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PREFACE

Dear Reader,

Welcome, this is my final deliverable of my graduation thesis to accomplish the
Design for Interaction Master programme of the Delft University of Technology.
This thesis report is the documentation of 6 months” work in which | got the
opportunity to meet and cooperate with many great and inspiring people whom |
like to thank in advance.

To start with my supervisory team. | was lucky to be surrounded with some very
strong and knowledged women. Despite the Coronacrises, which also impact their
daily life and work, they stood by my side, kept interest in my work and together we
explored different possibilities in video calling and using the online whiteboard tool
Miro.

Rebecca, | want to thank you for the sharp and honest session we had. I've been
swimming by abstraction for a long time, but because of your interventions leading
to critical reflection, double iterations on my report and making bold but deliberate
choices | finally got to something very interesting. It was because of you that |
fought my insecurity, from which | learned a lot, thank you!

Katrina, | was extremely happy that you wanted to be my mentor. We have a shared
interest in unleashing creativity, especially when people don't think they can be
creative. While keeping a critical eye on my work, you kept inspiring and motivating
me. I'm grateful for the moments that you really invested time in my project, for
example when we explored the functionalities of Miro and when you reviewed

my final concept. But above all | want to thank you for helping me recovering and
reflecting on my own creative confidence during the project. | hope we can stay in
contact to keep learning, inspiring and motivating each other.

Esther, first of all, thank you very much for believing in me and that you stayed
involved in my graduation project. We almost worked together for a year, of which
the last five months unfortunately from distance. You find opportunities in smallest
things, which helped me breaking down my mental barriers. Your persistence

in making the best of the current situation made me realise there are also great
opportunities within times of drastic change. | wish you the best with all new
projects going on and we keep in touch.

| also want to take this moment to thank all the people who have helped me exploring
the opportunities for boosting creative confidence. Special thanks to Daan, Loeke
and Linda; ( case study project leads) for accepting me in your projects and exploring
together how we can embed creativity in work-from-distance project meetings.
Besides, many thanks to NextGenners, SeriousCreativity, Zeewaardig and We Are
Reasonable People sharing their expertise and reviewing my final concept. Moreover,
| like to thank Adinda, Maarten, Hans and Erik for the evaluations of my final concept.

A special thanks to Erik who kept supporting and motivating me despite everything.
You were there when | needed a motivative hug, reflective sparring partner or
drinking buddy to celebrate the successes.

Besides, | like to thank my family and friends for always being there, listen to my
struggles and over enthusiasm for the topic. In extra, | like to thank Leona, Lotte,
Tijmen and Sharon for their special help with structuring my thoughts and helping
me writing this report. Wonderful how | felt always much better after talking or
visiting one of you.

A final thanks to my former colleagues of Stichting RoboValley who made it
possible to have a life graduation presentation at RoboHouse.

Please get yourself something to drink, a comfortable seat and a positive smile,
because we are going to boost your creative confidence!

Enjoy the read!

Marieke Noordermeer
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EXECUTIVE SUMMARY

The need for creativity has never been bigger. Technological changes, raised
expectations in the area of sustainability and safety, increased focus on customer
experience ask for pro-active innovation. On top of that has Covid-19 changed

the world fast and radically the past half year. The world went in lockdown and
because of that organisations have accepted work-from-distance as the new
normal. In order to stay relevant and be adaptive to the rapidly changing landscape,
organisations have recognised creativity as catalyst for innovation.

Organisations initiate innovation programs to evoke culture change by fostering
experiential learning in creativity. Employees are expected to adopt a creative
mindset by applying trained skills and knowledge into daily practice. However,
uncertainty of learning something new and the ambiguity of creativity create
resistance under employees making them fall back into their old routines. In order
to make this cultural change stick, an employee-centered approach is necessary.
To understand how employees can be guided/supported in learning experientially
using creativity in their way of working, the central aim of this research is to define
how creative confidence can be boosted.

An extensive literature study showed that there are seven creative culture factors to
empower employees in their confidence to use creativity. The extent employees feel
empowered is interdependent on the culture factor work climate (domain-specific).
A creative climate has the ability to empower autonomy and thereby the confidence
to use creativity. Therefore, the other five creative culture factors need to be
established, namely: integral strategic vision, supportive leadership style, flexible
organisational structure, accessible professionalism and available resources.

To develop a creative climate twelve dimensions are derived from insights of both
literature and multiple exploratory research activities. These dimensions are either

comfort (stability and direction)- or freedom (exploration and own interpretation)
orientated. To boost creative confidence a creative climate should be evolved in
which these orientations are experienced in balance.

To be able to bring this balance into practice, a guide has been conceptualised
focusing on online project meetings. Facilitators can use this guide to build-up an
effective meeting flow for their weekly online progress meetings. This DIY-guide
is called 'Creative Rooms', which includes a basis structure with different ‘meeting
rooms’, a folder with extra templates and facilitating notes.

With Creative Rooms a facilitator can build-up a meeting flow regarding guidelines
based on the creative climate dimensions. Each meeting room in this flow contains
activities and features to enhance a creative climate relevant for position in the
meeting flow. The facilitator navigates the meeting group through the flow in

order to achieve alignment, connectivity, implementation and creativity. These are
the four success indicators for effective meetings with a creative climate (the 12
dimensions).

The use of Creative Rooms has been evaluated with employees, faciliatory experts
and a meeting group to test the clarity and effectiveness of the guide. These
evaluations led to the revised design in the shape of a package containing: DIY
guide, reference manual and implementation assistance from a customer support
manager. Thereby the Creative Rooms package is a guide to boost creative
confidence within and beyond online project meetings.

Figure 1. illustrates an overview of the defined factors on which the boosting
creative confidence determines.
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GLOSSARY

Creative Climate
A creative climate can be described as a vibe that stimulates the people present to
be free in exploring and differentiating within the comfort of certain guidelines.

Creative Confidence
The belief in you creative potential and ability to use this potential

Creative Culture

The culture of an organistion is the sum of values and beliefs which enforce norms
of behaviour. An organisation has a creative culture when the way of how thing

are done are in line with the 7 factors defining a creative culture. The organisaton
has an integral purpose, supportive leadership styles (fitting the work domain
characteristics), accessible resources and professionalism, cultures that stimulate
creativity and empowered employees.

Experiential learning
Learning from experience by reflecting on application in practice.

Facilitator/facilitating role

This person navigates the meeting group through the meeting activities, draws out
opinions and ideas of the group members and enables the group to diverge, debate,
reflect and conclude.

Integral training programme
A program initiated to operate between departments/silos to create a shared body
of thought that supports both connecting and broadening in the organisation.

Meeting Journey
The development of interactions within the meeting caused by certain activities or
behaviour.

Meeting flow
The course of the meeting, which is influenced by the interactions between
participants and the available information.

Meeting group
The people attending the meeting

Meeting structure
The way information and participants are organised to achieve the aim(s) of the
meeting.

Organisational transformation

The process of changing the existing culture of an organisation to address a
significant challenge, achieve competitive advantage or to remain relevant.

13
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1.1 MOTIVATION AND RESEARCH OBJECTIVE

Need for change

Now that we have reached the 'innovation era' (Jansen, 2014), the pace of
technological change has accelerated, expectations in the area of sustainability
and safety have risen and, as a result, the need to compete as a company within
complex and dynamic circumstances have been intensified (Vaccaro et al.,
2012). Besides, the last decade many companies started to focus on facilitating
experiences in order to increase the customer engagement and satisfaction.

In order to be adaptive to the rapidly changing landscape in which services
should enhance the customer experience, organisations are transforming in
order to measure and optimise their service performances (Ostrom, et al., 2015).
For such proactive innovation many companies have recognised the creative
aspect of (service) design as flexible way of framing and solving problems as
valuable business capability to advance their performances (Price et.al., 2018;
Arico, et al., 2017; McKinsey, 2018). However, only the tip of the iceberg embeds
creativity as strategic lens for innovation (InVision, 2019). In other words, for
many organisations/industries there lays a great opportunity to use design as an
innovation catalyst to both remain relevant and outperform competition.

On top of this, the coronavirus pandemic has turned the entire economy upside
down. As a hard reset button, Covid-19 caused that almost the whole world went in
lock down. According to the report of McKinsey & Company (2020), governments
worldwide have already allocated 12 trillion euros to stabilise economies. We

are facing a heavy economical crisis, though European governments use the
momentum to lay the foundations for the post-crisis era. State aid is granted under
the strict conditions of structural change fostering shared, sustainable prosperity.
The Covid-19 situation created an even bigger urge to change organisationally to
implement creativity as means to adapt to the new circumstances.

16  Project Introduction

Organisational transformation to embed creativity

A design transformation can be seen as preparing the
organisation to address the rapidly changing complex
nature of today’s societal and economic problems
(Van der Bijl-Brouwer et.al, 2019). The traditional,
more linear tools and approaches are limited when
facing so called ‘wicked problems’ (Ostrom, et al,
2015, Dorst, 2015). Dorst defines these problems

as open, complex, dynamic and networked, figure

3. Creative problem solving is only appropriate for
projects coping with these kind of ‘wicked problems’.

1. At the periphery (external)

2. In parts of the organisation

3. In the core of the organisation
4. In the whole organisation as a
way of continous learning

The introduction of more creative and intuitive
problem solving techniques are required to cope
with these kind of challenges. A good strategy
is to introduce an integral training programme leading to an organisational
transformation which embeds design capability throughout the whole organisation
(IBM, 2019). Figure 2 illustrates what is meant with this integral implementation of
creativity.

. -

Constantly
changing

Fig. 2 Four degrees of creativity
implementation

Many interdependencies
between stakeholders

Fuzzy or no
boundaries

Many interrelated
elements

Fig. 3 Wicked problems



Experiential learning programme

Recent studies conclude that embedding design practices is not just about
workshops and trainings to learn certain sets of skills (Hager, 2011; Orlikowski,
2002; Van der Bijl-Brouwer, 2015). Instead, the implementation of solving
problems creatively only benefits from a learning program when there are real
work environments to embed and negotiate design practices in daily routines to
foster experiential learning (Elkjaer, 2004). Hager (2011) stresses that the learning
and performance of creativity is significantly shaped by social, organisational,
cultural and other contextual factors. Another argument comes from Kolb (1984)
whose experiential learning theory fosters the acceptance for the implementation
of design through its engaging ability. The condition, however, is that design is
adopted correctly under expert guidance. All great, but interfering in daily work
patterns is taking away the comfort of well-understood routines (Ford, 1999).
Changing the organisation requires an employee-centered approach. Initiation of a
transformation into creative problem solving needs co-creation with employees in
order to create support.

Finding willingness among employees to change

Arico et al. (2017) conclude that a experiential learning programme needs
legitimacy, commitment and resources in order for employees to show willingness
to embed creativity. Managing this poorly may aggravate the implementation of
creativity (Calgren et. al., 2016). In other words, organisations have one chance to
successfully introduce the value of creativity among their employees.

This is easier said than done, finding acceptance among employees for change

is a challenging problem itself (Van der Bijl-Bouwer, et. al., 2019). This can only
succeed when the employee’s attitude towards the change is positive (Witold, 2013;
Eisenhauer. n.d.). Though, 70% of all programmes aiming for a transformation

fail due to resistance (Ashkenas, 2013; Elving, 2015). The uncertainty of learning
something new and the ambiguity of creativity may lead to the fact employees
decide to ignore the change (Gonglaves, 2016; Davis, 1999; Thoring, 2019). The
intuitive and affective aspects of creativity are in conflict with current rational
thinking, resulting in employee discomfort (Calabretta et. al., 2017; Bason&Austin,
2019).

Need for creative confidence

For the sake of a positive attitude towards the use of creativity, emotions need to
be effectively managed during the adaption of creative practices. Guidance and
support in fulfilling the need of safety/security, fundamental to employee work
experience, is required (Bason&Austin, 2019; Elias, 2007; Brown&Cregan, 2008).

According to Bandura (1997) this security is all about self-efficacy; people believing
in their ability to create change. As a contribution, the Kelley brothers conclude:
“This self-assurance - the belief in your creative capacity - lies at the heart of
innovation” (2014). In short, learning how to adopt design practices within an
organisational context requires employees to focus on both the understanding of
design principles and developing a personal sense of creative confidence, of which
the definition is described in section 1.2.

Research objective

In contribution to the research agenda of understanding how organisations can
support/guide their employees in the learning process of including creativity in
work routines (Van der Bijl-Brouwer, et al., 2019; Klitsie, et. al., 2019), the following
problem definition has been defined:

Problem statement: Organisations need to find a solution to boost the
creative confidence of their employees, so that creativity can be anchored
through experiential learning.

So, the aim of this thesis is to investigate how the creative potential of employees
can be unleashed in order to understand how to boost (facilitate) the creative
confidence needed to cope with wicked problems within the context of a large
organisation. Thus, the main research question that guides this investigation is the
following:

How can we boost creative confidence to cope with wicked problems within
organisational context?

Project Introduction 17



1.2 CREATIVE CONFIDENCE - A DEFINITION

The term creative confidence describes the phenomenon of believing in your
creative ability to innovate (Kelley&Kelley, 2014). It consists of two parts "creative"
and "confidence", which define the research area between creativity and the
development of self-confidence, figure 4.

