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EXECUTIVE SUMMARY

Companies of all sizes increasingly recognise that ideas are their most precious
commodity and employees who produce them are sought-after resources. They
understand that competitive advantage depends heavily on their ability to capitalise on
employees’ ideas and unleash creativity within their working environments. Creativity
must be effectively managed if improvement efforts are to succeed and businesses are to
remain competitive.

The Creatin project aims to improve the creative capacity of European SME’s. The aim of
this document is to present the research methodology to be used in the Creatin project.
The background and context of the research to be undertaken is defined from the outset.
Here, some key issues relating to creativity is presented and discussed. Next the research
strategy or the approach to be taken in the Creatin project is introduced. Subsequently,
the research methodology is presented in detalil.
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1 INTRODUCTION

According to Gupta and Singhal (1993) successful organisations create competitive
advantage through innovation and creativity. In today’s marketplace organisations’
emphasis is changing from visible assets (such as equipment or technology) to invisible
assets (like creativity and capability). Companies of all sizes increasingly recognise that
ideas are their most precious commodity and employees who produce them are sought-
after resources. Competitive advantage depends heavily on their ability to capitalise on
employees’ ideas and unleash creativity within their working environments. An
organisations success is often measured by the annual profits, level of sales and/or
position adjacent to competitors. Without a product to market an organisations position
becomes untenable. Products stem from innovation, which in turn stems from creativity.
People drive creativity and creativity drives innovation. Therefore enhancing the creative
output of individuals involved in an innovative working environment will increase the level
of innovation. The proficiency within an organisation to effectively encourage creativity
within innovation does not diminish over time, but instead grows in importance for
organisational success. Consequently, organisations must adopt proactive practices in
order to mobilise creativity within their working environments.

The Creatin project aims to improve the capacity of European SME’'s to implement
effective initiatives. To do this, the team aims to identify and prioritise the key barriers
that currently exist in relation to creativity in European SMEs. By analyzing an
organisation’s activities and by quantifying the impacts of these activities the organisation
can respond in a planned and co-ordinated way. Defining clear goals and objectives in
relation to creativity provides direction to the organisation.

The aim of this document is to present the research methodology to be used in the
Creatin project. The report aims to facilitate the understanding of creativity in the work
place. To do this the key concepts of creativity are presented and discussed. The
background and context of the research to be undertaken in the Creatin project is then
elaborated. Next the research strategy or the approach to be taken in the Creatin project
is introduced. Subsequently, the research methodology is presented in detail. The key
stages in the methodology include:

= Define scope. Describe and agree the aims and objectives of the research as well
as the target audience.

» Understand key success factors and problems. Here findings from an initial
workshop hosted by innovate are presented and discussed.

= Develop tools. A creativity scorecard is created based on our initial workshop
findings and initial literature survey.

= Test tools. Verify and evaluate the nature and sequence of the Creativity
Management scorecard. This will be achieved through an open workshop
facilitated by innovate.
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2 UNDERSTANDING CREATIVITY

This chapter attempts to synthesise the relevant literature on creativity. It explores the
dynamics of organisational creativity. Specifically, it discusses creativity in relation to
innovation, definitions of creativity, types of creativity, the creative process and the
sources of creativity.

2.1  Creativity and Innovation

The innovation process begins with an idea generation or problem recognition stage (Farr
et al., 1990), which is where creativity primarily occurs. Ettlie (2000) describes a creative
idea as the germ’ of an innovation but differentiates creativity from innovation by
highlighting that it is the innovative process, which is the means by which the creative
idea is developed and exploited. Thus the organisation that neglects the importance of
creativity, risks a future of no new products or process improvements and will possibly
depend on buying in the methods of others.

Rosenfeld and Servo (1991) state that “creativity is the starting point of any innovation”
but emphasise that creativity is an individual and solitary cognitive process, whilst
innovation is a more inclusive social process involving many people (West et al., 1990). It
is satisfying this essential difference in the two that often leads to difficulties within an
organisation. There is often a freedom or sense of chaos that enhances a creative
working environment, however this is not often appropriate for a mainstream product
development scenario. Creativity is associated with that part of the innovation process,
which is labelled as 7dea generation’. This approach is consistent with the definition of
Heap (1989), who defined creativity as: “the synthesis of new ideas and concepts...where
innovation is the implementation of creativity”. Also Titus (2000) has defined creativity as
“the birth of imaginative new ideas”.

