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“When you ask creative people how they did 
something, they feel a little guilty because they 
didn’t really do it…It seemed obvious to them 
after a while…[and] they were able to connect 
experiences they’ve had and synthesize new 

things.”
- Steve Jobs, Apple Co-Founder
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• Five powerful worldwide changes have altered 
the business environment:

– Globalization

– Rise of the Mobile and Information-Based Economy

– Emergence of the Platformed Firm

– Transformation of the Business Enterprise

– Exponential changes in technology

State of Business Today
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Red Ocean Strategy

Compete in existing market space

Beat the competition

Exploit existing demand

Make the value-cost trade-off

Align the whole system of a firm’s activities 
with its strategic choice of differentiation or 
low cost

How Disruptive is Your Firm?

Blue Ocean Strategy

Create uncontested market space

Make the competition irrelevant

Create and capture new demand

Break the value-cost trade-off

Align the whole system of a firm’s activities in 
pursuit of differentiation and low cost

VS
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• These pressures mean that firms must derive 
new solutions to overcome these pressures 
upon them

• We are all in pursuit of a competitive 
advantage
– But where do we look to find a true competitive 

advantage?

• The joint power of knowledge and creativity is 
that answer

The Case for Creativity
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“Organizations can gain competitive advantage 
only by managing effectively for today while 

simultaneously creating innovation for 
tomorrow” and that “there is perhaps no more 

pressing managerial problem than the sustained 
management of innovation.” 

Tushman and Nadler

A Quote to Ponder
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• Creativity is the development of a novel idea, 
problem solution, or product that is useful and has 
value to the individual and/or the larger social 
group 
– Includes two criteria – usefulness and novelty 

• Innovation involves the generation, acceptance, 
and implementation of new products, ideas, 
processes, or services 
– Innovation means taking a creative idea and bringing it 

to fruition

Innovation vs. Creativity

Creativity Innovation
Creative idea 
brought into 

fruition
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• Perhaps one of the most controversial areas of 
academic research

– Everyone has their own opinion

• The interest in understanding creativity from an 
academic perspective began in 1950 in keynote 
address by J. P. Guillford, President of the 
American Psychological Association

– “Creativity and creative productivity extend well 
beyond the domain of intelligence”

An Overview of Creativity
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• Areas of consensus
– Creative output is judged by whether it is useful and 

novel

– Creativity is not linked to intelligence

– Everyone is creative, more or less

• Areas of divergence
– Creativity is domain specific vs. general

– Creativity is taught vs. innate

– Creativity can be recognized by the individual vs. 
requires external validation

Consensus and Divergence
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• So how do we identify individuals that are creative 
w.r.t IT?

• Creative individuals w.r.t IT differ from their less 
creative counterparts approach IT differently with 
regards to…
– Views towards IT tasks

– IT skills

– Creativity relevant processes

• These three areas manifest themselves in 8 
dimensions

Creativity and IT
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Dimensions of IT Creativity

Attitudes towards challenging technology 
activities

Do I view challenging technology activities 
positively?

Perceptions of own motivation for undertaking IT 
activities

Do I enjoy working with IT as an end in itself?

Knowledge about IT Do I know about information technology?

Technical Skills in IT Do I have skill in working with information 
technology?

Special Talent with IT Are my IT skills are above average as compared 
to others?

Divergent cognition Am I open to and values new ideas?

Heuristic competency Do I employ imagination and abstract ideas 
when confronted with a problem in order to find 
a solution?

Perseverance Do I remain with a task until completion?
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Dimensions of IT Creativity:
Views Towards IT Tasks

Attitudes towards challenging technology 
activities: Perceiving technology activities 
positively

He basically downloaded one of the free java 
development environments the other day and 
built a little tool that we could use in the team 
to find some different reports we need to pull 
them together have like a search little interface 
so we can find out where is that report and 
when it will arrive so he wanted to learn java so 
he built this little java app and he did most of it 
at home but he brought it up here and tweaked 
and showed it to people and trying to get some 
feedback but no one asked him to do it he 
wanted  to do it we knew it was a need and we 
even put it on our to do list so he took that one 
on and he learned something new

Perceptions of own motivation for undertaking 
IT activities: Enjoying working with IT as an end 
in itself

• It is that wow principal they want to wow the 
customer instead of just giving what they ask 
for

• You see with some creative ones, the ones 
who are, particularly with those who IT is 
everything, it's their hobby; it's their job, 
whatever.
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Dimensions of IT Creativity:
IT Skills

Knowledge about IT: Have Knowledge about IT They have a toolset and can go out and be 
productive because they know the tools and so 
forth.