Just as Thoring (2019) describes it for ‘Creative Spaces’, refers ‘Creative’ to the
use of creativity and the related design and innovation processes. The definition
of creativity is further explained in the literature study, chapter 2. Despite the fact
that Self-confidence relates to the individual, this study is about understanding
how individual creativity can be unleashed for the team/organisation’s need for
innovation, chapter 5 provides a theoretical answer.

Self-confidence can be defined as the believe in one’s abilities, qualities and
judgement. The sense of trust and freedom strengthening this sense of certainty
to use creativity are the experiences that can be facilitated. The influence of the
factors of an organisational context on an employee’s confidence and the impact of
transforming these on the facilitation of this confidence are the focus points of this
thesis research.

18  Project Introduction
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1.3 AIM & APPROACH

As the problem statement and topic of concern - creative confidence - have
been introduced, it is now time to present the main research question of this
thesis together with the sub-questions. These questions not only give focus
to the research activities done to answer the main research questions, but
they also provide guidance throughout the thesis.

Scope

There are three factors that (eventually) determine the scope of this thesis:
boosting creative confidence; the context of the determined case study and
Covid-19.

Boosting Creative Confidence

The topic investigated in the research is Creative Confidence, as described in
the previous section. Although, the research and concepting will reveal many
opportunities, the main goal of this project is to boost creative confidence.

Case study — Dutch Airline Company

Although this project is conducted in general sense, the context characteristics of
Dutch Airline Company are used as case study for the development of the eventual
concept. The case study is introduced in chapter 3.

Covid-19

During this research, the Coronacrisis changed the relevance for the project and
thereby the scope. The context moved to an online environment and the focus lays
at supporting teams in effective meetings while working from distance.

Research Question

This thesis contributes to the existing research on understanding how support/
guidance can enable employees to experientially learn what creativity values.

In chapter two we dive into organisational transformation design literature and
combine this with literature about empowerment of creativity. By approaching
this strategic topic from the employees’ perspective, insights are generated on
the desirability of support and guidance in an organisational transformation. The
aim of this project is to investigate how the creative potential of employees can
be unleashed with confidence needed to have them cope with complex issues for
innovation. Thus, the research question that guides the research in this thesis is:

How can we boost creative confidence to cope with wicked problems within
organisational context?

To be able to answer this research question, it is divided into 3 sub-questions, each
of which takes on a specific part of the study.

What involves empowering employees
1. What does an organisational transformation need to successfully embed
creative mindset?

This sub-question focuses on the existing literature relevant to this topic. By
understanding what an organisational transformation means, the conditions
for a successful implementation are identified. It will be addressed in chapter 2.
Literature study.

Project Introduction 19



2. On what organizational level in the transformation is guidance/support needed
the most?

For this sub-question the case study is investigated to understand the context.
This investigation leads to the understanding of where in the organization

an intervention can boost creative confidence most effectively. This will be
addressed in chapter 2; Literature study and chapter 3; Exploratory research.

3. Which support/guidance helps employees in being empowered to confidently
unleash their creativity?

With this sub-question we look deeper into the needs of the employees within
the determined context of sub-question 2; Its answers will give practical
insights in how to empower employees. This question is addressed in chapter
3; Exploratory research.

After these three sub-questions are answered, the key takeaways are used to
create a design brief, presented in chapter 4; Synthesis. This is a starting point

for the ideation phase, presented in chapter 5; Concepting. The final design is the
answer to the main research question. This final design is presented in chapter 6;
Creative Rooms - Final concept and evaluated in chapter 7; Evaluations. Chapter §;
Discussion and Conclusion, states if the concept Creative Rooms boosts creative
confidence.

Research significance

Large organisations struggle with the transformation to embed a creative mindset
because it requires their employees to let go of old routines. However, with
Covid-19 coming along the relevance to be able to flexible anticipate on changing
circumstances has never been bigger. Creativity is what we need in times of radical
change and crisis (webb, 2006). Employees had no choice than adapting to new
circumstances, by exploring new possibilities and be flexible to further changes.
Covid-19 creates momentum to make the difference and to be bold with decision
for the future way of working.
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Organisational transformation is often discussed from a viability or feasibility point
of view, while the employees are the ones who should make the transformation.
Therefore this research has a human-centered-approach considering the
desirability in the initiation of an organisational change, figure 5. As discussed in
the introduction this change will be triggered by experiential learning. However, how
to support/guide experiential learning on using creativity for innovation is still on
the research agenda (Van der Bijl-Brouwer, et al., 2019; Klitsie, et. al., 2019).

With an eye to the future, this project serves to investigate a solution that on the
one hand responds to the increased volume of remote working and on the other
hand takes the desires into account for support/guidance in learning the value of
creativity experientially.

Having employees embed creativity in their way of working,
the organisational transformation should be approached from
a Human-Centered-Design perspective.

Fig. 5 A Human-Centered-Design approach



Project approach

Since the Covid-19 outbreak, environment in which this research is executed
changed drastically. Developments took and are taking place on all sides in order
to shape 'the new way of working'. It is required to approach this research in a
flexible manner, with allowance for a reflexive attitude towards the set-up of the
project. This includes critically reflecting on the outcomes of the literature study
and exploratory research and incorporating this into the following of the design
process.

In the context of ‘practice what you preach’, this research follows a design process.
To include the human-centered approach, a process based on the Design Thinking
model by IDEO (2008-2018) is used.

The process is divided into three phases all starting with a clear starting point

and resulting in a milestone, see figure 6. The three phases have a diverging or
converging objective, to enable the designer to both go broad in the exploration and
ideation and to deliberately narrow down to focus on distinct objectives.

Project Introduction
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1.4 PROJECT LAYOUT

The triple diamond process divides the project into three phases and eight
chapters.

Three phases set-up

In the first phase 'Inspiration’, the challenge is explored by means of an extensive
literature study and several exploratory research activities. The literature leads to
a common understanding on the conditions for an organisational transformation.
Together with the empathising activities of the exploratory research a design
opportunity is defined.

A reflection on the first section leads to the design brief, which includes the design
statement for the second phase: ‘ldeation’.

An early ideation session leads to a concept direction from where several iteration

sessions with experts and end-users leads to a final concept proposal, which is the
milestone of this second phase.

The final phase focuses on the ‘Implementation’ of the concept. An elaborated
version of the concept is evaluated with different end users (facilitator and
employees). The results of this final test lead to the final milestone, which are future
recommendations, final conclusions and the presentation of the final concept.

Although this process seems to have a linear progression, this doesnt mean

the activities where presented in this same chronological order. Designing is an
iterative process in which one moves back and forth between the different stages
of design.

22  Project Introduction
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LITERATUR
STUDY

In order to understand what is related to an organisational transformation and how
this affects learning by doing, a literature study is performed. Existing literature is
reviewed to get a clear picture of what is related to empowering employees and
where additional research needs to be done. The study starts with defining ‘creativity’
and from there the factors affecting an organisational transformation to embed this
creativity are discovered.

In this chapter:

2.1 The definition of creativity

2.2 Organisational transformation
2.3 Empowering Employees

2.4 Creative Climate

2.5 Online work environments

2.6 Takeaways literature study
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2.1 THE DEFINITION OF CREATIVITY

This section focuses on the definition of creativity in relation to
organisational innovation. Through a comparative study about creativity the
question ‘For what to boost confidence?” is answered.

Working definition of creativity

Although the eventual product, the innovation,
is what counts for organisations, the interest

of this study lays at the understanding of how
to boost creativity in order to increase impact
of these innovations. In other words, the final
solution of this thesis is meant to facilitate
individuals and teams to be creative within their
work environment, figure 7.

work environment

Fig. 7 Schematic overview of
creativity as process

Heijne and Van der meer (2019) state that when designing for creative facilitation
the process viewpoint on creativity is most useful. For this research | therefore use
the same definition on creativity by Amabile (1996): ‘Creativity is the process that
leads to novel and useful solutions to given problems'’.

Comprehensive phenomenon

The phenomenon of creativity is multifaceted and complex (Runco et. al., 1999;
Rhodes 1961), causing there are numerous definitions (Amabile, 1998; Thoring,
2019; Heijne&Van der Meer; 2019). Most authors have based their definition on the
4P’s-model of Rhodes (1961): Person, process, press (environment) and product.
These facets cannot be used in isolation to describe creativity, but they do serve as
a starting point in themselves.
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Organisational interest in creativity

With a capability programme, organisations like to see creativity as phenomenon
in which an individual or team generates innovative products by means of (mental)
processes within a certain environment. Amabile (1998) concludes in her literature
review about the definition of innovation that innovative products are creative
ideas being successfully implemented. For this, innovation will be defined as the
acceptance, generation, development and implementation of creative ideas into
products, processes or services (Van der Ven, 1986; Kanter, 1983). The difference
between ideas and products is that ideas are still communicable thoughts and
products are ideas embodied into a tangible form (Rhodes, 1961). In short, to
innovate an individual or team should generate creative ideas. An idea is defined
as creative when considered novel, appropriate(meaningful and useful) and
unexpected (e.g. Stein, 1953; Sawyer, 2006; Amabile, 1996; Hennessey & Amabile,
2010; Gero, 1996; Gonglaves; 2016).

Designing for creativity

With the working definition of creativity focussing on the process to creative
products, now the urge is to understand how creative confidence needs to be
boosted within this process to get to these creative products.

Hindrances in creativity

Creativity is very ambiguous and for that reason not easy to experientially learn.
The change to creativity interferes in employees current working routines, causing
a conflict between rational(financial and efficiency goals) and intuitive (non-
financial and creativity goals) logics (Calabretta, et al., 2017; Arico, et al., 2017).

It is this conflict of rational versus intuitive thinking causing uncertainty and
discomfort. According to Davis (1999), the art to design for creativity encompasses
to understand, expect and be ready to cope with barriers to creativity from the work



environment and from inside oneself. The phenomenon of barriers is the absence
or existence of something that blocks or impedes the successful adoption of
cognitive abilities for successful creative activities (Smith, 2003; Gonglaves, 2016;
Davis, 1999). To cope with mental barriers, external blocks need to be minimised
first.

Interplay between organisational change and individual/team empowerment

This gets confirmed by the the componential model of creativity and innovation by
Amabile and colleagues (2016), showing how creativity and innovation cannot be
thought of as independent events, see figure 8. For this reason, transforming to an
organisation tackling wicked problems creatively requires both work environment
and individual/team creativity components to uniformiley change to an ideal
situation for creativity to feed innovation.
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Fig. 8 Componential model of creativity and innovation by Amabile et. al. (2016)

Amabile (1988) stresses that the individual/team component is the most crucial to
the expression of creativity, however the influence of the work environment cannot
be overlooked due to its effect on how people will be encouraged in their ability to
use creative activities in their daily work.
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Fig. 9 methaphorical illustration of that creative confidence (the light bulb) can only be
boosted when both the stimulative approach as the contextual factors are favourable.

Contextual factors

In order for the creative light to be lit in every employee, a clear process has to
guide the employee to create light and the contextual aspects will have to stimulate
the ignition, figure 9. In other words, both context and process factors influence
creative confidence.
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2.2 ORGANISATIONAL TRANSFORMATION

In the previous section, meaning has been given to what confidence
is needed for. This section maps out where this self-confidence can
be influenced by. The question is answered; what is an organisational
transformation and how does it influence the way employees act?

In this section, it will become clear that making a change in how employees act
depends on factors in different layers of the organisation. The layers are ordered
from impact on the broader organisation to the impact on the employees. Since
this thesis approaches the organisational transformation from the employee
perspective the layers will be addressed as how they influence the creative
confidence of an employee.

Organisational context

The context of this research focuses on large
organisations. According to the dictionary of
Cambridge (2020), organisations can be defined as
“a group of people who work together in an organized
way for shared purpose”.

Image
What do they
say about us?

Culture
Who are we?

Feedback
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The purpose is the core attribute of an organisation’s
identity (Margolis&Hansen, 2002). As figure 10
illustrates, identity is expressed by it is cultural
understanding, which leaves an impression (image) N
organisations want to keep positive. In other words, the py
organisational culture is the character and personality, S
giving understanding to the organisational identity. e ??

So, when an organisation takes a different course, the !
organisational culture has to change with it, in order to
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Fig. 10 Organisation culture
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give uniformly meaning to the new purpose.

Organisational culture

The culture of an organisation is explained as shared meanings/interpretations
(assumptions, beliefs, expectations, values, etc.) about how people should think,
behave and interact (Ford, 1999). Besides, how decisions should be made and how
work activities should be carried out (CMI, 2015). The shared interpretations that
characterise a culture help direct and coordinate collective effort. Ford stresses
that organisational culture is the primary factor influencing a single employee

to choose for creativity or stick to time-tested routines. In other words, fostering
creativity is a group effort.

Culture dimensions

The way cultures differentiate can be discussed in three dimensions: content,
intensity and degree of integration (Ford, 1999).