There have been several recent reviews of the literature, which help to describe and
theorise understandings of the nature of creativity. A key issue in discussing and defining
creativity is whether the focus is upon exceptional creative individuals, such as Albert
Einstein or Charlie Parker, who shift paradigms in society’s ways of knowing, or upon all
individuals and their potential for self-actualisation through ‘little ¢ creativity’ or ‘possibility
thinking’ supporting people in making choices in everyday life (Craft 2000). It is this
broader view of promoting creativity in all individuals, which underpins this thesis.
Creativity is about originality that leads to new ways of seeing novel ideas while
innovation is the practical application of such ideas (Amibile 1983; Cunnane, 1994). The
dependency of innovation on creativity is emphasised by Cumming (1999) who claims
that the level of idea generation within an organisation is related to the level of creativity
within its human resources. Engrained in the process of idea generation, creativity and
innovation exists the concept of knowledge creation see figure one below. It is part of the
creativity process and a valuable asset contained within an organisation’s human
resources.

Tidd et al. (1997) stress that knowledge is a crucial element of creativity and affects areas
of the creative process such as idea generation, determination of future vision and project
management. New knowledge is created within an organisation by converting between
the tacit, explicit and cultural knowledge. Macey-Bruges (2001) states the ‘essence’ of
creativity lies in establishing new connections. Thus, through the sharing of tacit and
explicit knowledge with other knowledge workers, creativity can be enhanced. Woodman
et al. (1993) argue that creativity refers to ‘the creation of a valuable, useful new product,
service, idea, procedure, or process by individuals working together in a complex social
system.’ King et al., (1990) proposed that creativity at the team level explicitly
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incorporates the interpersonal discussion among team members. Building on Woodman et
al. (1993) and King et al., (1990) product development requires both the generation of
new knowledge and solutions and novel combinations of existing knowledge and
solutions.

As knowledge is now the currency for economic growth and productivity, an organisation
in today’s knowledge based economy, has to focus on managing and enhancing its
biggest asset: the knowledge capital of their employees, in such a way, that
communication is fostered, knowledge is shared, creativity is enhanced, innovation is
supported and competitive advantage is achieved. Successful organisations are those that
consistently create new knowledge, disseminate it widely throughout the organisation and
rapidly include it in new products. These characteristics define the “knowledge-creating”
organisation, whose sole business is continuous innovation. Thus, the key to success in
the knowledge sharing is to build the intellectual capital that will create the necessary
core skill-sets and products that will lead to competitive advantage.

2.2 Defining Creativity

Amabile (1988) views creativity as “the production of novel and useful ideas by an
individual or small group of individuals working together’, where the idea is “appropriate,
useful and actionable’. Farid (2007) claims that creativity is that which “results in the
generation of new and useful ideas or the combination of existing ideas into new and
useful concepts to satisfy a need”. Creativity has frequently been likened to a mysterious
and powerful process owned by a select and fortunate few. Some have proposed that it is
a direct gift from God. Meanwhile, the romantic notion argues that creative individuals
own extraordinary personality characteristics and are thus capable of mysterious thought
processes. “Creativity is a combination of flexibility, originality and sensitivity to ideas
which enables the thinker to break away from the usual sequence of thought, into
different and productive sequences, the result of which gives satisfaction to himself and
possibly others” (Jones, 1972).

However, a creative product is the result of the ordinary thought processes of ordinary
individuals. Creativity becomes extraordinary only on the basis of what the individual
produces. Edward De Bono (de Bono 1981) maintains that the logical use of the mind
excels at developing existing ideas but is not so effective at generating new and novel
ideas. There is no standard method for determining what is creative work, just as no
standard technique exists for introducing creativity, although creativity tools and
techniques are employed to support the initial stages of the creative process i.e. mind
maps, cause and effect, brainstorming, Affinity.

Creativity can be defined according to characteristics of the individual, which include trait
theories and approaches. Creativity can be seen as a personality variable, which is located
on a continuum between innovators and adapters (Cormican 2003). Innovators are those
who do things better and adapters are those who think differently. This distinction refers
to the style, and not the level, of creativity and at best, it can only indicate which
individuals are most likely to produce creative ideas.