Technical Skills in IT: Have Skill in working with IT You should be able to sit down and have 
working knowledge in the syntax of the 
language that you're solving the problem in, we 
teach you how to solve problems, and really 
intuitively that's true you might have some new 
whiz bang way of doing things but if you get 
down to the core of what you are doing you're 
moving data around you are transforming it in 
some way to make more meaningful to people, 
so really intuitively tool that you do in is not 
necessarily so relevant, it's kind of asking me if I 
am using acrylic or whether I am using pencil

Special Talent with IT: Have skills that are above 
average as compared to others

He's so fluid and so fluent in access he can 
really do pretty amazing things with it
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Dimensions of IT Creativity:
Creativity Relevant Processes

Divergent cognition: Open to and 
values new ideas

• Someone who doesn't mind stepping out on the edge trying new things
• The first six months after I moved here that they started a transition and 

started to get people think outside the box. And that may be one of the 
reasons they brought me in because I was an outsider and had different ways 
of thinking of different things.

• They tend to be self-defining.  That's one of the characteristics that I see that 
seems to be kind of a trend with these type of folks, is they are who they are, 
they do what they do and the rest of the world kind of gets to adjust to it.  
And I'm not talking about from a obnoxious perspective or anything, but 
they're not going to fit your mold, they may not even be the first person you 
chose out of college on an interview, OK.  Because they don't fit traditional 
molds that we look for and that we skill our interviewers in.

Heuristic competency: Employs
imagination and abstract ideas 
when confronted with a problem

They're just trying to look at the big picture and see, how can you get it done. 
What I've learned is the research pool is out there, the whole world is your 
research pool, which one you want to use is what you use and which ones you 
don't.

Perseverance: Remaining on task 
until completion

There's no time to wait, you can't be paralyzed by analysis. You have to move, I 
like to think of it as a football game, some coaches have a game plan that they 
execute and a lot of them are successful doing this, but if somebody has a game 
plan that is counteracting theirs then they are helpless in the since that they 
can't change their game plan in mid-stride. Some coaches that have a game plan 
like and engineer but they know if they have a game plan that's not working 
then they will go and change their plan which changes the direction that they 
are going so they keep moving. That's how I think creativity has to go you can't 
sit around and have it all planned out and organized. You have to start moving 
and change your game plan as you go to make the right turn.
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The Componential View in Action

Creating novel and useful 
ideas about IT

Creativity 
Relevant 
Processes

Task Based 
Motivation

Domain 
Relevant 

Skills
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• So we know what constitutes a creative person and have 
seen evidence that they use everyday IT differently

• We can all think of someone who has these dimensions, but 
what stops the creative ideas from coming into fruition
– Managing creative people
– Organizational rigidity and conservatism
– Fear of failure
– Building KPI around creativity
– Conflicting creative ideas
– Groupthink
– And…..?

• The solution is two-fold:
– Enable the identification of these individuals
– Put innovation practices in place within your firm

Roadblocks to Creativity
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• So, should a group be made up of creative 
individuals or should you have diversity?

• Does creativity cancel out (i.e. groupthink) or 
does it build up the other (i.e. sum of parts)?

• Which matters – diversity or cohesiveness?  
And how does this impact the outcome?

But what about groups?
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• GIGO findings
– Distractive and task-irrelevant activities leads to no net 

gain on creativity

• Enhancement findings
– Little thinking or planning behaviors and little distractive 

behaviors lead to an enhancement of creativity

• Implications
– If team members carry out the collaborations more 

“organically” – without intensive planning and letting the 
development process flow as it happens, then the 
team’s innovative potential would more likely to be 
preserved better than if team actively engage in 
planning and team building

Group Dynamics: Findings from the Field
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• Thinking and planning does not lead to creativity

• Developing and destroying leads to higher levels of 
creativity

• Implication
– Team members’ activities that are highly based on 

review and feedback of the current product does not 
lead to creativity

– Flexibility and diversity of the responses contribute 
more to the realization of team’s innovative potential