Content is the dimension that refers to the specific ideas comprising a culture.
The ideas form the phrase “the way things are done around here” including beliefs,
expectations and values. Having a shared interpretation about these leads to
shared experiences, which is the base of the socialization process: agreeing to
what is appropriate. The extent of variation in these ideas depends on how much
risk an organisation dares to take.

Intensity entails to the expected consequences associated with conforming
to or violating shared understandings. The level of intensity can have major
influence on individuals’ motivation and actions. Within organisations
especially expected consequences in relation to budget-, team- or assignment
allocation have contemplating influence on how things go.



The degree of integration refers to the extent to which meanings are shared.
Cultures which are highly integrated value consensus, consistency and low
levels of ambiguity. Decision making is based on rational thinking. By means
of these characteristics alignment between actors is more likely to occur.
Unfortunately, routine patterns of thought and action promoted by these high
integrated cultures have disappointing effect on creativity. On the other side,
more differentiated cultures deal with inconsistency. Within differentiated
cultures the different viewpoints, ideas and experiences lead to variation
which advances creativity. These different perspectives can create conflict
and ambiguity on organisational level, but also clarity and unity in a specific
domain. Applying a method such as sense-making or visualisation allow
differentiated cultures to create shared meanings despite the presence of
varying ideas, perspectives and experiences.

The interpretation of these dimensions indicate the extent to which an
organisation's culture is ready for the usage of creativity. Only when employees
perceive creativity as accepted in their work domain, employees are willing to
unleash their creativity. This creativity can be encouraged when employees
mutually agree on certain culture determinants, which communicate an intense
shared understanding of the legitimacy and necessity of creative activity.

Creative culture determinants

An organisation has a ‘creative culture’ when certain determinants influencing

a creative culture are present in the right dimensions. Cultures vary from one
organisation to another (Hellgriel et al., 1998), therefore, the dimensions favourable
for a large service-oriented organisation are investigated through a comparative
study of culture determinants.

The research of Ekvall(1996), Martins (2000), Ford (1999), Van der Meer (2007),
Amabile (1988), Bason&Austin (2019), and Kelley&Kelly (2014) all point out that
there are several determinants of an organisational culture influencing creativity
and innovation.

By categorising the different findings, 7 representing determinants are defined.

An overview of the determinants is presented in table 1. In an organisational
transformation toward a creative culture, the organisation should focus on all
determinants. If any of them is absent or when a shared interpretation about the
involving ideas is missing, employees are likely to retreat to presumed safety of
their old routines (Ford, 1999).

Interdependency of determinants

The studies of Ekvall, Martins and Amabile mentioned already overlap and relations
between factors. It was not a surprise to uncover connections between the

factors in the process of the comparative study. Categorising the findings (factors
influencing creativity and innovation) of the literature review lead to one big cloud of
seven interrelated categories. A pattern was revealed in terms of interdependency.
Like Ekvall (1996) points out there are factors influencing the development or
deterioration of other factors. By approaching the comparative study from the
employee’s perspective four layers of independency are identified influencing the
creative confidence of an individual, see figure 11.
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Fig. 11 The four layers of an organisational creative culture
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Determinants of a creative culture
Organisational Strategy Culture construction Context functioning Individual functioning
level
Determinant 1.A strategic vision 2. Supportive 3. Accessibility of 4. Flexible 5. Availability of 6. A creative climate 7. Empowered employees
leadership professionalism organisational structure | resources
style
Literature Ekvall (1996); Amabile (1988); Ekvall Amabile (1988); Ravas (2019); Ford (1999); Martins&Martin:
review (1988); Bason&Austin wyer et al. (1993), kvall (1996); Bason&Austin (2002); Bason&Austin (2019),
(2019) S -Barton (1995), (2079), Kelley&Kelley (2074) Kelley&Kelley(2014); Amabile
Corkindale (2011), Nonaka and Takeuchi(1995) (1998); Lee et. al, (2018); Carson,
and Amabile (1996) Ekvall(1996); Jacob Morgan (1999); Bandura, (1997),
(2015); Turnipseed (1994)
Each - communicable purpose | - top down support for - accessible - (external) collaboration | - availability of people, - feel Collective Social-Trust - be confident
determinant change & development expertise, design buildings, machinery,
exist of several | - alignment on strategic skills and knowledge | - constructive conflict know-how, patents, - experience a safe - intrinsically motivated
orientations: vision for individual - acknowledge- handling funds, material, environment (comfort)
empowerment ment for creativity - opportunity for products and concepts - skilled
creative support / - participation - Manifests the sense of
- future- orientated - tolerance for mistakes | coaching - enough time and freedom - facilitated empowerment-
- active money needed for a oriented culture
- customer orientated - open communication creative process
- Integral organisation - autonomous in value
- proactive change - make resources discovery
available - facilitate sensemaking
- encouraged in idea
- adoption of rules and - empowered to generating, risk taking and
regulations empathize with decision making
customer
Table 1: Seven determinants of a creative climate
The four layers of a creative culture the strategic vision, leadership style, accessibility of professionalism, availability
Ford (1999) stresses that an transformation to creativity starts with having a clear of resources and the organisational structure are favourable for creativity and
strategic vision which empowers employees to use creativity by aligning them m.novatpn., a work environment WI.'[h g F:rea’uve climate can be developed. A creative
with desired business goals. Ekvall (1999) compliments that the facets of the cI|-mate is |-mportant to the extent individuals and teams feel encouraged to act and
organisation’s construction like structures, policies and strategies influences the think creatively.

organisation's climate. In other words, the layers addressing the organization's
overall strategy and the organisational construction are more preconditions to
the layers focussing on the employee and its work environment. So, only when
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The way the five outer culture factors can influence creativity and innovation in an
organisation as favourable pre-conditions are discussed in this section. Although



a creative climate determines the extent an employee will be empowered for
creativity, in section 3.3 first the seventh culture factor empowered employee will
be discussed. When it is clear when an employee is empowered, in section 3.4 the
favourable dimensions of the sixth culture factor creative climate are defined.

The five fundamental culture factors to develop a creative climate in
order to empower employees for creativity

Strategic level
1. A Strategic Vision

Organisations should see embedding creativity as a strategic move to foster
innovation. Such a strategy is described in the vision and mission of an
organisation and should be clear for communication and integration in the
activities and results of projects(Martins&Martins, 2002). A Strategy on creativity
manifests itself in the way employees interact, create knowledge, anticipate on
certain change and the way knowledge is (or not) shared. A sophisticated, unitary
and intens understanding of the organisation’s goals is required for work domains
to assess the value of particular business solutions(Amabile, 7998). Such a shared
interpretations is the strategic vision which can be translated into a framework
and shared language facilitating creative actions (Ford, 1999). To ensure the
interpretations are correct, leadership should provide goal clarity. In short, aligning
with the desired business objectives enables individuals to assess the value of their
own creative actions.

The involvement of stakeholders and in particular the (end-)user is considered
imperative to creativity and innovation(Nonaka and Takeuchi, 1995; Amabile 1996;
Ekvall, 1996). Therefore, a strategic vision with a customer-orientation is required.
Furthermore, pro-active innovation can only be realised when the strategic vision

is future-oriented (Bason&Austin 2019) with a prospect that allows for planning
regarding opportunities (Van der Meer, 2007). Leadership has to ensure that the bar
should be periodically raised. This reminds individuals that there is always room for
improvement.

Construction and functioning level
2. Supportive Leadership style

Due to reward systems, budget-, team or assignment allocations and other
leverage, employees act regarding their expectations of how their superiors would
react(Ford,1999). For this reason outspoken commitment on the use of creativity is
of big importance.
This manifests itself in the provision of resources, professionalism and a creativity
stimulating organisational structure (Amabile, 1998). But also in an innovative
management style, since this has big influence on the extent factors of a creative
climate occur. According Ekvall there are two leadership styles advancing creativity
and innovation.
1) Pull-tactic focussing on people and relationships: a style that is
participative, democratic and supported innovation initiatives. The style
stimulates freedom, idea support and trust by really focussing on bringing
different viewpoints together.
2) Push-tactic focussing on change and development: a more
entrepreneurial style involving risk-taking, debates and conflicts to manage.
This more radical approach can be very innovative, but can also lead to
hasty, aggressive and power-based decisions and actions(Ekvall, 1996).

Moreover, leaders have a supporting role concerning the navigation through the
unfamiliar landscape of creativity (Bason&Austin, 2019; Amabile, 1998), including
tolerance of mistakes, open communication and stimulation of the adoption of
rules and regulations regarding creative actions (Martins&Martins, 2002). This
difficult task requires a delicate balance between allowing and guiding individuals/
teams in order to stimulate both autonomy and successful results. Autonomous
individuals/teams are able to choose the appropriate way to address a task.

3. Presence of professionalism

On its own professionalism has no major impact on the embedding of creative
activity, but it does influence the development of a creative climate (Ekvall, 1996).
The presence of professionalism is about the level of expertise and knowledge
available in a certain work domain. Bloom’s taxonomy framework indicates
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that ‘remembering’ and ‘understanding’ certain theory is fundamental to the
implementation of the information in new situations. The accessibility of the
required knowledge about creative problem solving is the necessary precondition
for employees to put design skills and abilities into practice (Amabile, 1988).

4. Flexible organisational structure

The way activities are directed to the strategic vision of an organisation is captured
in the organisational structure. The design of the structure influences the way
employees operate. Just as Van der Meer (2007) advocates for open innovation,

it is also for creative problem solving to be open to external collaborations.
Besides, to include different perspectives innovation should be organised

integrally. According Martins&Martines and Kelley&Kelley an organisational
structure stimulating the use of creativity enables employees to cooperate cross-
divisional, make decisions in participation, involvement of stakeholders, proactively
experiment and reflect continuously. Though, legitimacy and willingness for such
creative activities need to be established through a creative climate.

To be able to proactively adapt to fast changing external factors like customer
satisfaction, an organisation should be able to flexibly anticipate on these
unexpected events. When the design of an organisational poorly fits the strategic
vision it is hard for employees to get aligned. Confusion within roles, a lack of
coordination and direction, failure to share ideas and difficult decision making
bring employees in unnecessary stress, complexity, and conflict (Corkindale, 2011).
Changing the structure on the other hand really interferes with the way things are
always done in an organisation; the routines.

In order to change and be flexible an organisation should try to stay away as much
as possible of a structure based on bureaucratic principles(Ekvall, 1996). On the
other hand it should maintain stability and direction to keep sensing control (Ravas,
2019).

The introduction of an integrally organised innovation programme provides the
adaptability required for proactive innovation through creativity. Jacob Morgan
(2015) describes an organisational structure with such integral programme a
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‘flatarchy’, which provides a great middle ground in which employees can operate
in existing structures while being supported to generate and run with new ideas
in separate, divers, non-hierarchical teams. Over time the organisation can grow
towards a more permanent structure as ‘flatter organisation’, in which employees
get the opportunity to create special teams when needed. As will be described in
section 4 Creative climate, autonomous alignment is key to the success of these
teams

5. Availability of resources

Another very important precondition for the opportunity to develop a creative
climate and thereby the empowerment of employees for creativity is the availability
of resources. The creativity-enhancing value of certain resources is underestimated
by many organisations. Ekvall (1996) and Sawyer et al. (1993) mention idea time as
often misconstrued and Amabile (1996) adds facilities, funds, patents, material and
expertise. These resources for the generation of ideas, testing and experimenting
to validate these ideas are critical enablers for successful innovation stories
(Leonard-Barton, 1995).

Resources or creativity should also include the availability of the right people,
professionalism and a financial basis to address potentially valuable projects.
Having these preconditions set empowers employees to autonomously tackle
projects in a creative and innovative way. Moreover, mechanisms to store and
distribute knowledge belongs to creativity support (Nonaka and Takeuchi, 1995).
This kind of process information is valuable for reflection and thereby experiential
learning of the creative process (Kolb, 1984).

Summary determinants of an organisational transformation to creativity

This section points out that boosting an employee’s creative confidence cannot

be done without taking into account the whole culture in which this self-assurance
must come into its own. In fact, all determinants of the creative culture must be
taken into account, their interrelatedness makes that absence of a single factor can
lead to resistance, resulting in the failure of the organisational transformation to
creative problem solving.



The interdependency of the factors, especially for the development of a creative
climate makes an organisational transformation complex. First of all the
organisational context plays a role; the culture characteristics as the structure,
availability of resources an professionalism determine the possibility for creativity.
Besides, top down support from leadership/management has a great deal of
influence on how creativity can be used and with that how a creative climate is
formed. Without a creative climate, the lack of legitimacy and willingness will keep
employees from doing things differently. On the other hand empowered employees
influence the embedment of a creative climate in the work domain. Because of
this interdependency these factors need to be addressed at the same time. The
other factors can be seen as preconditions for a creative climate with empowered
employees.
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2.3 EMPOWERING EMPLOYEE

This third section focuses on the center point of this thesis, the empowered

employee. An employee is creatively empowered when it's creative confidence

is boosted. In order to understand what creative confidence is actually
based on, a literature review on both definition and approach to empowered
employees is done. This chapter starts with defining this empowerment and
concludes with the qualities a creative climate should stimulate.

What defines empowered employees?