Creativity can also be defined according to the process. Henry (2007) states that, “/t /s a
thinking process associated with imagination, insight, invention, ingenuity, intuition,
inspiration and illumination.” Woodman et al (1993) frame the definition of organisational
creativity as a subset of the broader domain of innovation.
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In addition, creativity can also be defined in accordance with product Amibile (Amabile,
1998) has conducted extensive research on the subject and defines creativity “/n business
originality is not enough. To be creative, an idea must also be appropriate, useful and
actionable’. Amabile (Amabile, 1998) has defined three components of creativity;
creative-thinking skills, expertise and motivation. Managers can influence these
components through workplace practices and conditions.

Individual creativity and organisational innovation are closely linked. However, creativity is
an individual cognitive process in which events occur within the person, innovation is a
social process with the elements of the process being events that occur between people
(Cormican, 2003).

If we look back through history, the industrial age was full of techniques, which more
often than not marginalised rather then maximised people’s creative potential. By
necessity, nevertheless, organisations recognised that they must reduce bureaucracy and
create cultures in which employees stretch their imaginations, share their ideas and are
given greater autonomy. Those organisations that really understand human creativity and
are committed to nurture it and live with the consequences of doing so are the ones most
likely to succeed. People have a capacity to innovate, re-frame their perceptions, solve
problems and express themselves and what they know far beyond what most of them
believe to be true of themselves. To think creatively is a learned skill and atrophies when
it is not practiced.

2.3 Types of Creativity

Individual creativity mechanisms refer to activities undertaken by individual employees
within an organisation to enhance their capability for developing something, which is
meaningful and novel within their work environment. Organisational creativity
mechanisms refer to the extent to which the organisation has instituted formal
approaches and tools, and provided resources to encourage meaning-fully novel
behaviours within the organisation. The literature on innovation and creativity that
focuses on the role of individuals in creating innovations has examined factors such as
intelligence, motivation to innovate, and creativity skills (Amabile 1997), (Sternberg et al.
1997).

The process-orientation approach views intelligence as an innate attribute, and suggests
that the latter two factors can be influenced by external factors. Amabile (Amabile 1988)
argues that innovation in an organisation is significantly influenced by the extent of
creativity-relevant skills possessed by its employees. These creativity-relevant skills can be
developed, sustained, and enhanced through formal and informal mechanisms such as
training and education (Amabile 1988). Aside from these skills, individuals need to put at
risk the desire to appear consistent, comfortable, confident and competent (the 4Cs) to
improvise and be innovative. Workshops and training programs are effective mechanisms
to develop “a perspective or orientation that enables one to risk the 4Cs.”. Hence, the
preceding discussion suggests that when employees improve their creative abilities, it
enhances the innovation performance of a firm.

2.4  The Creative Process

A creative output is the result of the natural thought processes of ordinary individuals.
Creativity only becomes extraordinary on the basis of what the individual produces. Two
conflicting views concerning creativity ‘seeds’ include the genius view and the behaviourist
view. The former refers to creativity as being that which enables the owner to find
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significance in the irrelevant and to find meaning from contradictions. The latter
perspective argues that creative responses are the result of one of two processes;

= A new situation contains elements similar to those of an old situation, thus these
elements serve as the basis for generalising the old response to the new situation.
= |If the new situation is completely dissimilar to previous situations, then the
solution is to behave randomly by combining various responses in humerous ways.

Kao (1989) views the creative process of an individual as consisting of six phases
According to Kao (1989), the initial phase of the creativity process is ‘interest’, where an
individual’s intuition or emotion leads them to scan their environment for opportunities or
solutions. The second stage of the process is ‘preparation’, where planning is undertaken
to “prepare for the expedition”. Following this stage, the process enters the ‘incubation’
phase, where the individual utilises his intuition to “mull things over”. This stage can be of
indefinite duration and is often enhanced by outside influences and communication. The
successful end of the ‘incubation’ phase is denoted by the ‘illumination’ phase, where the
idea or solution finally ‘comes together’ from the intuition of the individual in “the ‘eureka’
experience”. The next stage of the creative process is that of ‘verification’, where the
individual rationally validates his creative output relative to the desired output. In the
event that there are irregularities, the individual may return to earlier stages of the
process for rework based on the new knowledge gained. In the event that the output is
deemed positive, the ‘exploitation’ phase of Kao’s model begins where the individual or
organisation rationally try to “capture value from the creative act”.

