the long-term, 

if not handled early.  

 

At both the vendor and the vendee, the tendency to move away from digital systems and 

instead use analogue tools also raises an interesting point. A lot of the interviewees reportedly 
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ended up using these analogue systems outside the systems, were involved in creative 

pockets within the work process. The analogue tools for example included drawing and 

brainstorming during creative meetings. This alludes to be evidence that there is a higher risk 

of creative workers, working outside the systems if their immediate needs for creative tools are 

not met.  

 

This results in the management needing to listen closely to the needs of the creative workers, 

if they want them to follow the systems in the normal work procedures. The information culture 

and evidence of alternating from the systems presented throughout this paper, gives rise to an 

interesting discussion about the perspectives on information culture itself. The very fact that 

information culture at both the vendor and the vendee is diverse on individual levels and out of 

the complete control of the managements, seems to shed light on the commonly known 

information culture perspectives. With the rational perspective arguing that information usage 

and handling can be easily dissected and planned out, we have found the opposite to be true 

when it comes to creative businesses (Nowe, 2005). Our research leans more towards an 

institutional perspective. Showing that it is in many cases not clear for employees exactly how 

to work within the information framework given. Instead they optimise their own procedures 

and changes the way they create, store, collect and share information. The value of the 

information therefore becomes dependent on how it is used and shared through socially 

transmitted patterns. Linking back to the way the type of organisational culture is present in the 

companies.  

 

7.2.3 Comparing the culture of the Vendor and Vendee 
Looking at the comparisons and contrasts between the vendor and vendee can shed light on 

an important relationship and connectivity within fields that deal with creative work. In the case 

of the two companies we looked at, there were many similarities. We speculate if the 

companies are aware of these similarities and whether they could use that knowledge when 

collaborating. Dissecting the organisational culture revealed both companies exhibited the 

same kind of informal culture that valued creativity and freedom for the employees. In both 

cases, all the layers of culture were unified in constructing an organisational culture which 
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were both developed from the top-down as well as bottom-up. This is leading to an information 

culture that could be explained as using an institutional perspective, meaning that value-laden 

information use were prioritised. 

 

7.3 Divergent vs Convergent Thinking in the Creative 

Process 
This section will examine and discuss the concept of divergent and convergent thinking in the 

vendor and vendee company. The reason for doing so is to examine if there are links between 

the creative cognitive abilities, of workers, and the need for circumventing information systems 

inside the organisations. This is directly derived from the analysis of the two companies, their 

use of process support systems and general information technology. As discussed earlier, the 

view on how interaction between individuals and information systems has an effect on the 

organisation’s use of IT along with the organisational culture and information culture pictures a 

landscape inside the vendor and vendee companies. This landscape shows a distinct notion of 

accepting to circumvent a system and perhaps switch from it. This is where we see a 

connection with the concepts of divergent and convergent thinking inside the companies and 

how it influences the decision taken by creatives. 

Even though both companies can be labelled as creative companies the vendor and vendee 

differ in many areas. Not only are they in different industries but they also have completely 

different approaches to creativity. Therefore this discussion will not attempt to take both as 

equals but rather explain the topic from both a vendor and vendee perspective. The structure 

will be as follows: 

 

 How does Divergent and Convergent thinking influence IT use at the vendor 

 How does Divergent and Convergent thinking influence IT use at the vendee 

 Concluding arguments. 
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The topic is quite complex and could be a dissertation in itself, but the aim of this paper is not 

to discuss divergent and convergent cognitive abilities at creative companies but rather what it 

might result in combined with the interaction of information systems. 

 

7.3.1 How does Divergent and Convergent thinking influence IT use 

at the vendor 
The vendor company, as explained previously, develops and sell a process support system to 

creative companies. However, they are also using the same process support system for 

everyday use. As explained in our analysis not all sub processes are creative in nature but the 

overall process can still be perceived as creative. At the vendor it becomes clear that 

convergent thinking is part of what is perceived as important for a system to be supporting 

creative work: “That is basically what creativity is, like using a mental template to solve 

different issues.” (Associate Consultant, vendor). What this means are that the individuals, in 

the company, regard creativity differently but will often need to use existing knowledge to 

actually come up with something new. This also influences the way the process support 

system is designed. Filtering options are available and has made it possible for individuals to 

search for previously finished projects, implementations and other related areas. As well as 

linking it to a system of records the system provides enough to actually let the employees of 

the vendor company generate new output from old knowledge. 

This might explain some areas and according to Seidel et al., 2011, it goes along with how 

they perceive a system that supports convergent thinking should behave: 

 

 Organise available knowledge hierarchically 

 Provide diverse perspectives on existing knowledge 

 Enable dynamic filtering of the knowledge base 

 

So the notion of convergent thinking has an influence on how the system is developed but 

divergent thinking is equally important for creative thinking and both should be combined to 

gain optimal creative output (Cropley, 2006, Seidel et al., 2011). In the vendor company it 

seems that people are aware of such without ever mentioning the word divergent: “I think that 
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you have to have different ways of doing it because people’s minds work differently. So what 

works for me might not work for someone else” (Principal Developer, vendor) “I think any 

software that allow you to express yourself, to express your thoughts and ideas in a way that at 

least makes sense to you would be software that supports your creativity” (Senior Principal 

Developer, vendor). What is intriguing about this is the setup of their own process support 

system. Here it is not possible to do everything inside the system but you can switch to another 

system and then upload what you have done to the process support system: “I usually do all 

the design in the drawing thing (software) and then I upload all the designs to WorkBook” 

(Senior Consultant, vendor). This means that going outside the system is not necessarily seen 

as a bad thing in the vendor company as long as the end product is returned to the system. 

It can then be argued that the use of convergent and divergent thinking is thought into the IT 

landscape to some extent, but never formalised as a way of going forward. We stipulate that 

they are capable of supporting both as long as they allow for deviations in the use of the IT 

landscape. However, we cannot fully see to what extend it alters their use of the IT as it seems 

to be acceptable to go outside the system to create what is needed for further progress along 

with conversations as uncovered in our analysis. 

 

7.3.2 How does Divergent and Convergent thinking influence IT 

use at the vendee 
At the vendee, both systems of thinking are in use to create creative products for their clients. 

It is this tension between convergent and divergent thinking that helps the creatives come up 

with new and novel ideas for client products (Cropley, 2006). However it seems that the need 

for both systems of thinking to be stimulated is not met by any process support system or IT at 

the vendee company. This is evident when the creatives talk about having to go outside their 

IT systems in order to be creative: “I enjoy drawing a lot. So I actually use post-it’s a lot, even 

though it is not the most digital thing. I really enjoy using them because I can make my own 

system” “In design I primarily use offline materials” “I really like the old fashion analogue ways. 

Like pen and paper… also because you kind of get an overflow of emails regarding jobs, 

different types of jobs that really makes it confusing… At times it makes it not that logical for 

me” (Art Director, vendee). These statements are backed up by other creatives at the vendee 
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company: “I am more of a post-it girl. You know, the to-do post-its. So I think that is how I 

manage my own assignments instead of doing it digital” “I don’t feel like that you often don’t 

get the same structure when you have an email there and a program here and a different box 

here” (Designer, vendee). 

It seems that the vendee, just like the vendor, circumvents their IT systems in order to be 

creative. They do so in order to stimulate both systems of creative thinking and often feel like 

structured systems are not capable of supporting their creativity. The data also suggests that 

the creatives at the vendee company get an overload of information. Is this overload of 

information then responsible for limiting the creativity and hence the use of IT at the vendor? 

We can only stipulate that this is the case and that it causes the employees to circumvent the 

IT systems and turn to analogue methods in order to perform as needed for the company. 

Furthermore, it is also worth noting that employees seem to have embraced this as it is 

ongoing and not even mentioned as a necessarily bad thing for the company since it still 

allows them to create a desirable output for their clients. 

To conclude this section on the vendee, it is clear that they are allowed to circumvent the IT 

landscape but we are unsure whether this circumvention creates value for the company in the 

end. They will still have to pay for the licenses to use their IT systems and they will still have to 

maintain them. Yet, not everyone is using the IT systems set forth by management and the 

convergent and divergent thinking seems to be causing people to not only search for 

information elsewhere but also get stimulated by analogue methods. 

 

7.3.3 Concluding arguments 
The question that needs to be asked is if it is simply too hard to incorporate both systems of 

thinking into a process support system. If the vendor is not able to do it for themselves then 

how can it be expected they can provide such system capabilities for clients with different 

needs. Does IT then have to be flexible? We can only stipulate that such a case is necessary 

for an organisation to be able to work flexibly within and outside systems. The vendee is a 

creative company that are using such a workflow even though it is an unintended consequence 

of their need to stimulate both convergent and divergent thinking. It seems that the process 

support system they have from the vendor does not allow for them to be creative inside the 

system. They need to circumvent the system and then return to it later in the process. 
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A further question is whether this has any consequence on the overall IT landscape? It is clear 

to us that the vendee use a wide range of different systems and the creatives seems to be 

confused from it, bordering on information overload. The vendor has tried to incorporate 

creativity into the system but they are unable to predict how the vendee work with the system 

in conjunction with their processes. 

Does process support systems then need to allow the circumventing of the system? We 

stipulate that it should be so given that we have data that tells us it is already happening and 

the vendor does not see it as an issue. It only becomes an issue when the IT landscape, at a 

vendee, is vastly different combined with their processes so that they are unable to gain the 

maximum value from a process support system. When convergent and divergent thinking 

starts to create tensions and hence creative output, if it is created outside the system, it should 

be put into the system after its creation. It seems that it is not case at the vendee but what is 

intended by the vendor. 

 

8. Introducing the notion of Switching 
In this section we are introducing a new concept to the field of business process management 

and systems design. We have coined the term “Switching” and until this point is has been 

explained briefly at several occasions throughout this paper. So far, three main areas have 

been mentioned and investigated in our discussion: Technological determinism vs SCOT, 

organisational and information culture as well as Convergent vs Divergent thinking. These 

topics, along with our extensive analysis, have created the foundation of this last section and 

will allow us to further explain and develop the concept of “Switching”. We will proceed to 

explain what “switching” is, how we have discovered this concept, how it can be used and why 

it is important for systems design, and business process management, to evolve with this 

concept in mind. 

 

8.1 What is Switching 
As mentioned in our analysis the creative actors often have to circumvent or go around the 

process support systems put in place to increase effectiveness and output of the organisation. 
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We have even mentioned the term Switching several times when analysing what individuals do 

when going from one system to another, be it digital or analogue.  

Switching is the phenomenon of changing from one system to another because of a hindrance 

to a process that locks the user, of the system, from completing their task. The systems can be 

both digital and analogue but it is not required that it occurs between either. Instead it can be 

seen as the sub-process of going out of a system to complete a task, but then returning at a 

later stage to inform the system of the completed task.  

It can occur at all stages of an overall process but it is usually not written into the process 

management as its own sub-process.  

 

Figure 8.1 - Simplified Switching Process model 

 

As explained in figure 8.1 the phenomenon of Switching can be seen as the divergent action 

taken in a pre-laid process. Going from the start to the end, when completing a task, a process 

support system (System A) will be used as a mediator in order to get there. This system is a 

standard part of the work procedure, known as the process support system, and is the 
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intended system to be used by those involved. The dashed arrow pointing downwards from the 

process support system, indicates the notion of Switching. This Switching leads to the usage of 

a different system (System B) performing the task not doable within System A. So the user 

deviates from system A, intended to be used originally. The second dashed arrow then points 

back up from System B to System A, indicating the re-integration of the product produced in 

system B, due to the Switching. The process can thereafter continue as intended towards the 

process end.  

The shown figure (Figure 8.1) is only a simplified model and in reality a process can be a lot 

more complex. In such complex processes it is still possible to incorporate switching as it 

happens on a smaller process scale in general.  

 

8.2 How the concept of Switching was discovered 
During the data collection for this paper it became evident that there was a common tendency 

for employees, at both the vendor and vendee company, to go around their main process 

support system. Multiple interviewees expressed an underlying assumption that this was a 

necessary action to take, in order to complete their tasks adequately. Prior to this discovery, 

we were aware of the broad range of different tasks and processes in each company. These 

tasks and processes are vital for them to achieve their targets.  

During the analysis of the data, we gathered the different statements in order to examine the 

elements of the phenomenon of Switching. These elements were then used in our analysis 

where we used the framework set forth by Stefan Seidel “Managing Creativity-Intensive 

Processes”. Here, it became evident that creative processes often involves using different 

systems: “I need to customise the tools a bit sometimes. And go ”around” the system. For 

example I use a ”to-do list” program” (Project Manager, vendee). These processes were often 

defined by a process support system that did not incorporate the needed sub-processes by the 

creatives: “There’s always is a way to optimise. Creative processes especially, but we have 

deadlines and timelines to follow so it can be difficult. Also because we need to register the 

process in the system” (Project Manager, vendee). It became increasingly clear in the analysis 

that the tensions in their processes often revolved around creativity and efficiency in terms of 
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how the users could finish their tasks in the most optimal way by using the system of their 

choice:  

“... if I know or find a good solution, like a software, which could be used in a specific setting – 

then I am allowed to bring it to the table“ (Project Manager, vendee). At the vendor side they 

were aware that people would switch to other systems: “... you have to have different ways of 

doing it because people’s minds work differently. So what works for me might not work for 

someone else so…” (Principal Consultant, vendor).  