Empowered employees are more likely to be powerful(activated) and confident in
the use of creativity (Lee et. al.,, 2018). Both Ford (1999) and Amabile(1988) stress
that empowerment is a product of knowledge, skills and motivation. In addition,
Amabile concludes that specifically for creative purposes intrinsic motivation
determines the extent to which knowledge and skills will be engaged. So, boosting
creative confidence is actually empowering employees’ intrinsic motivation for the
use of creativity.

An intrinsically motivated employee, means that the person is capable of self-
efficacy, has a sense of working on something important (meaningfulness),

/s enthusiastic and enjoys challenge. During the process the person shows
commitment and learns from experiences, while remaining open for new
information. (Amabile, 1998; Carson, 1999; Bandura, 1997)

The presence of intrinsic motivation depends on four elements, see figure 12. With
all these elements of intrinsic motivation present employees will be able to use the
appropriate creative skills and knowledge in their projects (Amabile, 1998). In other
words to boost creative confidence these four elements needs to be taken into
account when asking employees to experientially learn the value of using creativity
in their project.
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Fig. 12 description of when someone is intrinsically motivated

Element 1: The individual’s baseline attitude towards a creative activity.

When the baseline attitude of an individual is ‘creative’, the person’s ability to
perform creative activities is enhanced (Russ, 1993).

Adopting creative attitudes

The ability to do something creatively depends largely on getting in the right
mindset, or in other words by adopting the required creative attitudes. Creative
attitudes are often described as part of a person's personality (Rhodes, 1961;
Amabile, 1988). Although having certain personality traits is beneficial, in this
thesis creative attitudes are approached as qualities someone can engage in when
feeling able or allowed to. The latter is interrelated to the characteristics of the
climate the individual is in. To understand what qualities this climate should allow,
a comparative literature study about the required creative attitudes for creative
cognitive abilities is conducted.



By understanding which abilities an employee needs for the different sub-
processes within the creative process, see element 2, the necessary attitudes for
these abilities are determined.

Figure 13 shows the 12 creative attitudes which should be fostered as baseline
to empower intrinsic motivation for creativity. Each attitude is provided with a
short explanation of how it affects the cognitive abilities of the creative process.
The attitudes are based on research of the emotion/affect model of Russ
(1993), input of the creative minor learning objective by Heijne (2020), the book
creative confidence by Kelley&Kelley (2014), and research of Ford (1999), Dyer,
Gregersen&Christensen’s (2009), Buijs et. al., (2009), Williams's (1972).

The 12 creative attitudes is a conclusion of a process in which literature findings
are conjoined with the findings of what designers and employee's of the case study
describe as creative confidence, presented in chapter 3.3. This analysis process
can be splitt-up in three phases, based on the model of Russ, (1993):
1) The creative process is analysed. From all different models one generic
module is developed (appendix B); the creative innovation process (CIP). The
module is strongly based on the Creative Product Solving-module.

2) The skills/required abilities within a this CIP-module are plotted. Per sub-
process of the module the skills are determined, in this way a all skills for a
complete creative process are tackled. Overlapping skills are combined and
in this way 8 categories where created (figure 14 - orange post-its)

3) To understand which attitudes (personal qualities) are linked to these
skills, for some abilities a skill focussing on the affective process (feeling in
stead of thinking) was added (yellow post-its). From here it was easier to
make the step to the 12 creative attitudes (pink-post-its).
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Fig. 13 The 12 creative attitudes to adopt for creative mindset
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Turnipseed (1994) can be achieved through knowledge and understanding of how
creative activities contribute to the higher purpose of a project/task (Ford, 1999). In
other words, understanding ‘why’ using creativity to innovate.

The relevance of creativity

Although creativity is described as a phenomenon for which you need to be flexible,
a practice or artifact for sensemaking is needed to avoid confusion and provide
direction and stability (Ravas, 2019). A team must be able to interpret the abstract
values and principles of the creative process in a way that helps them finding
acceptance for the use of creativity in their project (Ford, 1999; Buijs, 2012). Only
when the values and principles of creativity have a shared meaning individual
employees can make their creative activities relevant. For example, when a team
collectively acknowledges that quantity produces quality, an individual can bring
understanding to spending time in generating more than one idea.

The literature review (appendix B) about different creative process models
uncovered some important principles which should definitely be touched in the
facilitation of relevance for creativity.

Creativity exist of four simultaneous sub-processes. Belief this process to
creatively succeed.

1. Acceptance finding
2. Content finding

3. Information finding

4. Project management o~

Mile-stone

Creativity can be applied for different phases

of a project, like problem finding, idea finding overge [onster | comverse
or solution finding for which the principles all T _IJ‘ R efenton
apply. The principles are captured in figure 15. __J
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Divergent thinking: Quantity breeds quality,
hitchhike, freewheel

Fig. 15 Create process principles in
CIP-module

Reverging: Be jointly active, listen responsively, move circularly
Converging: Protect originality, follow your intuition, think in terms of action
Continuous reflection: Learnings are successes

lterative working: Kill your darlings, fail fast to succeed sooner

Element 3: The personal job satisfaction.

Turnipseed (1994) mentions that employees who are more satisfied about
themselves, the organisation and their superiors will easier be motivated. He also
stresses that low-discriminating cultures are linked to innovation. Since personal
job satisfaction is very different for every and depends mainly on the settings of
the social environment, this thesis will not focus on how to design for personal
job satisfaction. Though, the need for social interaction and acceptance should be
taken into account for the design direction.

Element 4: The setting of the social environment.

Social environment factors can be understood as the extent to which relationships
have been formed, personal growth is stimulated and communication and control
regarding innovation is managed (Moos, 1986). Research of Turnipseed points out
that some of these social environment factors are related to the 10 creative climate
dimensions of Ekvall. What at least can be concluded is that an employees’ intrinsic
motivation who determines the use of creativity, is affected by the involvement

in the process, peer cohesion and supervisory support in terms of relationships;
autonomy and task orientation to stimulate personal growth; and emphasis on
divergent thinking and clarity in communication and control regarding innovation.
The influence of the social environment is discussed in section 3.4 creative climate.

What about extrinsic motivation?

In order to truly embed the motivation for creativity, organisations need to be
cautious about stimulating extrinsic motivation (e.g. being rewarded in the form of
allocation of money or people). A focus on extrinsic motivation could be a strategy
for the activation of the transformation in the way of working, but making a lasting,
real difference requires having intrinsically motivated employees (Amabile, 1998)
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Empowering intrinsic motivation is complicated

Creative actions can be very discomforting: focussing on one specific target
group can feel subjective and connecting intimately can be overwhelmingly
affecting(Bason&Austin, 2019). Mental barriers can be formed standing in the
way to adopt creative attitudes (Gonglaves, 2016; Davis, 1999). Research to these
barriers and how they affect an individual's motivation for creativity can be read in
appendix C.

The setting of an work environment can make the difference in how well employees
can cope with these mental barriers. When the ‘vibe" within a certain context is
stimulating creativity employees will easier adopt a creative attitude (Ekvall, 1996)
and thereby avoid mental barriers to creativity. In other words to understand how to
boost creative confidence should be understood what a creative climate is and how
this can be facilitated. This is done in the next section.

Summary of empowering employees

Empowered employees are employees who are intrinsically motivated to use their
creative knowledge and skills. An individual's intrinsic motivation is influenced

by four aspects: relevance, mindset, satisfaction and social environment. The
principles of the creative process need to be communicated and adoption of

the creative attitudes, social interaction and acceptance and factors of a social
environment need to be developed through the settings of the creative climate.
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2.4 CREATIVE CLIMATE

This section focuses on the organisational climate. As described has the
climate an important role in intrinsically motivating employees in adopting
creative attitudes. In this section is described how a creative climate can
facilitate the enhancement of intrinsic motivation.

What is a creative work climate?

A work climate is defined as the confluence of attitudes, feelings and behaviours
which characterise the way things are done within a work domain (Ekvall, 1996).
Martins&Martins describe it more as integrated values that support behaviour
encouraging certain activities. For example; providing brainstorm time to
encourage idea generation.

The conceptualisation of climate implies that even when the preconditional culture
factors are present (a clear strategic vision, supportive leadership style, flexible
structure and broad accessibility of resources and expertise) employees can feel
hesitant in using creativity due to a demotivating ‘vibe’ within the work domain.
According Ekvall(1996) has a climate a strong effect on the quality, productivity,
innovation rates, job satisfaction, well-being and profit rates. In other words the
dimensions of the climate within a work domain have big impact on the degree a
individual/team will be motivated for creativity. The dimensions of a climate must
therefore afford qualities which enhance the adoption of creative attitudes, such a
climate calls Ekvall a “creative climate”.

A profession that facilitates a creative climate is creative facilitation (Heijne & van
der Meer, 2019). Employees should experience such a creative climate as a safe
space, or better described by Arao and Clemens (2013) as a brave space. They
stress that instead of safety, bravery is required to have people diversify in their
acting and thinking. Such a space focuses on opening-up instead of defending

a viewpoint or idea. However, according to Ford (1999) the perception of what is
appropriate to say or do determines how employees operate. Therefore, having
employees diversify in their acting and thinking requires shared interpretations
about the values and principles of creativity (Buijs et. al, 2009). Having such shared
work commands provides stability and direction in what is appropriate to operate
freely. Especially in complex and rapidly changing environments, a non-threatening
climate built on trust, openness and sincerity leads to success stories of creativity
(Martins&Martins, 2002; Barret, 1997). Next the dimensions forming this non-
threatening climate are discussed.

The dimensions of a creative climate

The climate dimensions having stimulating effects on employees’ possibilities
and motivations to be creative in their work domain are based on the Climate
for Innovation dimensions formulated by Ekvall&Arvonen(1983). In addition,
Turnipseed (1994) shows that Climate for innovation dimensions are congruent
with certain Social Environment variables developed by Moos(1986). These
dimensions are described in appendix D

Study to creative climate dimensions:

To understand how creative confidence can be boosted through development of

a creative climate, dimensions are formulated in a way they stimulate innovation
by whole teams including process and social aspects. The creative climate
dimensions of Ekvall & Arvonen are taken as starting point and are complemented
by the insights of Turnipseed's(1994) research, the creative process activities(see
p25) and insights of how to design a brave space for the facilitation of creative
workshops (Heijne&Van der Meer, 2019). In this way we got to a complete
theoretical list of dimensions with an empowering effect on intrinsic motivation for
creativity (orange post-it).
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Fig. 16 Comparative study about creative climate dimensions

9 creative climate dimensions

Figure 16. shows the result of the study
of creative climate dimensions. This
study reveals nine dimensions important
for a climate to empower employees for
creativity. A safe environment in which
people feel empowered to autonomously
continue putting forward new ideas
provides stability and direction and on the
other hand leaves room for exploration.

Ekvall (1996) takes Freedom and Trust
as separate dimensions, where in this
study these dimensions are deliberately
chosen as meaning of a creative climate.
Freedom and trust/openness are the
building blocks for autonomy and the
development of a safe space.

According Amabile(1996) is autonomy

a positive condition for creativity as

long it is constrained and directed by
guidance and control (Ekvall, 1993). With
autonomy one has the ability to decide
what work to do and how to do it, and in
which team members have the freedom
to define and reform work practices.
Dimensions enabling this ‘controlled
autonomy’ are dimensions empowering
employees’ intrinsic motivation for
creativity. According to the study provide
the following 9 dimensions a climate that
stimulates controlled autonomy:



Purposeful contribution:

The first dimension is purposeful contribution. Ekvall&Arvonen(1983)
called this dimension ‘challenge’, but when connecting this dimension
to creative facilitation guideline 'keeping the aim of the session in
mind’ and social environment dimension Task orientation, purposeful
contribution | found a better description. The purposeful contribution
dimension is the degree employees are involved task appraisal and
the ability to relate this to long term goals.

Dynamism:

A second dimension leading to involvement of employees is the
variation in events. New ways of thinking will be stimulated triggering
creative attitudes (Heine & Van der meer, 2019).

Conflict management

Diverge ideas, viewpoints, opinions and expresses can lead to
tensions in the organisation. With the encouragement of variation
this is inevitable and therefore it is important to manage conflict.
Conflict stands in the way of alignment, but managing it leads to
involvement. The verification of conditions and criteria of the problem
owner(s) can ensure conflict avoidance.

Constructive communication

A combination of by Ekvall & Arvonen described 'ideas support' and
'openness' is constructive communication. Peers and supervisors
should be able to challenge ideas or give feedback, but this is always
kind and attentive to keep the positive forward spirit

Room to diverge

To create the possibility to generate and run new, impulsive
suggestions all phases of a creative process need to be followed.
Following this structure provides stability and direction, but most

importantly navigates teams through the diamond-shaped module
including time to diverge. Exploration beyond the obvious is what
teams often skip because of time efficiency, but when it comes to the
quality of the final solution this is often a misconception.

Control by accountability

An important counterpart of autonomy is accountability. Through
transparent boundary conditions and clear expectations teams know
where they will be accountable for. Coordination and connectivity
among teams should lead to overview in dependency. This also
provides a compass which guides someone in the decision making
when working autonomously.