None of that would be possible without the brain. The brain has been described as one of
the most complex things we have yet discovered in our universe. In 1981 Roger Perry’s
proposal of the split-brain theory, showed that the brain has two hemi-spheres, each
having different but overlapping functions and the right and left cerebral hemi-spheres
specialise in different types of thinking processes. Psychologists conclude that although
the creative capacity of the brain is limitless, the only boundaries restricting its expression
are those erected by our own selves. In creative problem solving, both cerebral hemi-
spheres are typically employed in the following fashion.

= Left: Define the problem in a logical manner.

= Right: Generate creative alternative.

= Left: Critically evaluate the alternatives.

= Right: Define a proposal for the selected approach implementation.

Creative actions are assumed to occur thought incubation within the unconscious mind.

Following incubation, the conscious mind is presented with the creative ideas, which the
user puts into action.
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2.5 Sources of Creativity and Innovation

The sources of creativity and innovation are often classified as arising from “technology
push” or “market pull”. In the case of the technology push (or technology driven) model,
product development ideas are produced by the R&D department of an organisation. A
prototype is then created and the resulting product manufactured, marketed and sold.
According to this model, the market place passively receives whatever is offered by the
organisation (Trott, 1998). The customer driven or market pull model of innovation views
the innovation process from a different angle. In this model, the new ideas are presented
to the organisation from the external environment e.g. Marketing reports on customer
wants, needs and expectations. These ideas for new product development are then
transferred to R&D and design for development and finally to the manufacturing
department for production.

In reality the sources of innovation are much more varied than either of these two models
portray. Ideas for new product development may occur as a result of a combination of
influences from within or outside the organisation. The interactive model of innovation

Stevens and Burley’s 90% of raw ideas actually never advanced beyond the idea
generator’s desk-top. The remaining 10% of ideas that succeeded in advancing beyond
the drawing board to the small project stage. Of these, only 3% obtained the backing to
develop into significant projects, less than 2% became major development efforts, less
than 1% were ever launched commercially, and only 0.3% achieved commercial success.
Thus, approximately 3000 raw innovative ideas were required to yield one commercially
successful new product.
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3 RESEARCH STRATEGY

Research strategy refers to the particular approach chosen by the researcher to undertake
research (Yin, 2002). Following on from this, specific research designs and data collection
methods can be formulated. Such research methods are determined not only by the type
of research to be investigated but also the required outcome (Grgnhaug and Olson,
1999). Creswell (2003) describes three different approaches to data collection and
analysis namely quantitative, qualitative and mixed methods. The quantitative approach is
one in which the researcher uses to “measures in which numbers are used directly to
represent the properties of something” to develop knowledge (Hair et al, 2003). The
strategies employed include experiments and surveys where data is collected on
instruments that produce statistical data. With the qualitative approach the researcher
uses socially constructed meanings with the intent of developing a theory (Lee, 1999;
Kaplan and Maxwell, 1994). Some of the strategies of enquiry that are used include
words, pictures and ethnographies where the researcher collects open-ended data
without assigning numbers directly. Qualitative analysis helps researchers to understand
and explain why people have different experiences. The mixed methods approach is one
in which the researcher bases knowledge claims on pragmatic groups (Hair et al, 2003;
Lee, 1999). In this case, a problem is identified for which there may be a range of
possible solutions and the most advantageous must be determines. The mixed methods
approach adopts strategies of enquiry that involve the collection of data in order to
understand the situation that exists. Here data collection involves capturing numeric as
well as textual information. In other words, both quantitative and qualitative methods are
employed.

In this case, the Creatin project consortium must define and prioritise the key problems
with creativity initiatives in European SMEs. There may be a range of possible solutions
and the most accurate and appropriate must be defined and developed further. The next
section details the research methodology that will be used in the Creatin project.
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4 RESEARCH METHODOLOGY

By following a structured approach to research, the project team increases the likelihood
of success. If an established methodology in place from the outset the data collection and
analysis can happen quickly and predictably. The goal of the research methodology is to
identify and integrate the most valuable and successful ways to define, target and capture
the relevant information required. It ensures that the project team is focused on what it
needs to deliver. An IDEFO model is used to illustrate the Creatin methodology. IDEFO
was developed to enhance communication by using diagrams based on simple box and
arrow graphics. Activities are described in terms of their inputs, outputs, controls and
mechanisms. Controls are the enabling inputs to an activity. They are the reason for the
activity to take place. Inputs are consumed by the activity and they together with
controls are used to create outputs. Mechanisms are used by the activity to transform
inputs and controls into outputs. This helps the user to identify what activities are
performed in an organisation, and what is needed to perform those activities.