• These findings are regardless of the baseline

Group Processes: Findings from the Field



© 2013 Flores MBA Program

• The lab results show that we need to realize the 
innovation potential of the organization

• Innovation management is about building the 
capacity for translating creative ideas into their 
full potential

• Every organization has the capacity for 
innovation

Innovation and the Organization
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• Multi-stage process whereby organizations 
transform ideas into new/improved products, 
service or processes, in order to advance, 
compete and differentiate themselves 
successfully in their marketplace
– Comes about through organizational change

• Requires a specific set of tools or rules 

• Frequently involves experimentation, but is 
necessary for long-term organizational survival

Innovation
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• Firms can innovate at the product level (producing 
something new), the process level (the creation), 
or strategic level (changing market dynamics)

• IT can play a critical role in innovation
– IT can be the product [product level]

– IT can facilitate the creation [process level]

– IT can change the market [strategic level]

• We will focus on process and product level 
innovation, but that occur within a strategic 
framework

Introducing Innovation
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• Product innovations are embodied in the outputs 
of an organization – its goods or services.

• Process innovations are innovations in the way an 
organization conducts its business, such as in 
techniques of producing or marketing goods or 
services.
– Improving the effectiveness or efficiency of production 

– reducing defect rates, increasing quantity produced in 
a given time

• Product innovations can enable process 
innovations and vice versa.

Product versus Process Innovation
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• Sustaining Innovation

– Improving a product or service for existing 
customers

• Disruptive Innovation

– Targeting noncustomers and delivering a product or 
service that differs from the current product 
portfolio

Product Types of Innovation



© 2013 Flores MBA Program

• Continuous Change

– Frequent, relentless and endemic to the firm.

• Punctuated Equilibrium

– Long periods of incremental change, interrupted by 
brief periods of radical change.

Forms of Innovation
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• A series of trial-and-error changes pursued 
along various dimensions of strategy, over a 
relatively short period of time, in an effort to 
identify and establish a viable basis for 
competing

• Highest-risk, highest-return category of 
innovation and requires a unique managerial 
approach

Strategic Experimentation Defined
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Strategic Experimentation and the 
Innovation Process
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• Generated through informal or formal  
processes

• Source of ideas are varied

• Must include specific objectives that address 
pain points or core business offerings

Idea Stage
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• Teams are assigned to specific ideas.

• Testing is done within a formal or informal 
laboratory setting using controlled 
experimentation.

• Ideas may morph into other ideas.

Proof of Concept Stage
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• Idea is exposed to market in a limited and 
measurable way.

• Measurements are taken to evaluate results.

• If successful, requirements for the next stage 
are defined.

Trial or Pilot Stage
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• Idea now enters full system development life 
cycle.

• Short-cuts must be engineered to meet 
production standards.

Transition Stage



© 2013 Flores MBA Program

• Motivate

– Establish rewards for strategic IT experimentation.

• Support

– Create infrastructure to support experimentation.

• Direct

– Manage innovation strategically.

Strategies for Successful IT Experimentation
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• Experimentation is risky.

• Incentives and rewards must be provided to 
support experimentation.

• Good ideas can come from any source.

Establish Rewards for Strategic IT 
Experimentation
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• Infrastructure is needed to support IT 
innovation and experimentation.

• Some organizations create formal centers (or 
laboratories).

• Financial support is frequently provided 
through internal venture support.

Create Infrastructure to Support 
Experimentation
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• Insulate
– Create innovation centers where all lines of 

business can come together to address common 
problems

– Seeks to take advantage of synergy.

• Incubate
– Innovation centers are placed within lines of 

business

– Seeks to focus on specific problems or 
opportunities.

Innovation Center Strategies
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• Strategic IT experimentation must be directed 
to ensure it is relevant.

• Link experimentation and innovation to 
customer value.

• Link experimentation to core business 
processes.

• Use venture funds to guide strategic initiatives.

Manage Innovation Strategically
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• Focus on achievable targets

• Don’t rush to market

• Be careful with cool technology

• Learn by design

Lessons Learned from Experimentation 
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• Knowledge and creativity are two fundamental 
sources of competitive advantage that cannot 
be replicated or imitated

• Your ability to leverage the creativity of your 
employees with their novel and useful ideas 
about IT will alter the strategic direction of your 
firm and enable new innovations

• Innovation management is the key to bringing 
these ideas out

Concluding Thoughts