Consider the unusual

The room for uncertainty and ambiguity within control and order.
The consideration of the unusual asks for initiatives to be taken even
when the outcomes are uncertain. Room for information finding is
needed to open up for these new topics and continuous reflection

is an important aspect to deliberately take a risks. The art lies in
maintaining both consistency and seek for novelty.

Evoke Debates

In an atmosphere of debates many viewpoints, ideas and experiences
are heard and discussed. Providing dialogues about different
perspectives and ideas enriches the quality of the process. Important
is that everyone feels free to speak.

Playfulness/humor

Comfort relates to stability and direction(Ford, 1999), but as important
is a relaxed atmosphere. Such climate characterised by laughter

and jokes cause the energy and fun needed to think out of the box.
However, as Ekvall(1996) points out too much playfulness in some
work domains can be limiting in regard to quality aims or productivity.
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Influence of leadership/facilitator role

Although leadership style is positioned as pre-condition for developing a creative
climate containing the above mentioned dimensions, the importance of the
leadership role/facilitator in a creative climate cannot be ignored (Ekvall 1996; Ford,
1999). The leadership style decides in what extent people can form relationships,
can grow personally and have a proactive mindset towards innovation. This
reliance depends on how clear goals/problems are given, the degree resources

and professionalism is made available and the degree leadership controls how
activities are executed. Providing stability and direction is in many cases the role of
the facilitating role.

A balanced creative climate for controlled autonomy

Having employees use creativity requires a base within the work domain fostering
creativity. In order to achieve this the ambiguity and inefficiencies of creativity

need to be directed through a balanced process of exploration and direction.
Mankins&Garton (2017) emphasize that there are contradictory relationships
related to the degree of radicality of the innovation. On one side the freer someone
can be in applying creativity the more radical the ideas will be. Creative climate
dimensions Considering the unusual, Dynamism/Liveliness, Debates and in some
extent Humor/Playfulness seem to make the difference between a creative climate
supporting radical innovation or incremental improvements (Ekvall, 1996). On the
other side determines comfort the degree of initiative and application of the ideas.
Creative climate dimensions Purposeful contribution, Constructive communication,
Conflict management and Control by accountability determine the degree of
stability and direction required for the willingness to choose for creativity. Because
freedom and order may pull in opposite directions, conflict between the dimensions
determining these aspects of autonomy need to be managed. Coordinating or
rather facilitating a balance of the mutually reinforcing experience of freedom

and comfort could be the role of the manager/leader. In short, forming a creative
climate is actually balancing the conflicting exploratory and guiding factors to the
desired degree of autonomy, figure 17.
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Fig. 17 a creative climate contains a balance between freedom
and comfort orientated dimensions.

Characteristics of a well balanced creative climate

Characteristics of a culture with a creative climate are employees who can
flourish, experiment and grow in their creativity depending the opportunities for
autonomy within their work domain. According Martins&Martins these employees
are like-minded about collaborating, handling conflicts constructively, sustaining

a participative work environment and imply proactive change through early
prototyping, testing and continuous reflecting. but also when management can
harmlessly intervene and manage projects regarding the higher purpose of the
organisation (Shaw, 1997).

By Covid-19, organisations started working massively from home. In order to be
able to tackle projects creatively from a distance, it is necessary to be able to create
a creative climate, also in online work environments, the next section addresses the
some aspects of online collaboration.



2.5 ONLINE WORK ENVIRONMENTS

This section is added half way the project as a result of the Covid-19 pandemic.
In this section the change to online working is addressed and how this affect
the development of a creative climate and thereby the stimulation of creative
confidence. Online team meetings are important gatherings for effective
homeworking. By means of a short literature review we discover whereoff a
meeting is composed and even more important what to take in consideration
when designing for online team meetings

It is time to change

In addition to the major health and economic impact of the corona pandemic,

it has led to an abrupt change in organisational work routines. For example, the
corona measure "who can work from home, works from home", encouraged

many companies and organisations to implement home working at a fast pace
(Timmers, et. al., 2020). From a Dutch point of view, many changes still feel surreal,
such as not shaking hands or wearing a mouth mask in public transport. However,
Covid-19 has also created a momentum showing many organisations that radical
change can lead to improvement and efficiency.

The national quantitative survey of Timmers, et. al. (2020) shows that at least

70% are satisfied with working from home at the moment. Due to the better
work-life balance, more efficient use of time and positive impact on traffic and the
environment, Initial studies and literature foresee that the demand for working from
home will increase even after corona time.

Homeworking is online working

Working from home mainly affects the way work is controlled. Mutual trust and
transparency are key to the ‘new way of working’. Organisations move more
towards self-managing teams/individuals, giving employees more autonomy

over their own planning and working hours. Assessment will be based on results
instead of presence (Nicklin, Cerasoli, & Dydyn, 2016). This more autonomous way
of working benefits creativity, but this also means that project team collaboration
moves to online work environments. Regarding the 'new way of working' it is
important that a creative climate can be created online. In order to stimulate
autonomy, the planned team meetings are especially interesting to provide a
creative climate.

Team meetings

According the team’ and ‘meeting’ definitions of the Cambridge dictionary can a
team meeting be described as a planned occasion where a number of people come
together to discuss their shared ‘something’. This definition indicates that a team
meeting consists of several phases. It is similar to setting up a creative session
(Heijne & van der Meer, 2019, p217-p233)), in which first the aim of the meeting is
determined, accordingly, the organiser prepares the meeting set-up. Then, it is time
to have the actual team meeting and at the end the outcomes and action-points get
processed. If a follow-up is needed, a next meeting can be organised, in which of
course the 'goal' must first be defined again, see figure 18 for an overview of these
phases.

Phases of a

Team Meeting

° Determine the aim of the team meeting
° Prepare the team meeting

o Have the team meeting

o Process the outcomes and action-points

° Plan next meeting

Fig. 18 Phases of a team meeting
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What are the components of an online team meeting?

The phases describe what a team meeting is all about, however this does not
determine how the meeting itself needs to be build-up. There are three components
(Levko, 2016) that define the actual meeting. Each team meeting exists of ‘content’,
a 'structure’ and certain ‘interactions’. Preparing these components with a careful
integrating the creative climate dimensions can result in effective team meetings,
see figure 19.

Team meetings are considered as ‘effective’ when individual employees are
empowered to autonomously proceed their project activities beyond the team
meetings. Meetings should serve as a food source for developing a sense of
comfort on the one hand and freedom on the other. Only when the meeting content
is discussed within a structure that affords interactions in both explorative and
directive manner, individual employees will find the confidence to apply creativity
also independent
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Fig. 19 Components to build-up an effective meeting
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Variables influencing the component set-up of online team meetings

To define what activities need to be part of the meeting structure, defining the aim
of the meeting is step 1 (Van Gassel, et. al., 2014). But then there are a number of
other variables that influence how to structure the activities required to reach the
aim of the meeting. It is up to the organiser of the meeting to determine how the
variables are present and how they affect the set-up of the meeting. Based on the
meeting variables selected by Van Gassel, et. al. (2014), variables for online team
meetings are listed in table 2. These are variables on which the set-up of a meeting
depends, regardless of the creative climate.

How to design for online team meetings?

The climate dimensions of section 2.4 need to be integrated in the components

of the meeting, the interpretation of these components however are influenced by
meeting variables. In other words the meeting organiser needs to be able to decide
on the appropriate meeting composition by understanding how the variables are
set for the to be facilitating meeting.

For effective meetings not only control is required for the organisation (step 1-2)
of an online team meeting but also during and after the meeting (phase 3-5). An
facilitating role should both guide the team through the structure of the meeting
and establish and develop interpersonal relationships (Van Gassel, et. al., 2014).

To design for the ideal team meetings of the future the needs and requirements
of employees should be gained. In the exploratory research we empathise with
employees and facilitators to explore the current and desired online team meeting
setup. This information is needed to properly understand how to enable team to
create an online creative climate in their team meetings.



Meeting variables

About Variable Description
Reason for | Aim of the The reason for having the meeting. The aim indicates what kind of
certain meeting outcomes the structure and interactions should result in. The aim therefore
activities determines what meeting activities are included
Stage in Project | The stage of the process provides direction to where should be aimed for in
process the meeting. When still in the beginning of the project, the focus lays at
reframing the problem and defining opportunities, while in the
implementation stage the focus lays at how to introduce and integrate the
solution. The meeting structure should suit the kind of content.
Meeting Frequency of The many times a team has a meeting. Most project activities are planned
time meeting over weeks, therefore meetings are also expressed in times per week.
Trust among team members grows, the more often they gather.
Duration of The time a meeting takes. Meetings are often shorter if held more often per
meeting week.
Meeting Number of The number of employees participating in the meeting. The more
group participants participants the complexer it gets to structure the meeting
Composition of | The kind of employees, in terms of stakeholder position, that attend the
participants meeting. The position of the stakeholder determines what content needs to
be addressed
Someone’s position gets determined by someone's involvement and
influence on the project. The involvement is expressed in time invested in
the project and influence in how dependent the project is on one’s expertise
or resources.
Role division The extent employees know what is expected from them in the meeting, so
what role they play in during the meeting. This affects the interactions.
Social The presence of certain relationships influencing how people will interact.
relationship For example presence of hierarchical relationships with high dependencies
can be a restraint to how people interaction.
Setting of | Online location | The application(s) via which the team meeting is held. The application
the determines the space for interaction and the possibility for certain tools and
meeting activities.
Participant The extent to which the worker's appearance is involved. Most teams use a
appearance videoconferencing application as a means of communication during online
meetings. The way you appear on the screen affects the interactions.
Knowledge | Experience with | The extent employees understand how to use the tools. This impact the

the tools

smoothness and efficiency of meetings and therefor how effective the
meeting eventually is.

Table 2: Meeting variables

Literature Study 45



2.6 TAKEAWAYS LITERATURE STUDY

This summary contains the key insights and opportunities for the design

solution.

Creativity is described as the process that leads to novel and useful solutions to
given problems.

Insight 1. Boosting creative confidence is empowering an employee's
intrinsic motivation to use their creative skills and knowledge

Amabile (1988) stresses that the individual/team component is the most crucial to
the expression of creativity. Intrinsic motivation is a result of however the influence
of the work environment cannot be overlooked due to its effect on how people will
be encouraged in their ability to use creative activities in their daily work. The work
environment depends on the culture of the organisation and the climate within the
specific work domain.

Insight 2. The Culture factors of an organisation need to be favourable

for creative purposes

From an organisational perspective there are

7 factors influencing creativity and innovation,
figure 20. The first five are pre-conditional to the
development of the final two factors.

Enhancing intrinsic motivation is a matter of
strengthening a muscle, the more you practice
the stronger it gets (Kelley&Kelley, 2014).
Experiential learning is the ideal way to do it, but
this is only possible when the first five culture
factors are favourable to the development of a
creative climate.

( —
oo |

Fig. 20 Creative culture layer influence
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Insight 3. A creative climate determines someone’s creative confidence

There are 9 dimensions that make a climate stimulating employees to operate
creatively.

1. Control by accountability
Constructive communication
Purposeful contribution
Room to diverge
Consider the unusual
Humor/playfulness
Dynamism/Liveliness
Evoke Debates
Manage conflict

O o N o~ N

The stimulation of believing in your creative capacity is called Creative Confidence.
To generate this belief in oneself and willingness to differ a creative climate should
be developed. Such atmosphere provides relevance, satisfaction, involvement,
social cohesion and the desired proactive attitude towards change. The idea

is to embed creativity by means of stimulating the development of creative
climates ‘locally’ in the organisation. By establishing such a safe space in the work
environment provides on the one hand the comfort of stability and direction to
navigate through the ambiguity of creativity and on the other hand the freedom to
experientially learn what value creativity can bring to the projects. A creative climate
takes away uncertainties and enhances thereby a chance to successfully transform
to an organisation who tackles problems with a creative mindset.

Insight 4: A balance between freedom and comfort needs to be
facilitated

Developing a creative climate is actually putting the contradictory explorative



and directive dimensions in proportion in order to both determine alignment

and autonomy. This feeling of autonomy, or as Bandura calls ‘'self-efficacy’ has a
positive effect on someone's creativity in terms of being able to choose freely the
way to address a problem. On the other side we have alignment. Forming a shared
interpretation about the purpose and goals of the project enables employees to
choose the appropriate way confidently. Having control over this interplay(figure
21) of freedom and comfort leads to stability and direction, important aspects

for organisations to avoid ambiguity, inefficiencies or even organisational chaos
(Ravas, 2019; Mankins&Garton, 2017).

Fig. 21 Control the interplay of freedom
and comfort as a yin and yang

With regard to this coordination it is important to have someone in the team with a
facilitating role. Management or leadership could be the obvious choice, but like a
Scrum master this could also be a separate role within teams.

Insight 5: The future lays at online creative climates

Covid-19 has shown the benefits of homeworking and therefore the expectations
are that many people will remain working from home. Due to the turbulent and
unpredictable times, the demand for creativity is higher than ever before. Online
creative climates during team meetings can help employees with empowering
the adoption of a creative mindset and provide the comfort and freedom for
autonomous working beyond the gatherings.