The research methodology used in the Creatin project synthesises best practice and
brings together a number of support tools. It comprises of four key stages: (a) define
scope; (b) understand key success factors and problems; (c) develop tools and finally (d)
test tools. Each of these stages is briefly outlined in figure 1 and is discussed in more
detail below.

Project
Goals &
Constraints

Agreed

Define Scope Project Brief

A0 i
Understand Ke Best Practice &
Yy — Research

Strategy

Innovate
Workshop & — | Success Factors

Synthesis of the and Problems
Literature AO

————» Draft Scorecard
Develop Tools

A0

—P Uizsi Tnglk ——»  Final Scorecard

A0

Figure 1: Creatin research methodology
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4.1 DEFINE SCOPE

This stage of the methodology ensures that the Creatin project team has a clear view,
image or vision of who the project is targeting. The scope of the study is primarily defined
by mutual consensus at the kick off meeting. The scope of the Creatin study is as follows:

Table 2: Scope of the Creatin project

Category

Description

Goal To improve awareness of creativity
To make creativity common practice in European SMEs
To optimise knowledge, competencies and skills relating to
creativity in European SMEs
To help companies to operate faster, cheaper, smarter and
better

Aim To identify level of awareness and understanding in relation

to creativity

To determine if strategies and policies for creativity are
defined and implemented

To determine if creativity is encouraged and supported

To determine if creativity measures are perceived to be good
for business

To identify barriers to effective creativity in European SMEs
To develop a knowledge repository to help people become
more creative and innovative

To promote good practices, key success factors,
methodologies

Enterprise Size

Organisations with no more than 50 employees

Target
audience

Innovation agents within technology and innovation
providers, e.g. BIC, technology centres; technology transfer
offices, etc.

Main clients of the innovation agents should focus on service
innovation (either the service as an end-product itself or the
service as an add on to a tangible product)

Time

Limited to roughly 15 minutes to complete (taking target
population into consideration)

Approach

15-20 questionnaires per partner

4™ March 2009
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4.2 UNDERSTAND KEY SUCCESS FACTORS AND PROBLEMS

In order to identify where the barriers that currently exist with respect to creativity
management in SMEs an initial study was undertaken by innovate using focused
workshop techniques. The workshop was targeted at managers of small organisations in
the west of Ireland. The aim of the workshop was to identify and prioritise the key
problems with creativity management that these organisations face on a daily basis. The
primary research mechanism used to organise and correlate the workshop output was
nominal group techniques. Nominal group techniques provide a reliable structure for a
group discussion. This method is particularly useful when (a) the issues that surrounding
the problem appear large and complex, (b) the information relevant to the problem
appears in unorganised thoughts and ideas and finally (c) where group consensus is
required (or desired). This approach is an effective use of both time and effort and also
facilitates the cross fertilisation of ideas. During the workshop each team member, in turn,
identified key barriers to effective creativity management. Participants were then invited
to reflect and record their suggestions on paper. Participants then discussed the merits of
each item. Further discussions for the purpose of clarification also took place. Each item
was then reviewed and duplications were eliminated by the facilitator who also ensured
that all suggestions were clearly understood by all participants. Individual barriers were
then grouped into related categories. The grouping helped to develop a common
understanding of the problem. A voting procedure was used to rank all categories in order
of priority. Here each participant was asked to select the top three items that (s)he
considered to be the most important and rank them in order of priority. To do this they
were each given three votes; one had a value of three points, the second had a value of
two points and the third had a value of one point. They then assigned scores of three,
two and one in order of importance to the categories they felt were the key barriers to
effective creativity management. Finally, the results were compiled and each category
was assigned an aggregate score on the basis of the individual scores.

4.2.1 FINDINGS FROM THE WORKSHOP AND LITERATURE SYNTHESIS

While it is apparent that there are many factors that can facilitate and thus impede
creativity management within organisations some issues came to the fore by mutual
consensus. These issues include:

Leadership

Effective leadership is important for successful idea generation and creativity. Leaders
have the ability to influence a group towards the achievement of goals (Robbins, 1998;
Ahmed, 1998). To do this they must establish and communicate goals (Finnie and Early,
2002) build trust and inspire teamwork (Thite, 1999; Robbins, 1998). Defining a clear
purpose and strategic intent are critical to the success of all creative endeavours (Ulrich,
1998; Kotnour et al., 1997).