From the framework analysis we moved on to an examination of the cultural impacts on the 

processes. Here, it became evident that the culture at the vendor and vendee were quite 

similar. With a focus on creativity and giving freedom to work in their own way, both companies 

have laid the groundwork for this specific culture to emerge. This, in turn, have paved the way 

for an information culture that emphasises value-laden choices when it comes to information 

processes. With this, came the discovery of one of the factors behind the Switching done by 

the employees. This value-laden information culture were strongest in the creative subculture. 

Which in return, lead to an increased amount of Switching in those departments. This element 

found in the creative department proved to be an important aspect to note. Looking at the ratio 

between uncertainty and constraints, it was discovered that creative employees usually work in 

fields with more uncertainty than others. In turn they have a clear want for more uncertainty 

than constraints. The freedom to Switch becomes a result of the uncertainty found within these 

pockets of creativity. With a skewed relation between the uncertainty and constraints, in favour 

of uncertainty, it plays a role in fostering the Switching. 

 

8.3 How can Switching be used 
We argue that Switching has to become recognised by the vendors and hence developers of 

process support system should incorporate Switching as a possibility in their system. By 

allowing to do so, a significant advantage can be given as we postulate that creating a system 

that can cover all needs of complex organisations would require too many resources. One 

might argue why a process support system could not simply be designed in such a way. The 

features would simply not support all the needs of the organisations’ employees. The answer 

to this question, derived from our research and analysis of the matter, have lead us to 

conclude that this task is not feasible. As this paper have shown, the processes within the firm 
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handling creative work, are immensely multifaceted. The special flexibility and uncertainty that 

creative work entails, is at the core of its nature and can therefore not be bended. Systems 

therefore have to adapt to the specific needs of these. 

To further back our claims, Gartner’s “Pace-Layered” view of systems can explain how a given 

system has to be specialised in the different types of tasks it has to be used for.  

The Pace-layered application has three layers which contains different types of systems. The 

layers consist of a systems of records, systems of differentiation, and systems of innovations. 

Systems of records involves the basic applications that support the standard and foundations 

of the business processes. This includes the critical master data which the organisation 

manage and processes. These processes are already well-established and does therefore not 

constitute much change. Systems of differentiation on the other hand support processes that 

are non-standard in nature. These enable the organisation to acquire applications that provide 

capabilities specific to the industry. With a shorter life-cycle compared to systems of records, 

these need to be reconfigured more frequently in order to accommodate change is business 

practices. Lastly, systems of innovation are even more dynamic in nature. These applications 

support new experimental processes. This is done by building the application on an ad hoc 

basis in order to support new business requirement and new opportunities for the organisation. 

The life-cycle is in this case quite short. With the projects usually lasting 0-12 months (Gartner 

2012 in Hocking, 2015) 

 

What can be derived by taking this model into account when examining is that creating a 

system which can support the usage of all three system layers would be too complex. One of 

the reasons being that the different rates of change and differentiated management and 

governance process in each layer are so far from each other in many cases.  

Incorporating Switching would then allow a multi-faceted business to use several supporting 

systems that in unison with the process support system would be able to help the organisation 

improve their processes. Recalling our “Simplified Switching Process” (Figure 8.1) it is 

important to note that the ideal Switching setup is one where other supporting systems output 

can be fed back into the process support system. If this is not done, a supporting information 

culture is needed to keep track of the different resources and sub-processes. One such 

example is the vendee company when they have several process support systems,, but often 
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go around them in the sub-processes and leaving out information in main systems. Our model 

on “Unaligned Switching Process” (Figure 8.3) shows how the feedback does not reintegrate 

into the process support system and hence creates a fragmented IT systems landscape. 

 

Figure 8.3 - Unaligned Switching Process model 

 

It is important to note that these systems are not necessarily digital but can be any 

combination of digital and analogue. This was found in our analysis to be something that 

especially creatives like to use: “I really like the old fashion analogue ways” (Art Director, 

vendee) “I am more of a post-it girl. So I think that is how I manage my own assignments 

instead of doing it digital” (Designer, vendee).  

Hence, the aspect of subculture within the company needs to be aligned with the type of 

switching present in the business processes. This is due to the different departments usually 

involved in such projects, with actors stemming from different subcultures. In cases with 

unaligned switching, having a more unified set of subcultures are important. This way the 

employees are “on the same page” in terms of values and norms. This will make for a more 

consistent information culture that can support the alternative systems used for the tasks and 
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the circumvention of the ideal process. A way to secure better information culture and 

understanding of processes is having active boundary spanners as analysed and described in 

our analysis. It is important that the creative supervisors are capable of understanding the 

processes used in each department to further unify the outcome when needed. It can create 

difficulties if no such understanding is present within the organisation. 

 

8.4 Switching’s significance in systems design and BPM 
With Switching as a main part incorporated in process support systems design, it would be 

possible to accept deviations from the standardised processes of businesses and software and 

focus on points that are optimal for the individual pieces of software. An example is that an 

ERP system would not have to be able to do the same features as Photoshop. Instead the 

developers of the ERP system could focus on the core competencies and then incorporate a 

way to store the file that would be the output from Photoshop. In doing so you are effectively 

designing af process support system that allows multiple variables to be rather undefined and 

capable of incorporation into the system. This is why we argue that Switching should play an 

important role in system design, as we see it as a way to ease implementations and 

development resources.  

We also stipulate that Switching can become more than just a simple system designs principle, 

but also part of the business process management of organisations. By including this in BPM 

you also make room for flexibility such as described by Stefan Seidel. We postulate that it is 

not only in creative business that Switching can be part of BPM but also in the more standard 

manufacturing world. We note that such businesses tend to have very structured processes 

but there are pockets of creativity throughout such a business that could benefit from the 

allowed Switching. 

The Multiple Systems Switching Process model (Figure 8.4) showcases an example of a 

process support system which incorporates switching by its users. This ensures the possibility 

of re-integrating multiple other systems. In theory, the amount of secondary systems does not 

have to be limited. However, for the switching process to function, the process support system 

needs to be able to integrate it correctly. The information culture should enable the use of 

secondary systems to be done in a manner where the quality of the product stays the same. It 



128 
 

is also important to have a clear management of the business processes, so the input to the 

process support system remains standardised across the business.  

 

 

Figure 8.4 - Multiple Systems Switching Process model 

 

As mentioned before, the organisational culture and the subculture are an important foundation 

for this to be possible. This especially concerns the aspect of subculture and how divided they 

are from each other. In cases of culture that have largely fragmented subcultures, holding 

divisive values, unaligned switching can have a bigger chance of occurring as well as the 

integration process becoming more complicated.   

 

Having already mentioned both BPM and information culture, in relation to Switching, we note 

that it is important to think information culture, along with Switching, into BPM so it will be more 

holistic process management in contrast to the current efficiency setup. We further argue that 
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Switching along with BPM and systems design in general can help improve business 

processes and in the process detail what is unknown to process managers. Moreover it is 

important to think boundary spanners into the equation and ensure that Switching remains a 

holistic approach to process management, knowledge management and culture.  

 

9. Conclusion  

This research paper is constructed around how to best answer the research question: “How 

can process support systems adapt to the needs of users in environments where creative 

intensive processes are the main part of the business model?”. Considering the complexity 

and aspects of the areas covered and the intricacy of such concepts. Our answers to the 

research questions may therefore not be concluded in a single paragraph, with an optimal 

response. It should by now have been made clear that the research on this area evokes 

various perspectives and explanations to few questions and it is not possible to answer it 

simplistically without considering the individual connotations of several of our topics first. 

Furthermore, we will provide findings from our discussion which will further promote our 

conclusions. 

 

During our analysis we have come up with three main areas of interest, in relation to the 

research. We came to these findings by using concepts all derived from the literature 

surrounding our research domain and hence were able to answer our research questions. The 

three areas we identified and analysed were: 

 

 Creative actors interaction with process support systems 

 Cultural implications shaping the creative process 

 Knowledge management in creative environments 

 



130 
 

The analysis led us to findings we discussed in order to approach our research questions with 

the needed information regarding how these areas effect one and another. From this starting 

point we began our discussion which included the identified topics and their relevant issues. 

These discussion areas were: 

 

 Social Construction of Technology (SCOT) or Technological Determinism 

 Organisational Culture and Information Culture 

 Divergent vs Convergent Thinking in the Creative Processes 

 

During the discussion of SCOT versus Technological Determinism we discovered how the two 

perspectives presented interesting views when investigating creative actors working with a 

process support system. Whether technology shapes human actions or human actions are 

shaping technology was difficult to measure and determine. However, with the insights of our 

primary data, together with relevant literature, we have argued how the SCOT perspective is 

more fitting in this case. Our primary data suggested how creative actors did not stay within the 

boundaries of the process support systems and instead chose different approaches when 

executing creative tasks. An important argument for this decision was SCOT’s view on internal 

cultural environments shaping the use of technology. 

 

In terms of the organisational culture, we discussed the layers of culture that was found within 

the companies. An interesting point raised, was the notion of where the unique cultures 

derived from. There was evidence of a top-down construction of the culture, stemming from the 

many artifacts and espoused beliefs which the management had introduced. On the contrary, 

we also found evidence of a more button-up creation of the culture. Many of the underlying 

assumptions that were held by the employees played an important role in how employees 

ultimately behaved. This included behavior such as a more divisive subcultures than wanted 

by the management. It could therefore be concluded that management have some control, but 

that it functions more as a groundwork that can put in place. This lead us to the information 

culture, which in large parts had derived from the organisational culture. Here, the focus on 

creativity, autonomy and a relaxed environment had bled into the information culture and 
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usage of the process support systems. We concluded that this indicated how there is a higher 

chance adopting a more value-laden approach to information in these kinds of organisational 

culture. Rather than a more strict, procedure based approach. 

 

The discussion around the topics of divergent and convergent thinking helped us shed light on 

how creative thinking has an influence on systems use and design. From the vendor it became 

evident that going around, or circumventing, the process support system was not necessarily 

seen as a negative. The ideal behaviour would then incorporate whatever was created outside 

the system back into the process support system. We found that the vendee has a setup 

where the creatives were not getting their divergent thinking stimulated enough by the process 

support system and instead went around it. The complexities of the vendee processes were 

that they did not return to the process support system with the finished product. This created a 

fragmented IT landscape where creatives had a tendency to switch between several analogue 

and digital systems. We ended up by noting that process support systems should support 

creative thinking outside the system, but ensure that the output of these processes could be 

incorporated back into the system. 

 

The topics of discussion, along with the analysis, led us to propose a new concept to 

compliment BPM, systems design and general process optimisation. We have named this new 

concept Switching. It constitutes an important contribution to the existing literature on the 

aforementioned fields and can help improve processes in creative intensive businesses as well 

as other businesses where creativity is important. The concept entails that a process support 

system (A) is available to support the process from start to end. However, the actual output 

that cannot be produced in the system (A) gets created in another system (B). When this 

output is done in system (B) it is then incorporated back into the system (A) and the process 

comes to an end via the process support system (A). This can also be seen in figure 8.1. 
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Figure 8.1 - Simplified Switching Process model 

 

The processes of going from the process support system to another system and back is what 

we call Switching. As it already happens to some extent in the creative-intensive world, we are 

not proposing that Switching is thought into BPM in these businesses and that systems 

developers use it as a tool for designing the systems.  

 

These findings, and our newly proposed concept of Switching, has led us to be able to answer 

our research questions to the fullest. We will now attempt to answer the sub research 

questions which will leads us to answering the main research question.  

 

From the analysis of “How do users interact with process support systems in creative intensive 

environments?” we found that users in creative intensive environments tend to switch between 

systems. This is done on an overall scale and including a new system into the overall portfolio 
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of systems is not necessarily seen as a bad thing. The users also tend to go back to analogue 

systems in order to stimulate their creative thinking which would be included into a system at a 

later stage. This analogue behaviour is challenging to measure and without culture controlling 

the analogue and creative tendencies it can lead to issues. This brings us to answer our 

second sub research question “How do cultural environments affect these creative intensive 

processes and what could potential implications be?” We found a chain of effects stemming 

from the organisational culture, to the information culture, to the handling of creative intensive 

processes. This is due to the layers of organisational culture laying the foundation of the 

information culture that emerges within. In turn, this information culture plays a big role in 

exactly how employees act when dealing with the creative processes. These chains of 

concepts are therefore essential to keep in mind when dealing with these types of processes. 

What is also important to keep in mind, is the knowledge management and sharing throughout 

the company. We found that boundary spanners were part of the organisational and 

information culture, which were crucial for the internal creative processes to work. Without 

internal actors breaking down barriers between departments, the actors present at the 

departments, would simply experience a communication gap and lack of transition. Finally, this 

lack of communication can create misunderstandings and inefficient creative processes.  

The answers to these sub research questions ensured that we had a final and ultimate answer 

for our main research question “How can process support systems adapt to the needs of users 

in environments where creative intensive processes are the main part of the business model?”. 

The answer to that question would be the newly emerged notion of switching. By allowing this 

to be part of the design, usage and process management of systems and organisations. This 

creates a possibility for gaining extra value from creative processes, without limiting creative 

freedom, and it becomes a real opportunity for both vendors and vendees of process support 

systems.  
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Appendix A 

Interviews 

Art director - Vendee 
 

Q) If you could introduce yourself, job title and your work and tasks in Vertic 

 

A) My name is Christian. I am lead art director on a large American healthcare company we 

are working with. I have been in this business for 15 years. I have been working for a lot of 

different companies. Magnetics, Ray, Brandhouse, relationshuset gecko and now I am here at 

Vertic. I started a year ago. 

 

Q) Can you mention the tools you use to manage your own projects for example, and also 

supports your creativity as art director? 