Key opportunity to boost creative confidence:

1. Enabling teams to establish an online creative climate within their work
environment.

2. The designation of a facilitating role and enabling this person to coordinate the
interplay of comfort and freedom dimensions in order to achieve the experience of
safety, trust and autonomy. Only then employees will feel empowered to confidently
unleash and implement their creativity.
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This chapter explores the way how to boost creative confidence by
means of several analysis with experts, stakeholders and end-users.
For each analysis, the research goal and method are described
followed by an overview of the key findings. The findings, together
with the literature takeaways form the basis for the synthesis leading

to a design opportunity.

In this chapter:
3.1 The exploratory research set-up
3.2 Creative facilitation brainstorms

3.3 Deep dive expectations of creative confidence in organisational context

3.4 Discover current situation online project meetings
3.5 Key takeaways of the explorative research activities
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Fig. 22 Visual presentation of the exploratory research set-up
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3.1 THE EXPLORATORY RESEARCH SET-UP

The raison d'étre

The literature study performed in chapter two provided insights about how to tackle
the research questions ‘how to boost creative confidence? . The conclusion states
that the solution should both focus on contextual elements to enable a creative
climate and procedural elements to provide knowledge and relevance about the
creative process.

Explorative research is needed to deepen on one side what this solution should
taken into account considering the expectations of creative confidence in
organisational context and on the other hand to discover the current situation of
online organisational team meetings.

The researh set-up

In the first explorative research activity the problem as stated in the introduction
(p17) was explored. By means of two creative session within the course Creative
Facilitation were held to define different research directions. The insights have
given direction to the literature study.

The second part of the explorative research is a deep dive into the expectations of
boosting creative confidence in organisational context. These activities were held
before the Corona pandemic and are for this reason not focused on online working.
However the insights of these activities should both apply for online and real-life
projects work. For this deep dive first a description of the case study is given. This
introduction is followed by three research activities of which the insights provide
direction to the design opportunity, defined in chapter 4.

1. A brainstorm with the design community. The aim to discover what the

designers within the case study experience as needed to have their fellow

colleagues use creativity

2. An input session with the design community of the case study. The aim is
to collect input on what can be improved regarding change to creativity and
creative confidence.

3. Semi-structured interviews with several end-users. The aim is to
understand on one hand what the current design capability programme
already offers and on the other hand what is expected from creative
confidence.

The explorative research activities of the third phase are based on the literature
study. In these activities we empathise with some project teams of the case
study and discover how they deal with current Covid-19 situation regarding their
project meetings. First the scope of project teams and their meetings is defined.
The results of both activities form design objectives and requirements for the
development of a concept, chapter 5.

Via three interviews with end-users the current situation is explored and
opportunities for improvement are discovered. Accordingly the same project
teams were observed online and by means of ‘meeting journeys’ the structure and

interactions of the meeting were analysed.

The visual presentation of this chapter is illustrated in figure 22.
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3.2 CREATIVE FACILITATION BRAINSTORMS

In the beginning of this thesis research, the opportunity was taken to give up
the problem as a case study in the Master elective ‘Creative Facilitation’

Goal

This activity provides the chance to explore how the research question can also be
perceived. The results of the brainstorms were analysed and the insights helped
shape the content of the literature study. The following questions could provide this
insight:

- How is the problem as given perceived?

- According to the research groups, which directions are worth extra exploration,
and why?

Method

Two students build a creative session around two different parts of the research
question:
Group 1: How to bring back your childhood creativity? a question based on
claim of Kelley&Kelley (2014) that creativity is something that needs to be
rediscovered.
Group 2: How to ensure that the Creative Facilitation students keep
practicing creative facilitation also after the two-weeks course? Assuming
people build a sense of confidence during a training, but how to you keep
that feeling also after a course/training.

The two students facilitated separately a 2.5 hour session for five fellow Master
students, see photo's in figure 23.. A discussion with the facilitators after their
sessions and a thoughtful analysis of the session results, lead to some interesting
insights. The key insights are described below and the raw results are in appendix
E.
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Key findings of the CF-sessions results:

- "How to feel confident to.." and “How to feel free to express yourself” are how
the groups perceived the problem. In other words the groups both confirm that
creativity is about believing in both the phenomenon and in yourself

- The ideas of ‘creating an community’, ‘CF family’, ‘Network drinks’ and ‘Brave
Social Space’ all head into the direction that creativity depends on the social
environment (interactions with others)

- The communities and social interactions also suggest that people can motivate/
influence each other in their creativity.

- Create a reason or relevance for creativity. Both teams came with ideas about
allocating opportunities to practice or discover creative practices, like ‘practice with
fake clients’ or ‘mentoring people who are new with creativity’.

- People can be motivated when resources or examples are available. By lowering
the threshold and continuing to remind people, people will be more inclined to use
creativity. People need to get the feeling they are able to be creative. This can be
achieved by reminding them of their creative potential, creating a physical ‘Space’ in
which people can experiment or literally provide case studies/scenarios and tools
to apply creativity.

The discussion with the two facilitators about their session and facilitating also
lead to two interesting insights:

- People judge easier when the target group of the creative process is them.
Discussions within the research group of assignment 2 made them critical and
thereby less free to think of creative ideas.



- People are more creative when they don't doubt the process. All present students
had a creative background making them accepting the process easily. People
with knowledge about the creative process surrender more easily to all the crazy
activities in one session.

Conclusion
Boosting creative confidence..

.is an intervention involving more than just the individual, also the
environment and the social interaction should be taken into account

.will not be effective when the reason for creativity is unclear. Relevance,
knowledge and a clear opportunity need to be provided first.

.is about making people believe that they can be creative with regard to
their abilities, offering the opportunity, but also in what their environment
perceives as appropriate.
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Fig. 23 Impression of Creative Facilitation brainstorm sessions
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3.3 DEEP DIVE INTO THE EXPECTATIONS OF
ORGANISATIONAL CREATIVE CONFIDENCE

With this deep dive an understanding can be made of what experts,
Stakeholders and end-users expect of creative confidence in organisational
context of case study Dutch Airline Company. Through a number of activities,
this self-confidence in creativity is explored, but a description of the case
study is given first.

Introduction to Case Study DAC

Why a case study?

As described in the literature study, an organisational transformation means
changing the culture of an organisation. The culture of an organisation is unique
and therefore the transformation of an organisation cannot be generalised. The
characteristics of an organisational culture define how employees operate and
therefore how these routines, habits and traditions can be changed. In other

words, to understand how employees can be stimulated in the use of creativity,
characteristics of a case study are needed to provide a framework of design
objectives. Besides, practical scenarios of the case study provide the opportunity to
apply theory and test assumption. The organisation commissioning is large airline
operator and service provider ‘Dutch Airline Company’, from here on called DAC.

Goal

To determine the characteristics of DAC besides desk research some interviews
were conducted. Their answers give insight on the following questions:

What distinguishes the airline industry from other businesses

What are the opportunities and threats of the Airline industry and DAC's context?
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Method

To be able to answer these question desk research together with five interviews
were performed with employees of DAC. Some participants work as years (+15
years) at DAC where otherwise they have only just started working for a few years.
This diversity gives a complete and honest picture of how the organisation and its
employees are experienced.

During the interviews two templates are used to collect information in an engaging
and semi-structured way. One template focussing on the opportunities and threats
of the the airline industry and DAC organisation in general. The second template is
an empathy map asking the participants to take the perspective of a DAC employee
and reflect on the work context and how it stimulates change and creativity.

The interviews took one hour in duration and were recorded with consent. The
preparations and transcriptions are readable appendix F. The data is analysed by
combining findings of literature with answers of the interviews, see figure 24. An
overview of the findings is presented in figure 25 and these are categorised to four
key insights documented below.

Key findings
The key findings are a result of the analysis of the case study DAC. However,

this does not exclude the possibility that these insights may also apply to other
(corporate) organisations.



Fig. 24 Opportunities and threats analysis for the airline industry and case study DAC

1. High standardized organisation

DAC is an established organisation with a good reputation and clear market
proposition, however the competition is fiercely and therefore development and
decision making goes extremely fast. There is little time for experimentation, unless
time is made by management. Besides, the business model revolves around high-
reliable services and products in which the customer takes a central position. With
the many years DAC competes in this industry certain work processes and controls
have been established and optimized. On top of this the employees are relatively
old. Many employees have been in the same position for years, doing things the
way they have always gone with success. As result these employees are skeptical
in changing their routines. The shared mentality of “If it ain't broke, don't fix it", keep
employees away from (radical) new ideas (Ford, 1999).

2. Large multi-siloed organisation with a clear customer-oriented purpose

The airline operator grew to +30.000 employees divided over more than 18
divisions, (Klitsie et. al., 2019). Although the employees are well informed about
the high-over customer-oriented strategy, vision and purpose of the company (‘het
Kompas'), the multi-siloed structure leads to differentiation. On the other hand,

in recent years there has been more focus on tackling projects integrally. Integral
departments in digitalisation and innovation are triggering a change in mindset.
More and more employees start to see the organisation as one big ecosystem
instead of separate entities. Although this change to integral approaches,
hierarchical structures are still very present and determinant.

Despite the provision of creative opportunity, literature points out that providing the
opportunity is just a precondition to the real implementation of creativity. For these
projects lays an opportunity for interventions that enable individuals/teams to
embed creativity in order to adopt a creative mindset. In this way the focus shifts to
the functioning levels instead of the construction level (figure 11, p29).

3. Innovation to stay future proof

The question, however, is how can DAC stay successful and future proof? Although
the organisation digitizes rapidly and moves towards a data driven organisation, the
image of the airline business being non-environmental friendly presses the industry.
With the government's increased emphasis on sustainability (Price, 2016; IATA,
2019), DAC is strongly committed to innovation in order to achieve its sustainability
goals. However, DAC should be careful in leading intens shared interpretations on
innovation to avoid fixation and new routines having a counterproductive effect on
creativity.

4. Initiation of a design capability training programme

Over the past years many ways of working have been introduced at DAC, but also
these changed over time fitting the business approach. As said DAC is moving
towards a data driven organisation. In this way she can optimize and predict her
operations and services. A well fitting approach is the Agile-way-of-working, it is
flexible yet effective with expertise leading the way. But, this quit rational approach
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is limited when facing complex challenges, such as sustainability, customer
experience or employee engagement. A more intuitive approach would benefit
such challenges in terms of progression and innovative results. Harnessing
employee’s creative potential by embedding design capability throughout the

organisation gives DAC the opportunity to use tackling complex issues as source of

competitive advantage. Recently, DAC initiated an integral design programma with
the goal to scale up creativity and improve DAC'’s (radical) innovation ecosystem
by maximising the learning of experiment that focus on (longer term) business
goals. In other words DAC has been taken the first fundamental steps in the
transformation to an organization that uses creativity as a means of innovation.

Conclusion

Two opportunities can be derived from this introduction to the case study.

1. Strategic asset - how to transform to an design driven organisation.

According InVision's (2019) research report, the airline industry is still unfamiliar
with a successful implementation of creativity throughout the whole organisation.
DAC has started an organisational transformation some year ago to anticipate

on changing circumstances with agility and to proactively outperform rivals. The
knowledge on how to transform an airline into a proactive organisation with the
ability to respond flexibly to change is a strategic asset for business.

2. Build on creative climates - From macro to micro level

With the design capability programme, DAC aims to train teams/individual
employees to develop the abilities to tackle problems creatively. With this
programme DAC can form the right cultural pre-conditions on macro level. That
is why DAC should now focus on developing a creative climate at the micro level
(domain specific) to enable employees to use these trained skills in their projects.

The aspect missing in this design capability programme is the focus on the
development of creative climates. Within the trainings a safe climate is created
by professionals, however, the different work domains of DAC do not contain a
creativity stimulating work climate. At this point it is hard to build on insights for
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further transformation when employees do not feel confident in experientially learn
what creativity can bring to their projects.

Design objectives for boosting creative confidence in the context of DAC
Boosting creative confidence within DAC..

..requires management and leadership to believe in the value of creative
activities first

..asks for an integral programme to connect different silo’s, departments and
expertises.

..should be a result of creativity implementation in project specific work
environments (micro level)

..asks for different approaches since some projects are determined by high
regulations and compliance, where in other projects there is room for radical
innovation. These differences lead to different ways-of-working and therefore
the embedment of creativity should be tailored.

..should be a product of self-managing teams or breaking through
hierarchical structures.

.will only take place if creativity is accepted by the strong culture within
DAC. Only when employees perceive creativity as accepted in their social
environment, employees are willing to unleash their creativity.
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DAC Design Community brainstorm session

Goal

To build a design community within the large organisation DAC, all design/
innovation related employees were invited to take part in a creative session about
setting up a design community. For this project the session with the designers

is and extra opportunity to discover what the community experiences as needed
interventions to have their fellow employees use creativity. The following questions
could provide this insight:

- What role could the DAC design community fulfill in embedding creativity in the
organisation?

- How can an organisational culture change contribute to increased use of
creativity in the projects of DAC?

- What else is needed to promote creativity within DAC?