Culture

Many researchers agree that creating a culture and climate for knowledge generation,
transfer and use has a positive impact on organisational performance (McDermott and
O'Dell, 2001; Banks, 1999; Ahmed, 1998; Davenport and Prusak, 1998; Buckler, 1997).
Culture is considered to be made up of a collection of fundamental values and belief
systems which give meaning to organisations. It is created from a broad range of internal
and external influences, some of which are difficult to manage (Alvesson, 1991). An

4™ March 2009 CREATIN-WP2-MethodologicalFramework-24032009-V2 Page 14



Methodological Framework creatin

organisation’s culture can either promote or inhibit creative practices. For example, a
culture of openness, confidence and trust is required to encourage the application and
development of knowledge within an organisation, while factors such as suspicion, fear
and detachment are found to inhibit this process (Scarborough et al.,1999; Banks, 1999).
Key success factors that support a knowledge oriented culture include (a) developing a
visible connection between sharing knowledge and practical business objectives (b)
integrating knowledge creation and transfer with an existing key business initiative, (c)
aligning reward and recognition structures to support knowledge transfer and reuse.

Structure

An organisation's structure has been identified as a critical success factors for knowledge
based work. Traditional functional oriented structures previously lauded for their
effectiveness and control are no longer appropriate in today's dynamic environment.
Knowledge creation and transfer demands interactions between different organisational
functions whose expertise skills and experience are mutually reinforcing and cumulative.
In addition, research indicates that organisations leverage individual talents into collective
achievements through networks of people who collaborate (Hildreth et al., 2000; Swan et
al., 1999). Work teams are emerging as the dominant organisational component of the
new economy. They are more consistent with flatter, more flexible and more responsive
organisations. Cross functional teams and Communities of practice are ideal mechanisms
for capitalising on multiple perspectives. They create value for their individual members as
well as the organisation.

Motivation

Peoples' ideas, skills, experience and motivation are imperative for successful idea
generation and creativity. Motivation theory suggests that individuals respond positively to
stimuli that reward achievement and performance. Performance measurement and
reward systems are key elements in aligning the interests of employees to that of the
organisation (Liebeskind, 1996; Bukowitz and Pertrash, 1997). They can be adjusted to
encourage the desired behaviour from all staff. Therefore, if organisations wish to
encourage creative activities such as knowledge sharing and reuse they must design
motivation and measurement systems that incorporate these activities.

Communication

The creative process can be described as an information transformation process where
information is gathered, processed and transferred. The right information must be made
available to the right place, at the right time, and in the right format. Therefore,
communication is a vital and basic necessity. Frequent communication increases the
amount of information directly in that more communication usually yields more
information. Collaboration facilitates the cross fertilisation of ideas. Communication
among employees and with outsiders stimulates their performance. Thus, the better that
members are connected with each other and with key outsiders the better their
performance.
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4.3 DEVELOP TOOLS

Data collection methods can be quantitative and qualitative in nature and they include
activities such as; (a) participant observation, (b) interviews, (c) observation, (d)
documentary materials and (e) questionnaires. A combination of these data collection
methods should be used to elicit information in this analysis. By adopting this approach,
the strengths of one data collection method compensates for the weaknesses of the
other. In addition, the subject can be examined from different angles and a more
complete picture of the situation is provided.

The principal data collection method for the Creatin project is the Creativity Management
scorecard (see table 2). The aim of this scorecard is to ascertain (a) attitude and
perception towards creativity issues; (b) the extent and nature of creative initiatives in the
organisation; (c) the barriers experienced; and finally (d) whether specific structures,
systems and culture are in place to enable effective creativity management in SMEs. The
scorecard can be completed on a stand alone basis or it can act as a guide for structured
interviews. It contains an explicit set of carefully chosen and justified statements. The
statements have been formulated from best practice concepts that have been compiled
from workshops and justified by literature searches. Here respondents are requested to
circle the extent to which they agree or disagree with the statements. The scorecard
should help to identify the relative strengths (to be exploited) and weakness (to be
improved) regarding creativity in the organization. This will enables managers and
decision makers to get an overview of their company’s strengths and weaknesses with
regard to creativity management highlighting those areas that require attention.