 

A) I enjoy drawing a lot. So I actually use post-it’s a lot, even though it is not the most digital 

thing. I really enjoy using them because I can make my own system. I also use black 

notebook. Besides that, of cause emails and Jira, just started on Jira and I think it works really 

well. But I really like the old fashion analog ways. Like pen and paper. That is actually what 

works best for me, but also because you kind of get an overflow of emails regarding jobs, 

different types of jobs that really makes it confusing. At times it makes it not that logical for me. 

So pen and paper. 
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Q) If you could come up with a personal definition of software that would support creativity for 

you? 

 

A) Yeah I use the Adobe package. I use a lot of Photoshop in design, and Adobe illustrator as 

well. I really love that program because it is vector based and I love that the graphics are 

scalable, so I use that for design. I use illustrator for making illustrations of cause and 

mockups. In design I primarily use offline materials. Those are the three main, key programs 

that I use for my work. And also of cause I use pen and paper again because I like drawing 

and I like not having the restrictions of being at a monitor. Having to use a mouse. It is easier. I 

do use a mouse, I don’t use a pen on the computer which make it not that practical for me, 

because I really do like drawing but for websites it is actually easier for me to use a mouse. 

That is why I sometimes I use pen and paper instead because it gives me some freedom as 

well. 

 

Q) So we know you have creative tasks in your work. Do you think they is some kind of 

interplay between Vertic as the organization itself, your creative work and also them trying to 

deliver value, not to their clients, but to their owners. 

 

A) I think that if we make something that is good, something that is new or is special. I mean in 

this business we are always being judged by others in the business. So of cause if make 

something that is unique, that will make other companies look at us. But it will also make other 

clients that we have, look at solutions and our product. And in that way I guess that the 

company will take pride in our work and want us to do the best we can do. And make some 

solution that is great and good and unique. So yes I think, if I understand the question 

correctly. 

 

Q) How do think software in general could further optimize creativity in your specific work? 
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A) I just saw that VR added a program that can do graffiti, which is a really cool feature 

because I always wanted to do graffiti, but I am a sissy so I don’t want to go out and paint a 

wall. But it would be cool to try it and see how it works out. So in that way I actually think 

technology gives a lot of benefits to creatives. I also like the fact that when you do draw with 

pen and paper, you are stuck with what you got. On Photoshop I can go back and forth, I can 

recolor the things pretty fast. There is a lot of things I can do, there is no boundaries. There 

would always be boundaries doing things in the analog way, but in the digital way you can do 

almost anything. So there is no boundaries and that is what I like about the digital things. That 

is why I went into these things. 

 

Q) Do you think it is possible to increase in creativity in your work today? 

 

A) I diffidently think so. New programs, new features, sometimes you surprise yourself 

because you are actually getting better at using the programs, using the features. Even though 

I have been working with Photoshop for 16 years. So much have happened that it is expanding 

the way it works and you sometimes, even though you have been working with it for ages, you 

are certainly doing something new or figure something new out. Oh it can do this and that and I 

can actually add this third thing. It actually makes you want to try different things out in 

Photoshop, try to expand the creativity in your creative horizon. 

 

Q) So what you are touching upon now is interplay between efficiency, creativity and that sort 

of thing. So to what extend do you think Vertic is interested in you being efficient and do you 

believe that being efficient limit your ability to also be creative? 

 

A) Yes definitely, because we have a saying in the creative department here.. we are not seen 

as being creative individuals, more as part of a machine. So each of us is a motor, and if you 

just remove one motor and put it in another machine to get that machine to run. You don’t 

have.. even though I am the one in our department that is the most fond of drawing things, I 

end almost always end up doing completely other stuff. For me that is not having focus on 

peoples creativity or their skillset. It is more saying I need this capacity and a place so I can get 
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this done. And that is one of the main concerns about this place. That you are not being used 

for your skillsets and your creativity being used as a resource. 

 

Q) An efficient resource? 

 

A) Efficient resource yes. It is more that the main focus is getting things done. So you would 

take whoever has the time and give them the job. 

 

Q) What aspects of your creative work, we talked about your drawing, but what aspects of your 

whole work, if you think of it as a creative bobble, what aspects would you be able to improve 

with some automation of the processes do you think? 

 

A) I am not sure about the automation part, because the creativity is hard to implement there. I 

think that for a process to be better, we don’t have any, the place where I worked before we 

usually sat down as a creative department and talked about the solutions “what should we 

do?”. We don’t do that here. It goes straight from the client to the PMs and then it goes to the 

creative department. But the PM’s and the client they already figured out what they want us 

creatives to do. And that is again, I am not being used for my creativity, I am being used for 

some of my skills and not my right skills. So I am not sure if you can digitize it, make it digital 

and figure out a solution for it. I actually think the best thing is to sit down and talk with people 

about it. I think that sending an email then you move people away from each other. It is better 

to sit down and look each other in the eye, because it is easier to read people. If they like 

things, you can always see it in their faces. You can’t see that in an email and also you read 

emails differently. So I always add smileys to my emails, just because I want people to know it 

is okay even though I wrote “why didn’t you check this”. I don’t want to read the emails wrong. 

That is why I think it is better to sit down with people and talk to people face-to-face. I am not 

so keen about the emails, I actually think it makes us spread up a bit. 
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Q) So would you consider the optimization of processes in general, could that be harmful or to 

your work? Now we are only talking about your work, we are not talking about everyone else. 

 

A) To enhance it? 

 

Q) Yes 

 

A) I am not sure. I am really not sure. I mean, we all have different ways of working and some 

tasks don’t demand you to have a face-to-face talk. But we do have a lot of clients that are 

foreigners. We do have a lot of clients that are in other countries and we have to do it online. I 

have been here for a year and I have never seen a client face-to-face. Which is weird. I just 

know their voices. The place I worked at before, we had contact with the client, we went to the 

client. I did a lot of work for Danske Spil, we were there talking to people, you get to know 

people. We went out eating with our clients and that gave you a relationship with your client. 

You don’t have a relationship with your client here, because we work with foreigners and we 

work with people in other countries. It is just not going to happen and that is definitely a 

problem. 

 

Q) On an endnote, do think creative work can be made more efficient than it is? 

 

A) No, because it is creative work, all of us have different ways to tackle things and we do it in 

our own creative way. I don’t you can analyze it. I don’t think you can categorize it. I think it is a 

habit. At work we kind of habit in creativity. I mean, most often some of the best ideas for 

people comes from people who aren’t even in the creative department. It is just, a good idea is 

a good idea and creativity is the same thing. You can see when you play with Legos, people 

make really weird stuff. Other people are using the same colors. We are all different, so I am 

not sure you can do it. 
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Designer - Vendee 
 

Q) Please introduce yourself, meaning your job title and the work and tasks that you do 

 

A) I’m a junior designer rand I dog most of the handovers and the final productions. 

 

Q) So on a day to day basis is there a lot of designing in programs? 

 

A) Yes I use the Adobe package. That is my main program 

 

Q) You mention the tools and the software. If you use something that is not a software what 

could that be? Try to mention the overall package of tools you use for managing your own 

project but also supporting your creativity 

 

A) Well I am not really managing my projects myself, I just get emails saying “this is what you 

need to do”. We started using Jira so that is kind of for me, but that how I am supposed to 

manage my process. I use Adobe programs for all the things I do. We use sketch. I am more of 

a post-it girl. You know, the to-do post-its. So I think that is how I manage my own assignments 

instead of doing it digital. But of course, if I have to come up with suggestions for a client in a 

project I will have to do it digitally. 

 

Q) So you take everything that maybe should be digitalized and take it out? 

 

A) Yes 

 

Q) And take it back to the physical? 
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A) Yes 

 

Q) And then upload everything 

 

A) Yes exactly 

 

Q) So if we go into the next question a little more fluid. Can you try and give your personal 

definition of what software supports creativity? 

 

A) Let me think. That is a tricky one. I don’t know. In what terms? 

 

Q) So if go from a notion that most software is just purely creative, but you are the creative 

person. So what supports your creativity. So what should a software do in order to support 

your creativity? 

 

A) That is really a though on. 

 

Q) It is very personal as well. 

 

A) Yeah, it actually is. Frankly, I have no idea. I feel like that is something I really need to think 

about. Can I think about it and maybe come back? 

 

Q) Well if you feel like you don’t have an answer that is also kind of an answer. 

 

A) Well yeah that is going to be my answer right now. 
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Q) Do you have any creative tasks in your work? We know most of what you do is supposed to 

be creative. Do you think there is some kind of interplay between Vertic as the organization, 

wanting to deliver more value for the people who own the company. Creating profit in the end. 

And your ability and allowance to be creative? 

 

A) Yes I think 

 

Q) There is no hindrance? 

 

A) Maybe there is. I kind of feel like there will always be a limit for me and what I can ask for. 

And I think that there is of the profit. You know, “don’t use to much money”. There is limit of 

how far I can go. Yes there are some limits. If that makes sense? 

 

Q) Do you think that there will be an option for software programs to optimize creativity in your 

work? 

 

A) Yes I actually think there could. 

 

Q) Do you think there is a possibility to further increase the creativity in your work as a general 

thin, not only speaking software wise, but just generally is there a possibility for you to optimize 

the amount of creativity. 

 

A) Somehow I think yes. 

 

Q) Do you think you are being limited sometimes? 

 

A) Yes a bit, but I think that is because of the kind of client base that we have and because of 

how skilled you are as a person. If you are freelancing you kind of decide yourself how creative 
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you want to be, because you are just taking the task. Here it is more like, I work with medical, 

so there are lot of rules that puts a limit for me. So I also think there are a balance of how 

creative you can be when it comes to medical. So not matter how good a software could be to 

develop more creativity, when you have medical there is always going to be a limit of how 

creative you can be. If that makes sense? 

 

Q) You expanded your creativity to take it out of the digital system. Why did you do it? 

 

A) I think it is because I am more analog and I like to structure. I don’t feel like that you often 

don’t get the same structure when you have an email there and a program here and a different 

box here. For me that doesn’t give me that much of a structure. When I have the post-its, I will 

do like “this is what I need” and when I am done I will just take it and throw it in the trash. Then 

it is done. When I have a trello board?] It is like “oh there is one there and one there” I 

sometimes get confused and mix it up. I feel like I am just more analog at that point. 

 

Q) So if was to understand what you are saying, I would actually believe that some of it is a 

hindrance for you. Using a digital way of structuring it yourself there are too many options. 

 

A) Yes I like simplicity because that is where, for me, the structure is 

 

Q) That would make sense in that it is harder to manage something if you have to go through 

fourteen different programs. 

 

Q) To what extend to you think that Vertic is interested in you being efficient? And if we are on 

efficiency already, do you perceive that efficiency limits your ability to be creative? 

 

A) Well, sometimes it does. Also because my position as a designer not as creative as senior 

designers. Because they always feel like you are not creative enough when you are not that 
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old. You haven’t gotten the experience to be creative enough. So that kind of puts a limit on my 

creativity, but then also when it comes to thing being effective, they know my junior title. They 

know my job is just to take it from the base and finish it off. So for me, the time I use here is 

very important because they want to limit the shortest period. So for me it limits it yes. 

 

Q) What aspects of your creative work itself might be improvable with some sort of automation 

of the processes? If you had to think that there was some, I mean you already talked about the 

analog thing and talked about there being too many options. So if we automate some 

processes, what do you think could help you in your creative work? 

 

A) I don’t know. I don’t think I know. 

 

Q) that is fine. Do you have an idea about how to make creative work efficient in general? Do 

you believe it is possible? 

 

A) Yeah I believe it is possible 

 

Q) Do you have any idea on how to do it that you maybe haven’t gone through with your 

seniors? 

 

Q) Well, I have been talking to them, but I think structure is a quite important part of it, but also 

when you for example do a website. When you do the first page, normally you have a lot of 

articles you have something. If you know “this is the article template” finish that for all the 

devices and then hand it over because right now I get a lot of “oh we need to that kind of 

article, that kind of article” instead of where we can simplify it saying “ok you can do an article 

her, we have 8 models that you choose between”. So then you can only choose between those 

8. Right now we have no models, we just have “this is a template, get the content” and the 

content is completely different from all the articles. That means we end up having so many 

different articles, which isn’t very efficient for me. I feel like I have to take a long time 
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implementing it, instead of just maybe lock it on a specific style and say “these are the options” 

and send it off to the client instead of being like “oh you have three hands. We will just make 

everything fit into the time”. That is what takes the time, to make everything fit instead of just 

having some specs and some specific designs. 

 

Q) So basically you want creativity on one side and you also want some of that creativity to be 

more focused to a certain amount of things 

 

A) Yeah 

 

  

Developer - Vendee 
 

Q) If you can introduce yourself, including job title, what you do at Vertic and the daily tasks? 

 

A) So I am working here at Vertic. I’m currently here at an internship where I work 8 hours a 

day. I work as Junior Frontend Developer making websites and stuff like that. 

 

Q) So your daily work consists of some sort of coding I guess? 

 

A) Coding yeah. Mostly coding actually. 

 

Q) Can you mention the tools you use both for Project management but also for supporting 

coding and specifically creativity for you? 

 

A) For coding I use something called sublime.. it’s a coding program and for project 

management we use Jira and sometime WorkBook ehm and I use Photoshop to sometimes 
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see the designs, of the website, and sometimes Illustrator, for components for the websites, 

and we just started using Sketch – it’s a new program for Mac’s and I use Zeppelin to see the  

sketch files. 

 

Q) What would be your personal definition of software that supports creativity? 

 

A) It has to be user friendly. You have to be able to make something quickly – fast workflow. 