Method

In collaboration with two designers of DAC a brainstorm session was set-up and
facilitated, see figure 26. Culture was one of the topics on the agenda to discuss
and part of the brainstorm rounds. Besides was time scheduled to gain input from
the community in how the use of creativity can be promoted in DAC projects. In
groups of 3-4 designers/innovators they brainstormed on five different principles of
what the community can be: Inspire and discover, Support, Initiate a culture change,
Explore the unknowns and Having fun! The session plan and recap on the session
are in appendix G.

Key findings

The main insights of the brainstorm session with the Design Community

brainstorm session are:

» Create an open (online) space to discover new approaches and get inspired by
others

» Enable that people can easily connect and support each other

» Change the work culture by showing the value of creative ways of working, build
on trust, provide design rules and actively explore what research can bring.
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» Explore the unknowns, stimulate proactive innovation. In which the design
community see a role for themselves to bridge between theory and practice
about creative methods, but also between operations and office work.

» Using creativity should be fun!

Fig. 26 Design Community Brainstorm

Conclusion

Boosting creative confidence..

..is product of cooperation with a team, community etc.

.relies on relevance. The value of creativity needs to be clear.
..builds on mutual trust (e.g. create design rules)

.through accessibility of in-house expertise (the design community)
..because creativity is fun!




Input session with DAC Design Community

Goal

The opportunity came along to present this thesis research during the DAC Design
Talks, see figure 27. To understand what creative confidence needs to be boosted
in a large organisation, the session focussed on the creative process and the
abilities of DAC employees. The following questions could provide this insight:
What creative abilities need someone for an design process?

Which do the non-designer DAC employees already have and which not?

What are the obstacles standing in the way for adopting these abilities?

Method

After a short presentation the audience was asked to be part of an input session.
As input the participants could paste sticky notes on a five diamond shaped
process poster. Yellow sticky notes for the creative abilities non-designers should
have, pink sticky notes for the obstacles standing in the way to adopt certain
abilities and blue sticky notes for important events missing in process illustration.
By discussing the post-ts the required attitudes for the abilities were mapped and
obstacles discouraging someone in adopting these attitudes defined.

The participation in the DAC talks gave us the opportunity to be present at a
reflecting presentation of a visual thinking workshop. After the presentation there
was room for an interview with the initiators of the training about the approach
and the impact. This case could be used to have in depth discussion about certain
creative abilities and what confidence is lacking that employees don't adopt these
abilities.

Key findings

Findings DAC Design Talks

- "iguratively speaking, we {design team} can talk about a future scenario on Mars,
while our business counterpart is unable to get away from Earth.”

Employees do not understand the principles of creativity (like; quantity breeds
quality, fail fast succeed sooner, dream big etc.) and therefore do not adopt the

needed creative attitude. The lack of knowledge about the creative process make
non-designer employees impatient. By not following the process correctly, the value
of creativity gets misjudged.

- Employees need to see that change can be something good”
Employees are hesitant initiating change themselves.

- Not every project goes through the whole design process. The designers all
focused on really different stages of the process. There are very little projects going
through all stages of the creative process.

- DAC has several initiatives to make people understand the value of design
activities. One of these is the Visual Thinking training for the IT-department.

- The designers liked the idea of gaining insights via a visual (the design process
model). Visual representation of the creative process is engaging.
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Fig. 27 Input session from design community (presentation, input poster and Visual Thinking recap)

Findings reflection with Visual Thinking workshop organisers

Quotes of trainers (during interview).

“They were hesitated to pick up a pen”

“The threshold to make them start needs to be very low, keep it simple and basic and
provide examples they can copy”

"People were shy in sharing their work, they were comparing with their peers”
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Quotes of participants (given by trainers)

"1 can draw an icon!”

“We will most definitely hold on to our pencils and continue to our common
language”

‘It was nice we could always ask for help”

- Visual representations help to create an common language

- Explaining the theory visually helps in understanding it

- Guided mastery is very important to get people over ‘the threshold’: | am not
creative, what do my fellow peers think, | do not know how to start, what if others
are much better, is it really relevant that | can draw etc.

Conclusion
Boosting creative confidence..

..asks for a common language within a team to get on the same page in how
creativity can be used.

..requires guided mastery, in other words creative activities need to be
implemented incrementally depending the degree of comfort.
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3.3.4 Interviews with DAC end-users
Goal

To discover impact of the design capability programme of DAC on the growth

in creative confidence information is gained by programme team members and
programme participants. Their information give insights to answer the questions:
What is this creative confidence that needs to be boosted in organisational context
What influences an employee’s creative confidence: in other words what works
stimulating and what works counterproductive or stands in the way?

Method
Participants

To answer these questions five interviews were performed with end-users and
stakeholders concerning the embedment of creativity in the organisation of DAC.
Two participants are project managers and also part of DAC's design capability
programme team. Besides, they manage one of the projects whose team
members participate in the training programme. The other three participants are
‘Builders’, which are agents who work two week in the operation followed up with
two weeks at the office. In the two weeks at the office they work on all kind of
challenges from the operation with a creative approach They are supported by the
project managers. What all participants have in common is their above average
competence in performing creative activities. Therefore, they have the ability to
evaluate the company, employees and the design capability programme regarding
the boosting of creative confidence.

Tools

By means of an interview guide accompanied with two templates semi-structured
interviews are conducted (appendix F). With one template the perceived definition
of creative confidence is explored and the second template is a timeline to discover
what of the current design capability programme influences the level of creative
confidence. The participants were asked to speak about their fellow colleagues, in
this way the interviewees were able to objectively discuss about boosting creative
confidence.



For the second template the interviewees took their project teams as an example,
specifying the required creative confidence for operational teams.

Analysis

For the analysis the insights of what is creative confidence (first template) and how
these aspects get influenced over time by the programme (second template) are
translated in ‘needs’ to boost creative confidence and structured in a mindmap,

see figure 28. The corresponding quotes of the interview transcriptions are added
next to the creative confidence requirements. As final step the culture and creative
climate determinants were linked to the findings, this to understand in what extent
there is overlap with the theoretical findings, but also to understand if the case
study reveals new insights.

"People want to know Sprint reviews are needed to
how to get from A to 8"

-Interviewee 1 and if o dependency takes to

understand the dependencies "De, thic ic very diferent for each

Strategic
participant/function” -Interviewee 1

Vision
long, & participants should find
need tobe needto N ancther way or goa. meseeeor —
confirmed in follow a -Interviewee 2
how they. process
“The emplogees find it really tackle problem e —

important to have the abili e
important to have the ability & Heedto — — the value of m:;:]::‘:ha[ need to

to spar with an expert.” creativi
P a s SPEAKTNS 10, e to heep ench Y\ agoalcanbe have
-Interviewee 1 ‘explanation; same a ” achieved in
clarification, other charp and motivated. Purposeful/ et s
guidance and language ‘ 4
support Process -Interviewee 2

structure

‘T expect that understanding comes by
Flexible

experiencing it more often” -Interviewee 2
structure

a basic skill

relevance set

~ “Peaple only learn when the
need to be Hecdtoba opie onlg 1eAL R When.They

able (get & " abletolearn  eally apply the knowledge.”
Creative Confidence
be creative feedin s G
facilitated in —_—
— resaurces and
T quese management choutd (o< — » .
have clearly said this managment e ettt o Twould ke fo get a frain the
programme has priority” management. need to " In thic all trost is very managementto  trainers workshop, to become a
e : 8 p support ¢
~Interviewes 2 ‘Creativity shovld fie e feelfreein o tant, Confidence’ic a employeesin  better conch.
within the procecs” need to align being real important word.” SeRy Interviewee 1
9 with others. creative .
~Interviewee 1 Involved once = -Interviewee 1
lniawhiie SO Creative “Teammembers prefer coaching from
“Becavse everyone involved was in the w— Climate St P.0-ever. the provided veschisig frew:
eoiesorsies el Eerson needtobe ____needtobe UPBOTNE o oxernal decigh agency.”
came room, we really spoke the same allowed to e Leadership
language en we could make decisions.” e ’:;5“"‘“ e ~Interviewes 1
~Tnterviewee 1 management other o )
By knowing what ic going A mindset change ic very important; and
on, it is easier to accept it." | Consider This ctart with having the wnnagement chovid give tha trast.
ie Tnterviewee 2
~Interviewee 1 the  feeling it ic ok to make mictakes”

unustal -Interviewee 2

Fig. 28 Creative confidence 'needs' mindmap

Key findings Interviews with DAC end-users

When going through the creative confidence requirements and findings there are

7 interesting insights to define. These insights confirm the finding of the literature
review, but clearly empathise on the need for stability and direction in order to
facilitate comfort. Not unexpectedly given the fact DAC is a high standardized
organisation with routinized control processes to assure reliability and compliance.
The degree of radicality in the innovation depends on the operational objectives of
a specific work domain(Ekvall, 1996).

Insight 1. Need for structure.

As mentioned by a participant: “People want to know how to get from A to

B". Support is needed to explain, clarify and guide employees through the
ambiguous creative process. This support should come in the form of coaching
(professionalism), availability of resources and providing the opportunity to go
through the stages of a creative process. An intervention that helps achieving this
structure is creating a common language in terms of the use creativity.

Insight 2. Need for relevance

A second insight also mentioned in literature is the need to understand the
relevance of the activities. The clarity of goals is needed to show the purpose and
enhance the intrinsic motivation for creativity. This could also be seen as providing
structure.

Insight 3. Need for learning

This insight relates to the ability to learn. One of the participants acknowledges
that the experiential learning theory of Kolb is the right approach: “People only learn
when they really apply the knowledge” and “I expect that understanding comes by
experiencing it more often”.

Insight 4. Need for controlled autonomy

This fourth insight focuses on the need for freedom and trust. According to a
participant has confidence everything to do with feeling trusted in being creative,
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and thereby “the feeling it is ok to make mistakes”. To deviate from routines
in a way employees must be enabled to explore other ways and discover if
improvement is possible/needed.

Insight 5. Need for support in facilitating creativity

In order to become better coaches, management/leadership need a facilitative
support enabling them to stimulate creativity. To be allowed to make mistakes has
everything to do with the right support of management/leadership. Team members
seem to prefer coaching from their own management/leadership, probably due to
the trust relationships formed with fellow colleagues.

Insight 6. Take time for alignment

The sixth insight concerns having moment to align properly. A participant argued
“Because everyone involved was in the same room, we really spoke the same
language and we could make decisions”. Alignment engages people in the process
and facilitates acceptance finding process. By knowing what is appropriate enables
people to operate autonomously while knowing their dependencies.

Insight 7. Need for roles

How to boost creative confidence is really depending on an employees involvement
in the process and someone's function. Ideal projects teams are diverse in
expertise and skills, but teams can be approach generically by defining certain roles
within a team. Now organisations are aiming to use creativity in the organisational
context, a successful process can only take place when there is sufficient support,
direction and stability to hold on to.

The degree creative confidence needs to be boosted perhaps depends per role, but

the engagement of all stakeholders in the process is important for the eventual
implementation of creative outcomes.
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Conclusion

According to this research study, the employees of DAC mainly needed a lot of
clarity and stability. According to a number of clear 'rules' and 'preconditions’, the
employees must be guided through the ambiguity of the creative process. When
they experience the comfort, they will become looser and look for freedom within
the process.



3.4 EMPATHISING RESEARCH ABOUT ONLINE

PROJECT MEETINGS

With Covid-19, working from home is a new trend that experts expect to
continue after the lockdown. To understand how project teams of DAC cope
with these circumstances and to find out how to set up an online team
meeting based on the creative climate dimensions indicated in the literature
study, chapter 2.4. The results of both activities form design objectives and
requirements for the ideation phase, chapter 5. Before the research activities,
the scope of the project teams and their meetings are define

Scoping - projects and teams of DAC

Selection of the three DAC-teams

Three project teams of DAC have been selected as research cases to design

a solution that enables a creative climate in their online team meetings. These
teams were also selected for the trainings of DAC's Design Capability programme
and therefore can be assumed they have a base in design knowledge and skills.
Besides, these teams are chosen because they work together intensely, allowing us
to assume that the social connections between the members is good. Moreover,
we can assume hierarchical and political influences are limited with regard to
possible development of a creative climate.

In other words, these teams have been explicitly chosen on the basis that a creative
climate can only be created if the team meets certain preconditions, namely:

The team members have healthy relationships with each other

There is a role that can be made responsible for organising the meeting

A clear purpose defines the team's existence and connects their activities and

meetings.
The team members have a base in design knowledge and skills and therefore
at least recognises the relevance for the development of a creative climate.

Description of teams:

1. Digital Team: Multi-divisional team working on a digital service. Five team
members with clear roles. The team plans worksession flexibly depending the
necessity.

2. Optimizer Team: Permanent team with daily meetings to keep track on several
shared projects. When needed, stakeholders or experts join the meeting.

3. Innovation Team: Team of three members which all manage several projects.
Insights from these projects are used to set up an innovation ecosystem, which is
a joint project. For this ecosystem, they also work together with employees from
other divisions.
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Fig. 29 Case study project teams
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Focus on progress meetings

The teams have all kind of meetings spread over their entire project. Some teams
work according a ‘way-of-working’, like Agile (Scrum Guide, 2017). Those teams
have specific ceremonies with a clear purpose and structure. This research
however focuses on so called ‘progress meetings’ in which a meeting group comes
together in order to update and align on certain content. The frequency of these
progression meetings differs per team: Team Data has daily meetings, Team
Innovation has weekly meetings and Team Digital organises the meeting flexibly
depending on the need for coordination, which on average amounts to 1 or 2 times
a week.