The advantages from the projects team’s perspective of using the Creativity Management
scorecard as a data collection tool include:

. Responses are gathered in a standardised way

« Relatively quick to collect information and easy to use
« Can collected from a large portion of a group

. Can capture observations and contextual data
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Table 2: Creativity Scorecard

Please circle the extent to which you agree or disagree with these statements where 1
represents strongly agree and 5 represents strongly disagree

Statement Score
Leadership
1. Clear strategies are defined 1 2 3 4 5
2. Strategies are communicated to all employees 1 2 3 4 5
3. Leaders create a vision and communicate this by setting clear objectives 1 2 3 4 5
4.  Top management actively promotes creativity and innovation 1 2 3 4 5
5. Non conformity is tolerated 1 2 3 4 5
6. Leaders encourage champions 1 2 3 4 5
7. Leaders visibly drive innovation 1 2 3 4 5
8. Leaders adopt a consensus and shared approach to decision making 1 2 3 4 5
9. Leaders adopt a participative decision making style 1 2 3 4 5
10. Senior management actively encourages the submission of new product ideas 1 2 3 4 5
Culture
1. The organisation’s culture promotes idea generation 1 2 3 4 5
2. Aformal idea generation process is in place 1 2 3 4 5
3.  Our employees have a diverse range of interests 1 2 3 4 5
4. Risk taking is actively encouraged 1 2 3 4 5
5. There is a high level of trust in the organisation 1 2 3 4 5
6. Adequate resources are dedicated to achieve creativity goals 1 2 3 4 5
7.  All employees participate in generating ideas 1 2 3 4 5
8. Information and knowledge is shared throughout the company 1 2 3 4 5
9.  All operations are driven by customer needs 1 2 3 4 5
10. An effective mentoring system is in place 1 2 3 4 5
Structure
1. The organisational structure is flexible and organic 1 2 3 4 5
2. The structure enables the voice of the customer to be captured effectively 1 2 3 4 5
3. The organisational structure promotes idea generation and learning 1 2 3 4 5
4.  Autonomous cross-functional teams are used to implement projects 1 2 3 4 5
5. Project teams are organic, flexible and agile 1 2 3 4 5
6. All team operations are driven by customer needs 1 2 3 4 5
7. Team members are mutually accountable 1 2 3 4 5
8. Team members are empowered to make decisions 1 2 3 4 5
9. Communities of practice are used to optimise core competencies 1 2 3 4 5
10. There is a high level of co-operation across the organisation 1 2 3 4 5
Motivation
1. Effective performance indicators are used to measure progress 1 2 3 4 5
2. Performance indicators encourage desired behaviour 1 2 3 4 5
3. Knowledge sharing and reuse is rewarded 1 2 3 4 5
4. Success is recognised in our company 1 2 3 4 5
5. All team members are mutually accountable 1 2 3 4 5
6. Adequate and effective training is provided to all employees 1 2 3 4 5
7. We are given some freedom to pursue our own ideas 1 2 3 4 5
8. We are given lots of autonomy to make decisions 1 2 3 4 5
9. Failures and mistakes are tolerated and not punished 1 2 3 4 5
10. Money is made available for internal projects 1 2 3 4 5
Communication
1. Virtual team members are equipped with effective IT tools to communicate 1 2 3 4 5
2. The right information is available at the right time and in the right format 1 2 3 4 5
3. Collaboration is imperative to facilitate the cross fertilisation of ideas 1 2 3 4 5
4.  Alliances are formed with other organisations for mutual benefit 1 2 3 4 5
5. Communication among team members is efficient and effective 1 2 3 4 5
6. Communication between project teams is efficient and effective 1 2 3 4 5
7. Information on ideas generated and problems raised are accessible to all 1 2 3 4 5
8. Individuals collaborate to solve problems 1 2 3 4 5
9. Individual skills are effectively leveraged within and between project teams 1 2 3 4 5
10. Virtual team members are able to seamlessly communicate with each other 1 2 3 4 5
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4.4 TEST TOOLS