Easy learning curve so you can just get started as soon as (possible) – if you have an idea it’s 

really important that you can get that idea down on paper or on a computer really quickly – I 

think. 

 

Q) Do you have any creative tasks in your work context? 

 

A) Not really. Not that much. When you have to make a website the design has already been 

chosen – So we don’t really have a chance to sit down design a website – so we just have to 

code a design. 

 

Q) So do you get a predefined way it should look and then its just up to you to make the code 

that reflects that design? 

 

A) Yes and make sure it works and stuff. 

 

Q) Do you think there is an interplay between creativity and work that you and other do and 

also the focus of Vertic to deliver profit, or value, for its shareholders? 

A) I guess so.. I don’t really know what to answer. 

 

Q) That’s fine 
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Q) How do you think software could further optimise creativity in your work? 

 

A) So stuff I do? 

 

Q) Yes, how do you think your work could be maybe more creative through software? 

 

A) That’s a good question… ehm well I know that some people, when you are not web 

designer, you can almost draw a website. Do you know what I mean? Like WordPress and 

stuff! But that’s what I am thinking of when creating a website in a creative way. 

 

Q) Do you think it would make your life easier if it was just one big drag and drop, resize 

everything box? 

 

A) No because I like the coding… The coding gives so much more ehm what’s the word for it? 

Settings! You can make everything so much more advanced. You do not have to “oh you have 

this box here and it can only be this size here or have this border, or whatever”. You can make 

everything custom with code. So in that way its already really creative… If I have to make a 

website for myself at home I don’t have a design I have to follow so I just start coding away. So 

in that way it can be really creative to code. But that’s not the case here at Vertic. 

 

Q) Do you think there is a possibility to increase creativity in your work? 

 

A) At Vertic? 

 

Q) Yes 

 

Q) Maybe I would like you to not think about how it works now but how it could work in the 

future? 
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A) I don’t know because a lot of the other frontend developers I work with hate designing and 

they just want to code things. I love to design things. I like the design process so but I think its 

because I love this multimedia thing so much. If I see a design I sometime think “Ohh that 

could be better” or “the functionality could be better”. So in that way I would like, personally, to 

be more involved in the design process too. But I don’t really think there is a program that 

could help me with this.  

 

Q) It does not have to be a program but more a process if possible 

A) Getting more involved in the design would make it more creative for me. 

 

Q) Would you perceive that it would be a good idea by the company to allow you to come up 

with input for the design? 

 

A) I think we already have the opportunity to say that “I don’t think this is a good idea” but I 

also think that the company think they hired designers to do the designing so they want to 

primarily listen to the designers. I don’t know if that is the way it really works but I feel that it’s 

the way it is when you come up with new ideas. 

 

Q) To what extent do you believe that your company, Vertic, is interested in being very efficient 

and do you perceive that the extent they want to be efficient limits your ability to be creative? 

 

A) I think that Vertic wants every employee to be very efficient and they want to make every 

employee feel that their task is important. So in that way it gives some kind of efficiency 

because as a worker you are a piece of a bigger puzzle. 

 

Q) Do you think this efficiency limits the possibility for creativity? 
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A) Not really. I don’t think so. 

 

Q) What aspects of your work do you consider, creative coding or not, to be improvable with 

some sort of process automation? 

 

A) It depends because when you start coding you have a template where a lot of the things are 

already written down for you. This gives you a tool to get work done faster. Is this what you 

mean? 

 

A) Yes. So I already think we have a great tool in the templates we have. 

 

Q) Do you think as an overall concept that you would be able to kind of automate more 

processes? 

 

A) Yeah sure. Sometimes we do normal websites with coding and we only have templates for 

these. I know that some people are already working on making templates for other websites as 

well. So we are already trying to improve it. 

 

Q) How do you think creative work in general can be made more efficient? 

 

A) As I said earlier programs that can make it easier to put your ideas down easier and better. 

Q) Do you believe that it is generally possible to increase efficiency in creative work? 

 

A) Yes but I can only speak for myself. 
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Project Manager - Vendee 
 

Q) Please introduce yourself and your job title/tasks in Vertic? 

 

A) I’m Philip and i am a Project Manager her in Vertic. So my daily tasks are managing 

projects and communication internally and externally. I have to talk to clients, agencies, 

managing resources and talk to colleagues. I have to align timing and agreements while 

making sure to stay within budget. 

 

Q) Please mention the tools you use for management of project and for supporting creativity in 

your work? 

 

A) We have a lot of tools. Of course we use Outlook – booking of meetings, emails, and 

calendar. Then there is Egnyte, which is our cloud data and material storage. We keep files 

and documents etc. for projects and all work related stuff. Then we use Workbook to book 

resources and log hours spend on projects, invoicing and planning as well. We also use the 

Adobe cloud and all the programs attached to it. Like Photoshop. 

  

Q) So what do you see as the creative part in your work? 

  

A) I think everything connected to the adobe cloud is creative tasks and use. And all the other 

tools I just mentioned. 

  

Q) What is your personal definition of software that supports creativity? (Spectrum) 

  

A) I think that in order for the software to allow me to be creative it needs to be flexible and not 

to define. So if there are too many limits in the functionalities, then it will be difficult for me in 

use. I need to customize the tools a bit sometimes. And go ”around” the system. For example I 

use a ”to-do list” program. That is a great tool which is quite flexible for my use. I can make 
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lists, sort them, and make them long-term or short-term. I would say that Outlook on the other 

hand is too defined for me in order to be creative. So it depends on the boundaries in the 

program. 

  

Q) Are you having creative tasks in your work context – and is there an interplay with your 

organization and their focus on delivering value for its shareholders? 

 

A) Yes I think so. The PM role is quite new to me, so I will have to see how it develops. I feel 

like we here at Vertic are welcome to challenge the processes. So if I know or find a good 

solution, like a software, which could be used in a specific setting – then I am allowed to bring 

it to the table. So in that sense I guess I can bring and affect my own creativity. 

  

Q) Do you think that it is possible to further increase creativity in your work? How? 

How do you think software could further optimize creativity in your work? 

  

A) Yes I think so. I feel like it is also good to challenge the standard processes and think 

innovative. It might become too predictable if the processes are the same over and over again. 

I think we must be innovative and input internally must be heard in order to move forward. 

People will have to contribute to defining processes and move the company in a more creative 

direction. There always is a way to optimize. Creative processes especially, but we have 

deadlines and timelines to follow so it can be difficult. Also because we need to register the 

process in the system. 

  

Q) How do you think software could further optimize creativity in your work? 

  

A) I’m not sure I have an answer to that about how software could optimize creativity. Because 

I do not feel that I have so much creativity in the tasks. Meaning that I might not be the correct 

employee to ask that question. I guess it makes more meaning for a designer. I must admit 

that I think I have to be more part of a project from a design perspective before I can use other 

tools. That i have not tried yet. Some software programs I have been introduced to, but I need 

more information I think. My job is more to inform the departments implicated. 
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Q) To what extent is your company interested in you being very efficient? And do you perceive 

that efficiency limits your ability to be creative? 

  

A) It is a balance i think. Because they want to make profit and the time/hours used on a 

project defines how the profit is. But on the other hand they want us to be creative and 

influence the product. I think the creativity takes time from efficiency. So it is a tradeoff. I think 

it is a balance. 

  

Q) How can creative work be made efficient? Is this at all possible? 

 

A) Yes I think there is a way. There always is a way to optimize. Creative processes especially. 

I do not have a solution. Maybe a Google docs platform alike for creative tasks. So the whole 

meaning would be an open platform where everyone can join in. 

 

 

Project Assistant - Vendee 
 

Q) Please introduce yourself and your job title? 

 

A) My name is Jacopo Baffico. I have worked at Vertic since June 2017 and I am here as a 

project assistant inside the project management team. I mainly work with content management 

projects and I also do some HTML, CSS, JavaScript etc. I mainly work with content 

implementation, QA and creative work like Photoshop and Workbook. 

 

Q) Please mention the tools you use for management of project and for supporting creativity in 

your work? 
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A) The main tools we use for internal communication are e-mails, skype and software like that. 

I guess the maintool is Jira, an office management tool, where we create tickets for the issues 

we have to deal with. Then we can assign them to the right person/expert inside the office. In 

Workbook we allocate resources and plannings like time used for a job etc. These are the 

maintools we are using. We also use Egnyte which is another software used for sharing assets 

and structuring material used for projects. We can divide content into folders etc. 

  

Q) What is your personal definition of software that supports creativity? (Spectrum) 

  

A) I think we can divide this into 2 categories. The first is all the software we use to 

communicate among each other. So email, skype and the others I mentioned earlier – 

managing content, allocate resources and controlling the projects. On the other side we have 

the more creative tools which is used daily to do specific tasks in fx AEM a software for Novo 

Nordisk. It helps the processes in that specific work and it needs to be accessible when doing 

the assignment. It improves the work as well. 

  

Q) Are you having creative tasks in your work context – and is there an interplay with your 

organization and their focus on delivering value for its shareholders? 

 

A) Yes, to a certain extent. We receive designs and guidelines from the client. So inside our 

team we have certain guidelines to follow. At the same time there is never only one way to do 

the job, but multiple ways. I think it is both about creativity, but also about time management 

and use. Since there are several ways to do a job you will have to find the fastest way or the 

better way. The way chosen also affects the final quality of the product. So there is room for 

creativity even if there are many guidelines and procedures to follow. I believe it is possible to 

implement ideas yourself. 

 

Q) Is there an interplay with your organization and their focus on delivering value for its 

shareholders? 
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A) Yes. Sometimes when we are looking at the iSelling presentation (CMS), so the way we 

manage content inside that system. The way we creatively find a way to put content together 

have an impact on the final product and other task towards it, but also optimize the user 

friendliness for the clients. At the same time it also has an impact on time because some jobs 

take a lot of time if it must be done in the best way for the client. So I think there are both 

negative and positive aspects of it. 

  

Q) Do you think that it is possible to further increase creativity in your work? How? 

How do you think software could further optimize creativity in your work? 

  

A) I think if we look into the software which is used to implement content and manage it inside 

the platforms. I think the limitations is the user-friendliness in that software because sometimes 

it does not work when you to an activity. Either the visuals does not work the correct way or the 

formatting is wrong etc. This is problems that sometimes limit your creativity and focus on time 

management instead. Also the software we use to communicate internally is improving the 

processes a lot. Also when you think about colleagues in other departments working on the 

same project.    

  

Q) How do you think software could further optimize creativity in your work? 

  

A) There is a feedback loop in the process of the projects, but also in a specific CMS where we 

can send feedback to the administrators of the platform. They can then improve certain 

functionalities etc. Fx if we look at the content management software there are certain 

functions which is only possible to do in HTML editor, so this could most likely be optimized. 

So that is my idea to an optimization right now. 

  

Q) To what extent is your company interested in you being very efficient? 

  

A) I think this is very relevant here. I have an Italian background, so I also compare this to 

Italian organisations. This is the first creative agency I work at so it can be different in other 

companies, but from my experience in terms of work environment and facilities, 
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communication and how managers let you manage a project is very well considered. I think it 

is also efficient how this is done because I think it improves our productivity and trigger ideas 

etc.   

  

Q) Do you perceive that efficiency limits your ability to be creative? 

  

A) To a certain extent, yes, because of course we have to follow certain guidelines and also do 

whatever comes to your mind. However, there are also some deadlines you need to consider 

so it is difficult to implement sometimes. There is a limit to creativity, but I think there is also 

room to experiment and try new approaches. I believe it is also appreciated to a certain extent, 

when the guidelines is not just follow a 100%. When it is possible of course. 

  

1Q) what aspects of creative work like yours might be improvable with process automation? 

How could this be harmful/ beneficial for your creative work? 

  

A) I think one aspect could be improved, but of course it is very difficult to do. It is the 

relationship with the client, so the feedback process with the client. With some clients we know 

when to ask them and when just to make a decision ourselves. Mainly, because they would 

have a tough time understanding our process when you get assigned a task work can get very 

tacit, so difficult to further explain to coworkers. Like the processes and all the necessary 

information collected through the process. Then send it back again to the client. That is not 

very efficient, but it is difficult to plan sometimes and sometimes it is not possible as well. But I 

think that deliveries of assets and products used in projects might could be more automatized. 

Some more specific tools inside the Novo Nordisk CMS could be improved. Like Grids used to 

build the iSelling presentations. We use a lot of time to find the best way there. There are 

many ways to do that for example. The people managing the CMS platform is able to change 

this and use their own creativity, so that could be done. Even though it is difficult. Yes it can be 

harmful because I would be less creative in the process. It would limit my choices and options 

in the process, but at the same time it also would be beneficial. It would be less time 

consuming and maybe have more time with creativity in other aspects. Maybe it would limit 

creativity, but not in a negative way. 
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Q) How can creative work be made efficient? Is this at all possible? 

  

A) I think so. Of course it depends on the task. When you need to follow certain guidelines, it is 

more difficult. When content is implemented and visuals/design must be followed creativity is 

not very productive and efficiency. So in that case a more automated process would only 

improve the efficiency of the final outcome. In other cases where you also have to understand 

how to fx combine different components and understand many specifics. Other tasks get 

easier with creativity because it can help create some perspective and different solutions to the 

same issue. So it really depends on the task but in general I think it is possible, yes. 

 

Principal Developer - Vendor 
 

Q) Introduce yourself, job title & your work and tasks? 

  

A) Yes, well my name is Magnus and I work at WorkBook as a principal software developer 

and I work with both the frontend and the backend so both the look and the database. So full 

stack you can say. 

  

Q) So coding? 