The Creativity scorecard was piloted and tested via an open workshop to ensure that (a)
it was easy to understand; (b) covered all the correct relevant material; and finally (c)
applicable to the specific target audience. On receipt of this feedback the scorecard was
amended and altered according to the comments received from the workshop
participants. It is important to note that during this process every effort was made to
keep the final draft of the scorecard short and concise but as rich as possible without
losing the ability to capture the maximum amount of critical data. The scorecard was also
tested and validated by several researchers at the National University of Ireland, Galway.
Table 3 provides a list of the criteria for assessment.
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Table 3: Validation Criteria

Criteria ‘ Description
Does the methodology work?
Effective Does it solve the problems, or produce the products, for which it is
intended?
Are all the tasks and activities prescribed by the methodology
- strictly necessary?
Efficient Are all legitimate short cuts exploited?
Is there any repetitive or redundant effort?
Universally Does the methodology work in any organization size or culture, or
applicable does it assume a particular organization or management style?
Comprehensive If there are any restrictions on the range of situations that the
methodology can handle, are these restrictions well understood?
Reliable What risks are involved in using the methodology?
Accurate How are the risks minimized?
Is the methodology tolerant of minor errors and alterations?
Does the methodology allow for human imperfection?
Stable Does the methodology contain a self-preservation mechanism, to
Robust maintain its relevance within the organization?
Flexible Is the methodology capable of incremental change, to cope with
Evolving new ideas or technological opportunities?
Is the methodology capable of incorporating improvements learned
from experience?
: Is the methodology targeted at a well-defined population?
Simple and easy
Is the methodology based on a coherent set of concepts and
to learn and use :
Acceptable to techniques?
artiEi ants Are all the concepts and techniques strictly necessary?
P P Is it easy to motivate people to adhere to the methodology?
Well supported To what extent are relevant tools, skills and services currently
PP available to support this methodology?

The validation of the survey and the positive feedback received has indicated that the
Creativity Management scorecard is a useful and effective tool for gathering the critical
information concerningcreativity management in European SMEs.
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4 CONCLUSIONS

Research indicates that an organisation’s core competencies will centre on managing the
creative capacity if its workers in the future. It seems that industrial growth and
productivity gains will depend heavily on improvements in creativity. Thus, a viable
approach is critically needed. The Creatin project aims to improve the capacity of
European SME’s. To do this, the team aims to identify and prioritise the key barriers that
currently exist to creativity in European SMEs. In order to do this a scorecard was
developed based on a literature and an initial study on the voice of the industry.
Scorecards can help analysts and decision makers to identify gaps between their current
and desired performance. They enable decision makers to identify where successful
strategies can be further exploited and pinpoint where problems, or potential, problems
lie. Furthermore, they provide the necessary information that can be used to develop
action plans to improve performance. The scorecard was then tested to ensure that it was
accurate, relevant and easy to follow. It is hoped that all the partners in the Creatin
project will use this scorecard in their regions to assess the nature of creativity
management in European SMEs and the barriers that impede it. From this analysis we
hope to gain an accurate representation of the training needs of European SME’s so that
specific support structures can be developed and disseminated.
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An analytic description of the creative process in context focusing on artists and their
problem finding behavior.
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creativity. Buffalo, NY: Creative Education Foundation and Creative Synergetic Associates.
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solving. NY: Charles Scribner's Sons.

A classic introduction to principles and procedures of creative problem solving originally

published in 1953. Conditions for creativity, principles of deferred judgment, brainstorming
and idea checklists are emphasized.

4™ March 2009 CREATIN-WP2-MethodologicalFramework-24032009-V2 Page 28



Methodological Framework creatin

Stein, M. 1. (1974). Stimulating creativity: Individual procedures. NY: Academic Press.

A comprehensive review of research and practical approaches aimed at stimulating
creativity from an individual perspective.
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Davis, G. A. (1986). Creativity is forever (2" ed.). Dubuque, IA: Kendall/Hunt.
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education (3rd ed.). Dubuque, IA: Kendal/Hunt.
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Isaksen, S. G. (2000). Facilitative leadership: Making a difference with creative problem
solving. Dubuque, IA: Kendall/Hunt Publishing.

This book provides a conceptual and practical basis for facilitating creative problem

solving as well as a comprehensive summary of research supporting the positive impact of
CPS.
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Parnes, S. J., Noller, R. B., & Biondi, A. M. (1977). Guide to creative action. NY: Charles
Scribner’s sons.
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