  

A) Yeah I am coding. 

  

Q) Please mention the tools you use for management of project and for supporting creativity in 

your work? 

  

A) Yeah so we use WorkBook to manage our tasks. WorkBook is an ERP system that can do 

a lot of things but it also has a task module and we basically use this module because we also 

sell it to our customers. If could not use it ourselves then yeah… it probably wouldn’t look so 

good (red. for clients). It is also a good way to test your product (using it). And how it supports 
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creativity… I really haven’t thought much about that before. I don’t think that WorkBook is the 

most intuitive product and there are probably also better products out there for having a more 

creative planning of your tasks but it works and yeah I don’t know. 

  

Q) How about for coding and everything else? What do you use? 

  

A) For coding we use GitHub ahh to use the code and we run something called pull requests 

so every time we make a change, we work in teams, we have colleagues who look over the 

code to make sure that we didn’t overlook something. Then we link up the issues and GitHub 

to the tasks in WorkBook so they are interconnected or linked together. 

  

Q) What is your personal definition of software that supports creativity? (Spectrum) 

-        Just you own definition 

  

A) Of software that supports creativity? Well ehm I would think that you have to have different 

ways of doing it because people’s minds work differently. So what works for me might not work 

for someone else so, I don’t know, I guess it could be like having a Kanban view where some 

people probably prefer having the tasks so that they just drag them around to “this is in 

progress”, “this is in test” etc. and other people like just having a grid. Yeah so my answer is 

have diversity, I guess, and several options because people don’t think the same way. 

  

  

Q) Are you having creative tasks in your work context? 

  

A) Like? 

  

Q) When you are doing a task, or job, do you do creative stuff? 

  

A) Yes, Well usually when we get requests or someone gets an idea for a new feature, the 

developers are also included in the process. It is not exactly set in stone what, or sometimes it 
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is, but if we have an idea that this could be more user-friendly if we put the button here or if it 

did it this way it would be more intuitive to the user, for the user experience. 

  

Q) Okay and then in the relation to that question: does it make sense that you are creative in 

your job when you consider the organization’s focus on delivering value, or profit, for its 

shareholders? 

  

A) Ehm… If I think it makes sense that I am creative? 

  

Q) Yeah do you think that there is some kind of relation between your creativity and the profit 

that company end up making in the end? 

  

A) Ehm yes, I mean if you come up with some good ideas that make the product better then 

ultimately you will end up with better product or potentially make more sales because when 

you present the product to the user they will say “oh oh that feature is nice” or whatever. I don’t 

know since I have never been in a sale but I think that, like, sometimes it is the really small 

things that can make the difference because I know from personal experience that we get 

some really weird feature requests. They might seem weird to me (the requests) but some of 

these features just means the world to some of our customers even though it might seem a bit 

stupid for some of them (the features). And I think the same can be said if you come up with a 

good implementation of a feature it can make a really big difference. 

  

Q) Do you think that it is possible to further increase creativity in your work? How? 

  

A) Ehm… Yes I think so. The how is probably harder to answer. I think it is… making and ERP 

system is quite complex and there’s a lot of features and sometimes when you have had a 

feature for a long time you will say “oh this is working. There is no need to change that” but 

maybe if there is time maybe just try to rethink it to see if it the smartest way to do it or the 

most user friendly way. 

  

Q) In relation to that question: How do you think software could further optimize creativity? 
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A) Like a tool that I can use? 

  

Q) Yes like a supporting software! 

  

A) I definitely think there could be tools but I don’t know that many. I just have my experience 

with what I worked with. But ehm I don’t know maybe some brainstorming tool. I don’t know but 

definitely think you can come up with something smart. 

  

Q) To what extent is your company interested in you being very efficient - and do you perceive 

that efficiency limits your ability to be creative? 

  

A) I definitely think that my company wants me to be efficient and in the past we also had too 

tight deadlines that have been almost impossible to complete. But I think there is more room 

now. Right now we are in a transition phase where we still have tasks that has to be done 

because we have an enormous backlog of things that have to be done from our previous 

management but I think ehm, that our tasks are starting to be planned more realistically which 

also gives more room to be creative in the end. This will also help making it correct the first 

time instead of only planning 10 hours and end using 30 hours instead to fix it over and over 

again because it wasn’t done properly in the first place.  

  

Q) What aspects of creative work like yours might be improvable with process automation? 

  

A) Unit testing is definitely a thing that can help and make my work easier. It can catch things 

before I do without someone else having to physically do and click. 

  

Q) Can you explain briefly what unit testing is? 

  

A) Unit testing is setting up a scenario for the computer. For example setting up a function that 

tries to create a job (in WorkBook) with a test parameter. Then suddenly if someone has 

changed something so that you cannot make a job anymore the unit test will the fail. I have not 
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worked that much with unit testing. You can also make automated click testing where the 

computer will try to click on buttons in the software. 

  

Q) How can creative work be made efficient? Is this at all possible? 

  

A) Yes I think it is possible but how? I think again it is needing to understand that people work 

differently and give them space. If you have a model then they should not all be put in to that 

box forcing them to work the same way. But I think it is possible but how I am not completely 

sure except you have to be open minded. 

 

 

Senior Principal Developer - Vendor 
 

Q) First question, introduce yourself, job title and your work and tasks 

 

A) I am Søren. I am a Senior principal software developer at Workbook Deltek and I develop 

our product Workbook. Which involves all aspects of the development process basically. 

Anything from coming up with new features, to designing how to actually implement these new 

things, of looking at looking at things that might not work and anything like that at all. 

 

Q) Okay. Can you mention the tools you use for managing your projects and the tools you use 

for supporting your creativity at work? 

 

A) The tool we use for managing our projects. Do you mean like Workbook? For example we 

use Workbook to keep track of all of our work assignments. Are you also interested in more 

technical details about the source code itself. We use visual studio for most of our sourcecode 

because it is C sharp and Java script. We also use SQL Suite management studio for 

managing our database code. 
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Q) Okay. What is your personal definition of software that supports creativity? The definition. 

 

A) Of software that supports creativity. That is a very good question. I think any software that 

allow you to express yourself, to express your thoughts and ideas in a way that at least makes 

sense to you would be software that supports your creativity. I mean, if you cannot express 

yourself then you cannot do what it is you want to do. Then obviously doesn’t support that. 

That is a very broad answer, but I hope that works 

 

Q) Yeah great. Do you believe that you have creative tasks in your work context? 

 

A) That depends a bit on how you would define creativity. I mean, yes I think that I do have 

some of those. Yes absolutely, but again it depends of how you define creativity. If you are 

talking about all sorts of, making stuff look nice and feel nice. I am not sure if that is exactly 

what I do, but that doesn’t have to be the definition of it. It could also be to make something 

that is really smart or that helps and works in the way you want it to, in a very smart way or 

whatever. So yeah absolutely. 

 

Q) And in relation to that, do you think that the organization want to trigger your creativity in 

order to make more profit? 

 

A) It might be difficult to measure directly, the profit gained of any creativity that I provide. That 

might be a bit difficult to measure directly. In the long run if I got to be creative with everything I 

do and to really express… You know, make it in the way I would like or something like that. I 

think that in the long run it would definitely have a positive impact, but to measure it, especially 

on a smaller scale, that this specific task that your creativity add a lot of extra profitability 

compared if you haven’t been very creative about it. That might be very difficult to measure. 

 

Q) Okay and do you think it is possible to further increase creativity in your work? 
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A) Do you mean for me or in general? Because that might be two very different things 

 

Q) I think both 

 

A) I am sure that there is always room for improvement, absolutely. In any context there is 

definitely room for improvement, no matter what. But again I think we might be going back to 

what I just said before, that it might be difficult to measure the benefits of added creativity. I 

think in my line of work it might also sometimes not be, you know maybe you don’t want people 

to be way too creative when solving the tasks they have. Maybe they should stick to the task at 

hand instead of going exploring. But again, that varies a lot so it is difficult to say. 

 

Q) So a bit in the same area. Do you think more specifically that software, any software used 

as a tool, could increase your creativity or help you in your tasks? 

 

A) If software as a tool could help creativity? 

 

Q) Yes 

 

A) I am not sure about that. I am not sure if there is any… I am sorry I am not sure if I have an 

answer for that. 

 

Q) Next question is to what extend do you believe the company is interested in you being as 

efficient as possible? 

 

A) I think it is very much in their interest to keep me as efficient as possible. Absolutely, and I 

think that goes for all of my colleagues as well. That is very much an interest. Sometimes we 

do suggest extra options and solutions for clients and present them as a positive impact. I think 

that is one view of efficiency when selling. 
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Q) And in relation to that, do you perceive that efficiency limits your ability to be creative? 

 

A) Yeah I think that in some context yes it could limit it, but I think it might be, connected to 

what I just said, might be related to.. in some context in some tasks you might not want to 

focus on the creativity. You just want to have the task done or handled instead of coming up 

with some creative solution for it. So I think it could limit it in some context. 

 

Q) What aspects of your creative work do you think could be improved by making it an 

automation process? 

 

A) Of my creative work? This might get technical, but since we are talking about software 

development, there are some processes that we have talked about automating which we 

currently don’t have. Specifically, since it is software, automated testing of the code that we 

generate. It is something that we talked a lot about doing, but not actually done yet. And I think 

that having automated testing of code that you produce, I am not sure that it would actually 

boost creativity specifically but it might help with certain other aspects of the process. The 

development process. 

 

Q) Do we need any concrete measurement of how many hours that could be saved? Or does it 

matter? 

 

A) Good because? I have don’t have it 

 

Q) Last question. Do you think it is possible to make creative work more efficient overall? 

 

A) I think that you could defiantly, I mean again based on what you define creativity as, I think 

that individual work processes.. The process you go through when you solve a specific task at 
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hand, could defiantly have a huge impact on how you solve it and the quality of the result in the 

end. Defiantly there is some impact there. 

 

Q) Perfect, that is it 

 

Associate Consultant - Vendor 
 

Q) Please introduce yourself and your job title? 

 

A) My name is Emir Talic. I work here in Workbook as a consultant and my title is associate 

consultant. My primary tasks are to implement new clients and support them, train them and 

build up their sites. I have to make sure everything is working and the first couple of months I 

do run day to day support primarily for bugs and any adjustments needed to be done on the 

sites. Besides that i also do day to day ad hoc and training where i take care of existing clients 

and help them. 

 

Q) Please mention the tools you use for management of project and for supporting creativity in 

your work? 

 

A) The tools for project management are my day to day center communication in Workbook. 

Communication done on tickets, tasks and job in general. The planning when i am making 

time-lines and plans and dependencies. 

  

Q) So what do you see as the creative part in your work? 

  

A) The creative part from my perspective is improvements which is mainly a factor coming 

from the client. They need to be able to build and report something that is customized for them, 

which forces me to think a little bit abstract. So if we do not already have this tools or service, 
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then I must figure out a way to make it work without damaging the product. That could mean 

that we have to use something existing in a different way or finding the creativity to build 

something new. 

  

Q) What is your personal definition of software that supports creativity? (Spectrum) 

  

A) Basically it is software that is flexible and that does not lock you in your work. That makes 

sense in most cases but not always. Especially in the ERP world where no companies are 

alike based on country or products. So I believe the overall definition is flexible. So you have 

different ways of doing the same task. 

  

Q) Are you having creative tasks in your work context – and is there an interplay with your 

organization and their focus on delivering value for its shareholders? 

 

A) Most likely yes. We are in a business where creating profit is the end goal, but to create 

profit we need happy and satisfied customers. That cannot always happen with what we have 

at hand. So that is where creativity is important, and we have to adjust to the market as well. 

The market is not adjusting to us. We adjust to the market.   

  

Q) Do you think that it is possible to further increase creativity in your work? How? 

How do you think software could further optimize creativity in your work? 

  

A) Yes, I am facing these creative tools every day and it can be optimised. I am challenged to 

do it and at some point I never think we will hit a time where we have the perfect product. 

There will always be new demands and new situations, the worlds evolves. My creativity is 

challenged and by that I continue to adapt to it and the surroundings. 

  

Q) How do you think software could further optimize creativity in your work? 

  

A) At the moment I am in a position where I do not feel I miss or need anything extra to at least 

develop myself or my needs. I have the creativity right now that I need. When that situation 
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changes obviously new demands will be there as well and I hope that software by that time will 

help me and the company to meet the demands.   

  

Q) To what extent is your company interested in you being very efficient? 

  

A) I do not believe that any company wants their employees to be inefficient. Here as well, 

because we are on strict deadlines in my department and also in the development department. 

Primarily with stable fixes and bug fixes in general. They also have to implement the new 

features demanded by clients. I also have ”go live” dates for my clients which must be started 

in time if the process must be as smooth as possible. Planning, entering time and adjusting. So 

either way they are very interested in efficiency. 

  

Q) Do you perceive that efficiency limits your ability to be creative? 

  

A) It can, but we are also at a stage where we recently was bought by a big American 

company. Before that, we did not have must power in the way of saying no. It that case my 

own creativity could have ruined the product for many other people. We usually just say yes. 

Right now, after being bought and with the new procedures we are basically saying no to 80% 

of things, and the last 20% we say: ”we will take a look at it and you might get it in a year or 

two”. Unless you are willing to pay. In that case it will provide some extra time to be creative 

about it and the specific problem.   

  

Q) What aspects of creative work like yours might be improvable with process automation? 

How could this be harmful/ beneficial for your creative work? 

  

A) Not that much for my own tasks. The creative part of my job is very specific and custom. It 

is usually always a custom problem. One client with a specific and unique problem and then i 

have to figure it out while using creativity. If it was automated it would not be creative at all.   

  

Q) How can creative work be made efficient? Is this at all possible? 
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A) Yes and no. I think it depends. As a general term then no. As I mentioned, most issues and 

requests are specific and must be solve. Nothing is similar in our business. We cannot just do 

one thing for everyone when trying to solve a problem. That is basically what creativity is, like 

using a mental template to solve different issues. Most of the time the issues must be solved 

by using creativity and that is difficult to optimize. So many times there is no easy or fast way 

to do it. So while some things might relate to an issues which has happened before, most of 

the time that is not the case. Therefore, in broad terms, it cannot be made more efficient right 

now. 

 

 

Senior Consultant - Vendor 
 

Q) Introduce yourself including your job title and what you do for Deltek and WorkBook? 

 

A) My name is Brian Bøjden and I am a business consultant for WorkBook. I have been here 

for 3 years. I also have a past with Deltek where I have been for 5 years so I have 8 years of 

experience with Deltek you could say. Working with resource management as my primary area 

of expertise. 

 

Q) What are the day to day tasks? 

A) That varies a lot. It could be handling clients. It could be implementations. It could be 

handling developments in a sense of managing how things should be solved and designed in 

order to accomplish what the client want to do with the software. So I guess it is all from 

training sessions to implementation work and then also managing people doing development. 

It is very different each day. 

 

Q) Do you have any creative tasks in your work context? 
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A) Yes! I think I may have more than others (red. Consultants) because I am also involved on 

the project management side, at least for resource management and scheduling, where 

sometimes the question is “We want to do it like this” and then the creative part of my work is 

to find out how we can solve that. I guess that in the future I will have less and less creative 

work because right now I am moving out of project management, but right now I still have 

some “how does this item need to look” “Please solve this major scheduling issue”. So it is 

both also visual creativeness and being able to that but also to be a problem solver in a 

creative manner. I guess that is the true answer. 

 

Q) On the more abstract area do you think there is an interplay or connectivity between the 

organizational focus on delivering value, for shareholders, and your ability to be creative? 

 

A) Yes! I think there is a high relation between those two because when you are creative and 

you are using yourself and your knowledge in creative way then because we also have 

agencies and creative clients I think they will appreciate that we have used our creativeness to 

actually create something that they can use each day and make their life even better. And a 

real world example is that creative people have another way of looking at some of the systems 

that they are using so if we can be creative, just like they are, then we meet their expectations 

to a system and that will create value in the end. 

 

Q) To what extent do you believe that the company is also interested in you being efficient, 

and if that is quite high, at some extent, do you perceive that efficiency to limits ability to be 

creative? 

 

A) Sometimes yes! Other times no! Sometimes the first idea you get is the best so that can be 

very creative in a very short moment. And sometimes you get a question where you can 

respond instantaneously how you feel it that this could be solved and other times it requires 

more time and that’s where I could see a conflict with how efficient that you are and how quick 

you can solve tasks because it is a fair interest that company has into you. 
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Q) Do you it is possible to increase the creativity in your work? 

 

A) Yes! 

 

Q) Do you know how? 

 

A) You could say the easy answer here would be to get more time to be creative but I guess it 

would be a matter of getting more responsibilities in that sense maybe to work closer with you 

colleagues and maybe to make more meetings so you do not take all the decisions yourself. 

You can end up being creative in a group. 

 

Q) Do you think any software would be able to help you? To being creative? 

 

A) Hmm that’s a good question. 

 

Q) Not necessarily how but do you think software could theoretically optimize creativity for 

you? 

 

A) Yes to some extent and maybe my initial thought, actually I am not a sales guy, but 

WorkBook actually helps you do that in the sense that our own system, WorkBook, actually 

helps you being creative I guess. Because lots of the things we do in Workbook is to make you 

think of something else than work and then you just collaborate without knowing it where other 

systems have a more conventional way of looking at where you have a budget and then you 

just look at it. All this collaboration part is to me what can be inspiring and lead to more 

creativity but I do not know of any certain tool because sometimes it is always having no frame 

and no way of doing it. 
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Q) Can you mention the tools you use for project management but also for supporting any 

creativity in your work? 

 

A) I use WorkBook, I use Evernote which is just a personal note so if I get an idea while I am 

out at a client I will do some personal notes there. I use, and this sounds strange, but I also 

use excel because sometime I need to make an example and I need to be creative so I 

actually build the example there. Then I have maybe four different drawing programs so I can 

make sketches of what I would like to design. 

 

Q) Do you take stuff you make outside WorkBook and then maybe put into WorkBook? 

 

A) No! 

 

Q) So you don’t draw anything outside and then upload it into WorkBook? 

 

A) Oh yeah I do that! I was thinking something completely outside WorkBook. But I usually do 

all the design in the drawing thing (software) and then I upload all the designs to WorkBook so 

you could say that, because we all use it internally, it is my central piece of collaboration so 

that is why I need to put my creative ideas into it. You could say that everyday usage helps you 

generate new ideas about how you could use it and then I create a new request inside 

WorkBook as well. So I use the tool a lot my everyday work. 

 

Q) When do you need to go outside Workbook? On a general basis. 

 

A) Sometimes it is when communicating with clients writing emails and it could also be, and 

that is the best part, you can just go down and visit a developer because we are sitting so 

close to each other. So then I go outside WorkBook. It could also be a quick chat on Skype like 
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“Are you available?” or something like that. It is probably the most used question in the Skype 

system. 

 

Q) Do you know what process automation is? 

 

A) Yes in theory. 

 

Q) So in theory do you think that there are aspects of your work that could be improved with 

process automation? 

 

A) Yes. 

 

Q) Do you think it could be harmful or beneficial for your work? 

 

A) Yes it would. And I guess that maybe talking a bit outside theory as well the fact that today 

and in this company all of us make our own process automation ourselves. We do all of our 

everyday work without talking about it. If you could find a more strict way of doing it that could 

optimize everyone work instead of just sitting and not talking about it, that could be helpful. 

 

Q) Do you think that in general creative work can be more efficient than what you perceive it to 

be? 

 

A) I think it can. I might have misunderstood the question a little bit but my answer is that if you 

are optimizing your way of being creative you can do it really quickly but if you are in a group of 

maybe 4 people coming up with ideas instead of doing them alone then you can come up with 

the end result in a lot less time. 

Culture in Vertic 
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Appendix B 

Coding of the Internal researchers cultural observations within the companies 

 

Cultural observations at the Vendee 

Layer of culture: Comments 

Artifacts  The brand-colour is red 

 Open office with no physical boundaries between departments located 

on the same floor. Even the CEO’s office is open and does not have a 

door. 

 Several places with sofa’s, music and magazines. Can also be used for 

informal meetings. 

 5-6 meeting-rooms of different size. Every employee is able to book. 

 Free beverages of different kind for employees: Soda’s, juices, water 

etc. 

 Friday-bar every week, social events and company parties in the social 

hub also functioning as cantina. 

Espoused beliefs 

and values 

 All employees are referred to as being Vertic “heroes” when group 

messages from management is sent. 

 The company is aware of employees being happy and have a weekly 

questionnaire asking questions about the weekly personal feeling. 

 Employees are allowed to chit chat about topics not related to work. 

 Changes to processes is welcomed from management, and the low 

hierarchy is visible in that sense. 

 There are team-meetings within each department talking about the 

atmosphere at work. Meetings across department will occur during 

projects 

 1 on 1 meetings with the closest boss can happen if asked. 

 In busy times workers help across departments 
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Basic underlying 

assumptions 

 Working-hours are flexible and co-workers accept if a college arrive late 

or leave early. 

 Jokes and funny stories are allowed across tables and departments 

during working-hours 

 Subcultures are present and effect the sitting while eating. 

 Prioritizing the most busy department and project is valued. 

 Authorities within departments are joining conversations not related to 

work. The CEO talks to employees at all levels. 

 

 

Cultural observations at the vendor 

Layer of culture: Comments 

Artifacts  Brand colours are light blue and green. 

 4 small meeting rooms known internally as “phone boxes”. Made for 

online meetings with clients. Free to use by all employees all though 

consultants have first priority 

 All office walls are made of glass in order to purvey a sense of openness 

 Open “lounge” area with free fruit. 

 Café quality coffee machine with fresh milk 

 Free beer, soda and snacks every friday 

 Friday bar first Friday of the month at either Lyngby WorkBook office or 

Deltek DK headquarter at Østerbro. 

 No dress code at all - All employees wear what they want - Note that 

consultants often have meetings and therefore slightly more “formal” 

dressed. 

 No CEO of the company as it is now a sub-company of Deltek where the 

CEO is in America. 

Espoused beliefs 

and values 

 Open communication between employees 

 Knowledge sharing through talking 
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 All employees are allowed to work from home.  

 All employees can talk about non-work related topics as long as they 

finish their tasks on time 

 No special mentions of individuals inside WorkBook.  

 Client comes above everything else and often the requirements of the 

clients are considered before other development plans. 

 Company boasts itself on knowing creative agency needs better than 

other software providers. 

Basic underlying 

assumptions 

 Extreme laid-back culture 

 Mental diagnosis is not hindering you from a getting a job. Many 

developers have some sort of diagnosis 

 Informal conversations between individuals are allowed and often joined 

by managers 

 Office is believed to only be there to gather people one place and often 

facilities are considered sub-par to other places 

 A feeling of trying to be a hip software company yet still very old school 

without the real hip feel to it. 

 Problems with structure that is being changed since the acquisition by 

Deltek.  

 No real leader of the company and will be placed under the country 

leader of Deltek DK later in the year. 

 Most things are allowed but you must work to hard to fulfil your tasks. In 

the past time management was pushed too hard and often releases 

were faulty.    ½     

 

 

Appendix C 
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Propositions presented by Seidel 

Number of 

proposition 

Proposition 

1 -          Creativity-intensive processes are characterized by uncertainty with 

regard to process structure, required resources and process outcome. This 

uncertainty is caused and influenced by various factors, particularly the 

understanding of the requirements of the creative product of involved 

clients, artists, and creative supervisors, as well as their individual 

characteristics (e.g. working style, expertise) (Seidel, p.428, 2008). 

2 -          High levels of uncertainty in process and outcome are associated with 

high levels of creative potential; they tend to lead to the generation of 

products that are characterized by novelty, but also with high levels of 

operational and creative risk as there may be undesirable consequences, 

such as client dissatisfaction or a mismatch between capabilities and 

requirements (Seidel, p.428, 2008). 

3 -          High levels of expertise and creative skills of artists, creative 

supervisors, and clients are associated with lower levels of operational and 

creative risk. In contrary, low levels of expertise and creative skills of artists, 

creative supervisors, and clients are associated with higher levels of 

operational and creative risk (Seidel, p.429, 2008). 

4 -          Strategies in communication with the client can further the mutual 

understanding of requirements of the creative product as well as matching 

the requirements to the organization’s capabilities and available resources, 

which in turn leads to risk mitigation and higher client satisfaction (Seidel, 

p.432, 2008). 
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5 -          Particularly tasks with high levels of uncertainty (and thus high creative 

potential) require intensive communication with the client in order to create 

a mutual understanding of process goals and thus mitigate creative risk, 

that is, the occurrence of unwanted consequences, such as client 

dissatisfaction (Seidel, p.432, 2008). 

6 -          Group communication systems allow for higher numbers of iterations of 

the creative product as well as ongoing communication, thereby facilitating 

the process of creating a mutual understanding of the requirements to a 

creative product which in turn leads to risk mitigation and improved client 

satisfaction (Seidel, p.433, 2008). 

7 -          Asset management systems can be used to access existing assets that 

can then be applied in the process of communicating with clients, thereby 

facilitating the process of creating a mutual understanding of requirements 

of the creative product which in turn leads to risk mitigation and improved 

client satisfaction (Seidel, p.433, 2008). 

8 -          Strategies in matching capabilities with requirements, managing the 

scope of creativity, resource allocation, and internal review lead to 

enhanced operational and creative process performance and the mitigation 

of creative and operational risk (Seidel, p.433, 2008). 

9 -          Asset management and content management systems can be used in 

order to facilitate access to existing assets and contents that can be used to 

provide reference and can also be reused. Thus, these systems can 

facilitate the process of generating the creative product and positively 

influence creative and operational process performance (Seidel, p.434, 

2008). 
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10 -          Workflow-related systems such as task lists can be utilized to facilitate 

the process performance of creativity-intensive processes by handling the 

complexity of creative artifacts and supporting the well-structured and pre-

determined parts of the processes. In turn, such systems provide creative 

people with more time to be creative, thereby resulting in higher creative 

and operational process performance which in turn leads to increased client 

satisfaction (Seidel, p.434, 2008). 

11 -          The use of knowledge management systems enables to store and 

access explicit knowledge which can be applied in creativity-intensive 

processes, thereby leading to enhanced operational process performance 

(Seidel, p.435, 2008). 
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Appendix E 

Vendee - Art director 

Quote Coding Note 

“ I enjoy drawing a lot. So I actually 

use post-it’s a lot, even though it is 

not the most digital thing. I really 

enjoy using them because I can 

make my own system.” 

 

 In design I primarily use offline 

materials. 

 Using and preferring 

an analog system 

 

 Switching away from 

the system 

 

 Sub-Culture 

 

Derives from his 

creative background 

and fondness of 

drawing 

But I really like the old fashion 

analog ways. Like pen and paper. 

That is actually what works best 

for me, but also because you kind 

of get an overflow of emails 

regarding jobs, different types of 

jobs that really makes it confusing. 

Especially if you want to save it for 

later. At times it makes it not that 

logical for me. So pen and paper. 

 

 Preferring analog 

systems due to 

information overload 

 

 Switching away from 

the system 

 

 

And also of course I use pen and 

paper again because I like drawing 

and I like not having the 

restrictions of being at a monitor. 

 Analog approach 

because of digital 

barriers. 
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Having to use a mouse. It is 

easier. I do use a mouse, I don’t 

use a pen on the computer which 

make it not that practical for me, 

because I really do like drawing 

but for websites it is actually easier 

for me to use a mouse. That is 

why I sometimes I use pen and 

paper instead because it gives me 

some freedom as well. 

 

 Aim for freedom 

instead of restrictions 

within IT systems / 

Switching 

 

 Sub-culture 

 I think that if we make something 

that is good, something that is new 

or is special. I mean in this 

business we are always being 

judged by others in the business. 

So of cause it make something 

that is unique, that will make other 

companies look at us. But it will 

also make other clients that we 

have, look at solutions and our 

product. 

 

And in that way I guess that the 

company will take pride in our 

work and want us to do the best 

we can do. And make some 

solution that is great and good and 

unique  

 Be innovative and 

stay competitive. 

 

 Switching to do the 

best they can do 

 

 Tension between 

creative efficiency 

and structure 

Workbooks product 

and place in the 

market 
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 So in that way I actually think 

technology gives a lot of benefits 

to creatives. I also like the fact that 

when you do draw with pen and 

paper, you are stuck with what you 

got. On Photoshop I can go back 

and forth, I can recolor the things 

pretty fast. There is a lot of things I 

can do, there is no boundaries. 

There would always be boundaries 

doing things in the analog way, but 

in the digital way you can do 

almost anything. So there is no 

boundaries and that is what I like 

about the digital things.  

 

 

I actually think the best thing is to 

sit down and talk with people 

about it. I think that sending an 

email then you move people away 

from each other. It is better to sit 

down and look each other in the 

eye, because it is easier to read 

people. If they like things, you can 

always see it in their faces. You 

can’t see that in an email and also 

you read emails differently. So I 

always add similes to my emails, 

just because I want people to 

know it is okay even though I 

wrote “why didn’t you check this”. I 

 Boundaries in analog 

systems 

 

 Face-to-face 

communication 

versus computer-

mediated 

communication 

(CMC). Boundaries in 

CMC. 

 

 Tension in switching 

between analog and 

digital work - 

Switching without 

knowing 

 

 

Argues that there are 

no boundaries in 

digital systems. 

 

Enormous 

boundaries when 

communicating by 

using mail instead of 

face-to-face.  
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don’t want to read the emails 

wrong. That is why I think it is 

better to sit down with people and 

talk to people face-to-face. I am 

not so keen about the emails, I 

actually think it makes us spread 

up a bit. 

 

 I have been here for a year and I 

have never seen a client face-to-

face. Which is weird. I just know 

their voices. The place I worked at 

before, we had contact with the 

client, we went to the client. I did a 

lot of work for Danske Spil, we 

were there talking to people, you 

get to know people. We went out 

eating with our clients and that 

gave you a relationship with your 

client. You don’t have a 

relationship with your client here, 

because we work with foreigners 

and we work with people in other 

countries. It is just not going to 

happen and that is definitely a 

problem. 

 

 Boundaries in digital 

systems. 

 

 Relationship with 

clients is important. 

o Artists and 

external 

artists 

 

 Discussion: More 

likely to accept digital 

meetings for young 

creatives? 

Barriers towards the 

clients because of no 

meetings face-to-

face. 

 

It causes a motivation 

and responsibility 

problem. Knowing the 

client will create 

better solutions and 

projects. 

 

I definitely think so. New 

programs, new features, 

Creative use some programs 

are ever expanding  
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sometimes you surprise yourself 

because you are actually getting 

better at using the programs, using 

the features. Even though I have 

been working with Photoshop for 

16 years. So much have happened 

that it is expanding the way it 

works and you sometimes, even 

though you have been working 

with it for ages, you are certainly 

doing something new or figure 

something new out. 

 

Oh it can do this and that and I can 

actually add this third thing. It 

actually makes you want to try 

different things out in Photoshop, 

try to expand the creativity in your 

creative horizon. 

 

 Ever evolving digital 

products 

 

 Divergent thinking: 

Trying to do new 

things but remember 

the old way 

 

  

Yes definitely, because we have a 

saying in the creative department 

here.. we are not seen as being 

creative individuals, more as part 

of a machine. So each of us is a 

motor, and if you just remove one 

motor and put it in another 

machine to get that machine to 

run.  

 A creative 

department has to 

work in tandem with 

the rest of the 

organization 

 

 Standardization of 

tasks - negative 

approach 
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 You don’t have.. even though I am 

the one in our department that is 

the most fond of drawing things, I 

end almost always end up doing 

completely other stuff. For me that 

is not having focus on people's 

creativity or their skillset. It is more 

saying I need this capacity and a 

place so I can get this done. And 

that is one of the main concerns 

about this place. That you are not 

being used for your skillsets and 

your creativity being used as a 

resource. 

 

 It is more that the main focus is 

getting things done. So you would 

take whoever has the time and 

give them the job. 

 

 I think that for a process to be 

better, we don’t  

have any, the place where I 

worked before we usually sat 

down as a creative department 

and talked about the solutions 

“what should we do?”. We don’t do 

that here. It goes straight from the 

client to the PMs and then it goes 

to the creative department. But the 

PM’s and the client they already 

figured out what they want us 

Not given the opportunity to 

work with creativity and use 

ones skillset 

 

 Operating in different 

pockets of creativity 

 

 Tensions: efficiency 

vs. creativity  

 

 Supervisor not 

utilising artists 

enough 

 

 inadequate use of 

competences 

pockets of creativity 
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creatives to do. And that is again, I 

am not being used for my 

creativity, I am being used for 

some of my skills and not my right 

skills. 

No, because it is creative work, all 

of us have different ways to tackle 

things and we do it in our own 

creative way. I don’t think you can 

analyze it. I don’t think you can 

categorize it. I think it is a habit. At 

work we kind of habit in creativity. I 

mean, most often some of the best 

ideas for people comes from 

people who aren’t even in the 

creative department. It is just, a 

good idea is a good idea and 

creativity is the same thing. You 

can see when you play with Legos, 

people make really weird stuff. 

Other people are using the same 

colors. We are all different, so I am 

not sure you can do it. 

 

 Difficult to categorize 

creativity 

 

You can’t control creativity 

from the top down. It has to 

arise from the creative 

person himself  

 

 Tension: efficiency vs 

creativity 

 

 Tensions: Bottom up 

vs. top down 

management 

 

 

Vendee- Designer 

Quote Coding Note 

I am more of a post-it girl. You know, the to-do 

post-its. So I think that is how I manage my own 

assignments instead of doing it digital. 

Preferring analog 

systems 
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L) You expanded your creativity to take it out of the 

digital system. Why did you do it? 

 

M) I think it is because I am more analog and I like 

to structure. I don’t feel like that you often don’t get 

the same structure when you have an email there 

and a program here and a different box here. For 

me that doesn’t give me that much of a structure. 

When I have the post-its, I will do like “this is what I 

need” and when I am done I will just take it and 

throw it in the trash. Then it is done. When I have a 

Trello board it is like “oh there is one there and one 

there” I sometimes get confused and mix it up. I 

feel like I am just more analog at that point. 

 

 

 Switching 

 Sub-culture 

 Barriers towards 

digitalisation 

 Pace-layered. 

The layers does 

not support her 

needs 

I kind of feel like there will always be a limit for me 

and what I can ask for. And I think that there is of 

the profit. You know, “don’t use to much money”. 

There is limit of how far I can go. Yes there are 

some limits. If that makes sense? I sometimes 

participate in planning because us in the design 

department have a different and more clear view 

on creativity. And what is necessary in a task. 

 Resource 

constraint in 

creative tasks 

 Efficiency vs 

creativity 

Pockets 

of 

creativity  

R) Do you think that there will be an option for 

software programs to optimize creativity in your 

work? 

 

Optimization of 

creativity. 

 



205 
 

M) Yes I actually think there could. 

 If you are freelancing you kind of decide yourself 

how creative you want to be, because you are just 

taking the task.  

 Product 

constraints and 

restrictions. 

 Limit of creativity 

depends on the 

task and client 

pockets of 

creativity 

Because they always feel like you are not creative 

enough when you are not that old. You haven’t 

gotten the experience to be creative enough. So 

that kind of puts a limit on my creativity, but then 

also when it comes to thing being effective, they 

know my junior title. They know my job is just to 

take it from the base and finish it off. So for me, the 

time I use here is very important because they 

want to limit the shortest period. So for me it limits 

it yes. 

 

 Tension between 

creativity and 

effectivity. 

 Time constraint 

 

Vendee -  Developer 

 

Quote Coding Note 

It has to be user friendly. You have to be able 

to make something quickly – fast workflow. 

Easy 

learning curve so you can just get started as 

soon as (possible) – if you have an idea its 

really important 

that you can get that idea down on paper or 

on a computer really quickly – I think. 

 Fast system is 

needed for 

creative work. 

 Important to put 

down the findings 

into relevant 

systems. 
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  Too much 

structure vs too 

much flexibility 

 

 Pace-layered 

system 

I don’t know because a lot of the other 

frontend developers I work with hate 

designing and they 

just want to code things. I love to design 

things. I like the design process so but I think 

its because I love 

this multimedia thing so much. 

 Sub-culture Differences in 

subcultures 

Ehhhhm It depends because when you start 

coding you have a template where a lot of the 

things 

are already written down for you. This gives 

you a tool to get work done faster. It also 

gives the client an opportunity to view 

projects finalized in the past. That is 

something that creates some kind of 

credibility 

 

 Product 

constraints, but 

effective work. 

 Creative 

boundaries 

 

 

Vendee– Project Manager 

 

Quote Coding Note 
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So my daily tasks are managing projects 

and 

communication internally and externally. I 

have to talk to clients, agencies, managing 

ressources and talk to 

collegues. I have to align timing and 

agreements while making sure to stay 

within budget. 

 

External & internal 

communication - boundary 

spanner. 

 

Answer: I think that in order for the 

software to allow me to be creative it needs 

to be flexible and not to 

defined. So if there are too many limits in 

the functionalities, then it will be difficult for 

me in use. I need to 

customize the tools a bit sometimes. And 

go ”around” the system. For example I use 

a ”to-do list” program. 

That is a great tool which is quite flexible 

for my use. I can make lists, sort them, 

make them longterm or 

shortterm. I would say that Outlook on the 

other hand is too defined for me in order to 

be creative. So it 

depends on the boundaries in the program. 

 

 A system that supports 

creativity needs to be 

flexible and without too 

many functionality limits 

 Switching 

 Some systems in use 

are too defined to 

embrace creativity 

 

I feel like we 

here at Vertic are welcome to challenge the 

processes. So if I know or find a good 

solution, like a software, 

 Room for employees to 

affect and improve the 

process 
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which could be used in a specific setting – 

then I am allowed to bring it to the table. So 

in that sense I guess 

I can bring and affect my own creativity. 

 

 

 

I feel like it is also good to challenge the 

standard processes and think innovative 

while not being afraid to fail. It 

might becomes too predictable if the 

processes are the same over and over 

again. I think we must be 

innovative and input internally must be 

heard in order to move forward. People will 

have to contribute to 

defining processes and move the company 

in a more creative direction. 

 

 

There always is a way to optimize. Creative 

processes especially, but we have 

deadlines and timelines to follow so it can 

be difficult. Also because we need to 

register the process in the system. 

 

 Creative employees are 

allowed to affect the 

work process 

 

 It is good to challenge 

the standard processes 

 

 Bottom-up optimization 

 

 Pace-layered 

Im not sure I have an answer to that about 

how software could optimize creativity. 

Because I do 

 Project managers does 

not feel that their tasks 

are creative 
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not feel that I have so much creativity in the 

tasks. My job is more to inform the 

departments implicated. 

 

 Level of creative work 

varies in different 

department 

It is a balance i think. Because they want to 

make profit and the time/hours used on a 

project 

defines how the profit is. But on the other 

hand they want us to be creative and 

influence the product. I 

think the creativity takes time from 

efficiency. So it is a tradeoff. I think it is a 

balance. 

 

 Time constraint 

 Creativity vs efficiency 

pocket of 

creativity 

 

 

Vendee – Project Assistant 

 

Quote Coding Note 

I think we can divide this into two 

categories. The first is all the software 

we use to 

communicate among eachother. So 

email, skype and the others I 

mentioned earlier – managing 

content, 

allocate resources and controlling the 

projects. On the other side we have 

the more creative tools which is 

Using two different categories of 

systems - A system for resource 

allocation & creative tools 

 

Too many systems - Information 

overload confusion -  

 

Switching - See notes 

 Switching systems 

between analog and 

digital creates a world for 

the user where adoption 

of new systems becomes 

an easy decision but hard 

to implement since the 

easy path is to adopt 

another system. 
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used daily to do specific tasks in fx 

AEM a software for Novo Nordisk. It 

helps the processes in that specific 

work and it needs to be accessible 

when doing the assingment. It 

improves the work as well. 

 

 

We receive designs and guidelines 

from the client. So inside our 

team we have certain guidelines to 

follow. At the same time there is 

never only one way to do the job, but 

multiple ways. I think it is both about 

creativity, but also about time 

management and use. Since there 

are 

several ways to do a job you will have 

to find the fastest way or the better 

way. The way chosen also 

affects the final quality of the product. 

So there is room for creativity even if 

there are many guidelines and 

procedures to follow. I believe it is 

possible to implement ideas yourself. 

 

 

 

The way we creatively find a way to 

put content together have an 

Managing the balance between 

product constraints, time 

constraints and creativity is vital 

for the product outcome (highly 

relevant for Seidels theory) 

 

Tension: Creativity vs. efficiency 

x 2 

 

Room for creativity within the 

given parameters 

 

Convergent & Divergent thinking  
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impact on the final product and other 

tasks towards it. It also optimize the 

user friendliness for the clients. 

At the same time it also has an 

impact on time because some jobs 

take a lot of time if it must be done in 

the best way for the client. So I think 

there are both negative and positive 

aspects of it. 

 

I think the limitations is the 

userfriendliness in that software 

because sometimes it does not work 

when you do an activity. Either the 

visuals does not work the correct way 

or the formatting is wrong 

etc. This is problems that sometimes 

limit your creativity and focus on time 

management instead. 

 

 A lack of userfirendliness 

and non-working visuals 

can limit creativity and 

prodctivity 

 

Also the 

software we use to communicate 

internally is improving the processes 

a lot. Also when you think about 

colleages in other departments 

working on the same project. 

 

Software used for 

communicating across 

departments is vital in creative 

work 

 

 Boundary spanning 

 Relationship between 

artists and supervisors  
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There is a feedback loop in the 

process of the projects, but also in a 

specific CMS where we 

can send feedback to the 

administrators of the platform. They 

can then improve certain 

functionalities etc. 

 

Constant improvement to the 

system based on user feedback 

helps optimize creative work 

 

This is the first creative agency I work 

at so it can be different in other 

companies, but 

from my experience in terms of work 

environment and facilities, 

communication and how managers 

let you 

manage a project is very well 

considered. I think it is also efficient 

how this is done because I think it 

improves our productivity and trigger 

ideas etc. 

 

Physical work environment 

triggers creativity and 

productivity 

 

 Creativity does not 

always limit efficiency? 

 

To a certain extent, yes, because of 

course we have to follow certain 

guidelines and also do 

whatever comes to your mind. 

However, there are also some 

deadlines you need to consider so it 

is 

difficult to implement sometimes. 

 Time and product 

constraints 

 Tension: Creativity vs. 

efficiency 
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When you need to follow certain 

guidelines, it is 

more difficult, but we have worked 

with some of the clients for a long 

time, so we know and they know the 

possible difficulties. With some clients 

we know when to ask them and when 

just to make a decision ourselves. 

Mainly, because they would have 

a tough time understanding our 

process. 

 

There is a limit to creativity, but I think 

there is also room to experiment 

and try new approaches. I believe it is 

also appreciated to a certain extent, 

when the guidelines is not just 

follow a 100%. When it is possible of 

course. 

 

Room for uncertainty in the 

product design leads to room for 

creativity 

 

Product uncertainty 

 

 

I think one aspect could be improved, 

but of course it is very difficult to do. It 

is the 

relationship with the client, so the 

feedback process with the client. 

 

Feedblack with the client is 

important in creative work 

 

Seidel: Artists, supervisor and 

client relationship 
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When you get assigned a task work 

can 

get very tacit, so difficult to further 

explain to coworkers. 

 

Tacit knowledge is present in 

creative work 

 

Boundary spanning / Knowledge 

management 

 

Yes it can be harmful because I 

would be less creative in the process. 

It would limit my choices and options 

in the process, but at the same time it 

also would be beneficial. It would be 

less time consuming and maybe 

have more time with creativity in other 

aspects. Maybe it would limit 

creativity, but not in a negative way. 

 

Tension and trade-off between 

constraints and uncertainty - 

Creativity vs. efficiency. 

 

He is talking about 

showing the client the 

work in progress in order 

to get feedback 

throughout the process 

So in that case a more automated 

process would only improve the 

efficiency of 

the final outcome. 

 

Automatization only helps 

efficiency, not creativity 

 

Other tasks get easier with creativity 

because it can help 

create some perspective and different 

solutions to the same issue. 

 

Creativity helps to give new 

perspective and finding new 

alternative solutions 

 

Divergent thinking 

 

 

Vendor- Associate consultant 

Quote Coding Note 
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“.... if we do not already have this tools or 

service, then I must figure out a way to 

make it work without damaging the 

product. That could mean that we have to 

use something existing in a different way 

or finding the creativity to build something 

new.” 

Create something 

from existing 

knowledge 

(Convergent 

Thinking)  

 

Create something 

entirely new 

(Divergent 

Thinking) 

 

Going outside the 

system to 

improve its overall 

functionality - 

Switching 

The generation of new 

ideas is key to success of 

larger implementation 

and how to bend the 

system to work with the 

client. 

Question 4 - “Basically it is software that 

is flexible and that does not lock you in 

your work. That makes sense in most 

cases but not always. Especially in the 

ERP world where no companies are alike 

based on country or products. So I 

believe the overall definition is flexible. So 

you have different ways of doing the 

same task.” 

Creative support 

software needs to 

allow switching  

 

Flexibility 

 

No two 

companies work 

alike 

 

“The market is not adjusting to us. We 

adjust to the market” 

Software must 

adjust to user 

needs 
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Constant evolving 

“One client with a specific and unique 

problem and then i have to figure it out 

while using creativity. If it was automated 

it would not be creative at all. “ 

Process 

automation 

minimizes 

creativity 

 

Tension between 

automation and 

creativity 

 

“That is basically what creativity is, like 

using a mental template to solve different 

issues.” 

Convergent 

Thinking 

 

 

WorkBook - Søren Damsgaard - Senior principal consultant 

Quote Coding Note 

“I think any software that allow you to express 

yourself, to express your thoughts and ideas in a 

way that at least makes sense to you would be 

software that supports your creativity. I mean, if 

you cannot express yourself then you cannot do 

what it is you want to do. Then obviously doesn’t 

support that.” 

Freedom to express ideas in the 

systems 

 

Allow Switching supports 

creativity 

 

Allow 

switching  

“That depends a bit on how you would define 

creativity. I mean, yes I think that I do have some 

of those. Yes absolutely, but again it depends of 

how you define creativity. If you are talking about 

all sorts of, making stuff look nice and feel nice. I 

am not sure if that is exactly what I do, but that 

doesn’t have to be the definition of it. It could also 

Freedom to work as needed 
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be to make something that is really smart or that 

helps and works in the way you want it to, in a very 

smart way or whatever.” 

It might be difficult to measure directly, the profit 

gained of any creativity that I provide.  

Profit vs creative tasks? 

 

Creativity 

measure - 

Trade off or 

tensions. 

“ In any context there is definitely room for 

improvement, no matter what. But again I think we 

might be going back to what I just said before, that 

it might be difficult to measure the benefits of 

added creativity. I think in my line of work it might 

also sometimes not be, you know maybe you don’t 

want people to be way too creative when solving 

the tasks they have. Maybe they should stick to the 

task at hand instead of going exploring. But again, 

that varies a lot so it is difficult to say.” 

Always room for improvement of 

processes and activities. 

 

Difficult to measure 

improvements. 

 

Should employees stick to the 

task and do it as usual or 

explore new ways? Exploring 

could be a waste of time, but 

new approaches could be one 

of the benefits 

Tensions 

between 

efficiency 

and creativity 

“I think it is very much in their interest to keep me 

as efficient as possible. Absolutely, and I think that 

goes for all of my colleagues as well. That is very 

much an interest.” 

 

“Yeah I think that in some context yes it could limit 

it, but I think it might be, connected to what I just 

said, might be related to.. in some context in some 

tasks you might not want to focus on the creativity. 

You just want to have the task done or handled 

Tensions: Efficiency vs. 

creativity 

 

Creativity is not always the 

desired output 

 

Product constraints 

 

Tensions 

between 

efficiency 

and creativity 
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instead of coming up with some creative solution 

for it. So I think it could limit it in some context.” 

“I think that having automated testing of code that 

you produce, I am not sure that it would actually 

boost creativity specifically but it might help with 

certain other aspects of the process. The 

development process.” 

Automation enables efficiency - 

not creativity 

 

(Asked about creativity can be more efficiency at 

all) 

“I think that you could defiantly, I mean again 

based on what you define creativity as, I think that 

individual work processes.. the process you go 

through when you solve a specific task at hand, 

could defiantly have a huge impact on how you 

solve it and the quality of the result in the end. 

Defiantly there is some impact there. 

 

Might be possible to be more 

creative while efficient 

 

 

Vendor -  Principal developer         

Quote Coding Note 

“Of software that supports creativity? Well ehm I would 

think that you have to have different ways of doing it 

because people’s minds work differently. So what works 

for me might not work for someone else so, I don’t know, 

I guess it could be like having a Kanban view where 

some people probably prefer having the tasks so that 

they just drag them around to “this is in progress”, “this is 

in test” etc. and other people like just having a grid. Yeah 

Switching 

 

Flexible system 

 

Creativity vs. 

efficiency - 

Navigating 

extreme flexibility  

Switching 

 

Convergent and 

Divergent thinking 
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so my answer is have diversity, I guess, and several 

options because people don’t think the same way.” 

 

“Yes I think it is possible but how? I think again it is 

needing to understand that people work differently and 

give them space. If you have a model then they should 

not all be put in to that box forcing them to work the 

same way. But I think it is possible but how I am not 

completely sure except you have to be open minded.” 

 

 

Convergent & 

Divergent thinking 

in creative problem 

solving 

 

Do not force all 

people into 

specific boxes 

 

Time constraints 

if you come up with some good ideas that make the 

product better then ultimately you will end up with better 

product or potentially make more sales because when 

you present the product to the user they will say “oh oh 

that feature is nice” or whatever. 

Creativity can 

impact bottom line 

through more 

useful products 

Creativity equals 

sales? 

making an ERP system is quite complex and there’s a lot 

of features and sometimes when you have had a feature 

for a long time you will say “oh this is working. There is 

no need to change that” but maybe if there is time maybe 

just try to rethink it to see if it the smartest way to do it or 

the most user friendly way. 

Time constraint 

 

Constant feedback 

and evaluation 

 

Evolving system 

 

Product 

uncertainty 

Constant 

evolvement to make 

the system better - 

Supports creativity 

well 

 

 

Vendor - Senior consultant 
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Quote Coding Note 

Yes! I think I may have more than others (red. 

Consultants) because I am also involved on the 

project management side, at least for resource 

management and scheduling, where 

sometimes the question is “We want to do it like 

this” and then the creative part of my work is to 

find out how we can solve that 

Pockets of creative where 

limited constraints are given 

 

 Boundary spanner 

 

 Divergent and 

convergent thinking 

 Switching 

 

creative people have another way of looking at 

some of the systems that they are using so if 

we can be creative, just like they are, then we 

meet their expectations to a system and that 

will create value in the end. 

 

Collaboration between 

departments 

 

Different perspectives into 

problem-solving 

 

Constant evolving system to 

user demands 

 

Boundary spanning  

 

when you are creative and you are using 

yourself and your knowledge in creative way 

then because we also have agencies and 

creative clients I think they will appreciate that 

we have used our creativeness to actually 

create something that they can use each day 

and make their life even better.  

Boundary spanning 

 

Creative problem solving 

enables more satisfied 

clients 
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I could see a conflict with how efficient that you 

are and how quick you can solve tasks 

because it is a fair interest that company has 

into you. 

 

Time constraint 

 

Tension: Efficiency vs. 

creativity  

 

You could say the easy answer here would be 

to get more time to be creative but I guess it 

would be a matter of getting more 

responsibilities in that sense maybe to work 

closer with you colleagues and maybe to make 

more meetings so you do not take all the 

decisions yourself. You can end up being 

creative in a group. 

 

 

Creative problem solving in 

groups increases chances of 

usable output 

 

Knowledge sharing 

 

Boundary spanning 

 

 

WorkBook actually helps you do that in the 

sense that our own system, WorkBook, actually 

helps you being creative I guess. Because lots 

of the things we do in Workbook is to make you 

think of something else than work and then you 

just collaborate without knowing it where other 

systems have a more conventional way of 

looking at where you have a budget and then 

you just look at it. 

 

All this collaboration part is to me what can be 

inspiring and lead to more creativity but I do not 

know of any certain tool because sometimes it 

Switching - Allow the 

individual to be creative with 

the system or without the 

system 

 

Gartner Pace layered - 

System of records, 

differentiation and innovation 

all at once (from the vendor 

perspective) 

 

Collaboration enables 

creativity 
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is always having no frame and no way of doing 

it. 

 But I usually do all the design in the drawing 

thing (software) and then I upload all the 

designs to WorkBook so you could say that, 

because we all use it internally, it is my central 

piece of collaboration so that is why I need to 

put my creative ideas into it. You could say that 

everyday usage helps you generate new ideas 

about how you could use it and then I create a 

new request inside WorkBook as well. So I use 

the tool a lot my everyday work. 

 

Working outside the system 

but reintegrating it later 

 

Switching - Go outside the 

system and return with a 

product that can be put into 

the system 

 

 

today and in this company all of us make our 

own process automation ourselves. We do all 

of our everyday work without talking about it. If 

you could find a more strict way of doing it that 

could optimize everyone work instead of just 

sitting and not talking about it, that could be 

helpful. 

 

Automatization is already 

happening 

 

Knowledge sharing - Implicit 

 

Time constraint 

 

if you are in a group of maybe 4 people coming 

up with ideas instead of doing them alone then 

you can come up with the end result in a lot 

less time. 

Group collaboration can help 

the efficiency of creativity 
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