(Intake) Interviews with end-users

Goal

To better understand how teams at DAC have online project meetings three intake
interviews with team members are held. In the first place to discover whether the
teams really meet the conditions set for the development of a creative climate.

In addition, to understand how their team meetings have changed into an online
environment since we have been working from home. Moreover, how we can
improve this situation. The following questions could provide these insights:

How do project teams have meeting currently and in what way do these differ from
before Corona?

How do the teams align online? And how do you avoid misalignment?

Method

The intake interviews are held in a semi-structured manner over a videoconference
or phonecall. The question guide, together with the transcriptions of the interview
answers are presented in appendix H. The analysis has been done via the method
of ‘insight cards’. Quotes or observations are interpreted in own words and tag by

a representing key word. Then cards are categorised according the tags and in

this way downsized to a few groups. The combination of categorizing based on
interpretation and still accessibility to the raw information makes it easier to collect
insights. Figure 30 presents an overview of the insight card analysis. Next, the key
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insights are summed up. The needs are important design objectives for the final
solution.

Key findings
Desire for effective meetings

Probably the main insight of the intake interviews is that all three teams have a
desire for more effective online team meetings. Teams expect a balance in home
and office working and therefore they a willing to improve their temporary solutions
for remote meetings. One of the team facilitators admits “we are still discovering
which online modus works best for us”. According all three teams online meetings
have the potential to make meetings more effective. One of the participants said
now we have meetings online: “People get easier to the point” and someone else
mentioned “Before | lost a lot time by travelling..”. Most likely also due to the
momentum created by the Covid-19 crisis, all teams are very open to change the
way they held online meetings.

Low effort and high reward

Teams have tried interventions for effective meetings before: “We have tried many
templates, an intern even made a game for our meetings”. However the effort
required for the solutions were not compensating the reward, leading to teams
relapsing into old meeting routines. The final solution must have high rewarding
outcomes for the effort it takes to have an effective meeting.

Also the structure and resulting interactions of the meetings can be improved to
make the meeting effective. In the context of stability and direction the participants
point out several needs:

Need for alignment

Because team members have less opportunity to check-in, discuss topics
and communicate with each other there is a big need for moments of
alignment: “We check-in much more and this helps in what everyone is doing
and how we can help each other”.



"The meetings are much more efficient."

Interpretation:

The benefit of online meetings is that
people get easier to the point, less
discussion.

sire for Effective Meeti

"The meetings need to stay productive;
low effort, high reward. "

Interpretation:

The solution needs to be easy in use and
ratio effort and reward needs to be
productive

ire for Effective Meeti...

few screen
changes

(different
media)

purpose-
fulness

"a canvas could be really handy, but it is
often such a hassle to get it." "sometimes
itis better to draw something on a piece of
paper and show that in front of the
screen”

Interpretation:
The time it takes to open a canvas tool is
to much effort for the result

Desire for Effective Meeti..
Need for visual expression

"For the regular team-meetings it {Miro}
would not work"

Interpretation:

with Miro during meetings

Desire for Effective Meeti...
Need for visual expression

effectiveness

" Maybe for when we are getting bigger it
would be good to have any form of
structure. Now there are sometimes
misalignments about who is doing what. "

Interpretation:

There is no structure, which causes

misalignment in accountability

need for

account-
ability

People think that there is no time to work  |IEEE_—_—Y

Low in effort,
high result

"The organisation has fully shifted to the]
365-microsoft environment, but we are
still figuring out what is working for us. "

Interpretation:

"The meetings are conversations and
people share their screen when giving a
presentation.”

Interpretation:
People like to express themselves
visually/with presentations

Need for visual expressior

"I can not explain myself by writing or
drawing something on a post-it or
whiteboard."

Interpretation:
There is a desire to be able to visually
express herself

Need for visual expression

Covid-19 opens
eyes, it make

To ensure the solution is feasible for the
organisation it should fit the 365-microsoft
environment. But there is room to think of
something new.

Feasibility aspect

people realise

change is required

Wish for social
interaction, where

communication.”

Interpretation:

"I miss the interaction with each other.
Is it hard to understand non-verbal

People want to understand each other,
also on emotional level

Need for human interacti

work and home
remain separate

"Videoconferencing is also a bit a\ 3
itis very in your face."

Interpretation:
People like to have other settings than just
looking at a framed head

Desire for variation in me...

"I personally prefer Blue Jeans because
you can blur your background better."

Interpretation:
one is attached to privacy

"We are trying to work with Mural, but
there is no structure yet."

Interpretation:
There is need for structure

Need for structure

"Sometimes Linda (PL) makes an agenda
when it feels necessary"

Interpretation:
Also small teams (3 people) sometimes
need structure.

Need for structure

"Really, we easily ruin two meetings to

"We are still discovering which online
modus works best for us."

Interpretation:
There is no structure yet

Need for structure

figure out how to set up a project.”

Interpretation:
Time got wasted due to lack of structure in
meetins. They are missing a goal.

Need for structure

" We have tried many templates, an intern
even made a game for our meetings"

Interpretation:
The team is open to try new thing.

Open for Change

Goal clarity
I
I
"These days we share clear descriptions
with images of the process and what kind

of result they can expect. ”

Interpretation:
People are trying new thing to manage

"The Radical Innovation Team has as the
common goal to build an innovation
ecosystem."

expectations well.

Need for Stability & Direct...
Open for Change

" To spruce and make something creative
out of it, it's almost better to go through a
structured sprint, rather than separate
meetings"

Interpretation:
There is need for process facilitation

Need for structure il Process facilitation

"The Scrum Master takes the lead in these
sessions. "

Interpretation:
There is a facilitating role

Process facilitation

"Ideally, we would prepare what we want
to discuss in a meeting, and share the
information upfront so everyone can

prepare.”, "Online Co-creation is very
hard"
Interpretation:

Cooperation/Co-creation is difficult online

Need for structure i} Process facilitation

"It is actually stupid because every project
should start with understanding the goal
and making a plan according this goal.. but
we don'tdoiit. "

Interpretation:
They miss a strategic plan

Need for Stability & Direct...

Interpretation:

DutchAir is working with a innovation
programme to integrally innovate the
business.

ing variation;

Keep the
meetings
interesting

=

"Before | lost a lot time by traveling from
one to another building."

Interpretation:
People see the benefit of digital meetings

"During meetings they also discuss what
issues they're up against. "

Interpretation:
During meetings there is room for
reflection on how things are going

Open for Change

"I really have to repeat this {relevance of
her role} every meeting, otherwise they
don't getit.."

Interpretation:

§ Role clarity
Need for role clarity
Need for role clarity I
— —— I —
S —

"Nowadays I'm more calling then emailing,
| find it important to ensure people have
understood me correctly and then calling
is more straightforward”

Interpretation:
People want to make sure they are well
understood

Need for Stability & Direct...
Need for alignment

Open for Change

Fig. 30 Insight card analysis of the intake interviews with project teams of DAC

"in the new normal, a balance will have to
be found in this."

Interpretation:
In the future people will make use of
digital meetings more often

Open for Change

allocation of ta:
ind alignment
——-—J
People need
to be aligned

"I have the feeling | need to be present at
every meeting otherwise | have no clue
about what everyone is doing"

Interpretation:
Meetings are more crucial than ever
before

Need for Stability & Direct

"Because of all these changes we have a
short stand-up every morning at 10 a.m.
and also at the end of the day we have a
check-out. "

Interpretation:
There are more meeting for confirmation

Need for Stability & Direct...
Need for alignment

what everyone is doing and how we can
help each other.”

Interpretation:
More meeting for confirmation

Need for Stability & Direct...
Need for alignment

" The project teams are often a mix of
people from the business and designers
with which | work and tune in really

intensely.” clear ways to
communicate /
Interpretation: documentate
Intens work dynamics to ensure all I
different viewpoints come together [ |

Need for Stability & Direct...
Need for alignment

aligned by sharing his/her interpretation of
what I'm saying; “so you mean this.”

Interpretation:
Interpretating/sensemaking helps to get
aligned

Need for Stability & Direct...
Need for alignment
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Need for clear roles and accountability

In order to know who to engage for certain issues or questions the different
roles within a team need to be clear. Also for expectation management,
accountability and trust it is important to clarify who is responsible and
approachable for certain topics.

Need for goal clarity

The teams indicated that most of the time meetings include updates about
the progression and activities planned. Due to the lack of clear meeting goals
time can be spend really inefficient: “I have the feeling | need to be present at
every meeting..” and “we easily ruin two meetings to figure out how to set-up
the meeting”.

Need for smart ways to communicate

The team meetings are the moments where different opinions, viewpoints
and experiences come together. Online meetings makes it harder to ensure
everyone has understood you correctly. One of the interviewees explained to
have changed her communication strategy: “Nowadays I'm more calling then
emailing, | find it important to ensure people have understood me correctly
and then calling is more straightforward”

On the other hand the interviewees pointed out some needs regarding freedom and
how this has changed due to the change to online environments.

66

Need for variation

One of the team members explained to find a bit “awkward” to look at
framed close-ups all the time. This is interpreted as the need for variation,
like the freedom one has in a meeting room to use the whiteboard or have
the meeting as a stand-up. Also the absence of hand gestures make online
meetings very static.

Exploratory Research

Need for human-interaction

One of the interviewees raised that meetings are more efficient regarding
time. The downside, however, is that people interact less with each other,
which is at the expense of social connecting. One interviewee mentioned:

‘I miss the interaction with each other”. Within meetings teams should

also take time for team building and small talk. Team members miss the
social interactions and non-verbal communication of face-to-face meetings.
Besides a team member finds videoconferencing “awkward” and “..very in
your face”. With regard to privacy and professionalism participants are fond
of the option to change or blur the background.

Need for visual expression

“A canvas could be really handy, but it is often such a hassle to get

it" although this sceptic attitude towards the introduction of another
(whiteboard) tool:, there is a solid need for the possibility of visual
expression. Interviewees commented: “..draw something on a piece of

nou

paper and show that in front of the screen’, “Now, | can not explain myself

by writing or drawing something”, “people share their screen when giving a
presentation”. Employees prefer visualisations to tell their story.

Conclusion

The project teams are open for change and all mentioned the desire for more
effective meetings. A solution however will only work when the effort is low and
reward high.

Probably due to homeworking team members feel more dependent on the online
meetings. These online gatherings are thé moments to focus on alignment and

team connectivity. The opportunity is to design meeting structures including

interactions affording alignment and connectivity.

Most of the other findings are needs overlapping with the creative climate
dimension indicated in chapter 2.4. Fulfilling these needs leads to effective
meetings in both efficiency and creativity. The needs are translated into design
objectives, see chapter 4.



Observing online project teams

Goal

In the intake interviews is discussed which meetings were best suited for this
research. Eventually different project meetings were observed to explore the
current meeting structures and interactions with which the project content is
addressed and to discover room for improvement. Research questions that
underlie these observations are:

In what structure gets content shared and discussed?

What is the role of the facilitator in this?

Which kind of interactions do occur? and are these a result of a creative climate?

Method
Participants:

In total six meetings have been observed. Three of these observations were of the
Data team because of their daily meetings. By observing some of these meetings
any changes over the week can be identified. Also two different meetings of the
Innovation team have been observed. One observation of just the team meeting
and another meeting about their shared project; innovation ecosystem. The Digital
team was observed once.

Tools

The observations were performed by attending the online meeting just like any
other participant. In this way the entire meeting can be followed without any
necessary changes to the meeting. The meeting group had been informed of the
observations in advance. From the moment the video conference was joined it was
possible to stay in the background. The camera was off and the microphone on
mute to avoid distraction.

Post-it notes were made on an empty template with a timeline in which the
structure, the influence of the facilitating role and the resulting interactions with the
meeting group were plotted. The content of the meetings were confidential and is
therefore left out.

Analysis

For this explorative research activity two analyses have been conducted.

Both analysis are based on the meeting journeys created to summarize the
observations. In the first analysis the journeys are assessed on the presence of the
creative climate dimensions and the second analysis is a comparison with an ideal
meeting structure is done to understand what current meetings lack or how they
need to change.

Meeting journeys

The observations and notes are processed in so called 'Meeting Journeys' (Figure
31-33), which serve as summaries of the observations making it easier to analyse
how the current meetings are held. The meetings of the Optimizer team were
having the same kind of meeting build-up, the insights of the different meetings are
combined in one journey, see figure 36. The innovation ecosystem meeting was
more a worksession and for that reason the Innovation meeting journey is based
on the team meeting.

The Meeting Journeys exist of four horizontal lanes: 1. the meeting flow: the stages
within the meeting, 2. the different activities in the meeting, 3. sayings and actions
of the facilitator, 4. sayings and actions of the team. The observations notes of
lanes 2-4 are as far as it was possible aligned with stage in which the information
was observed (vertical lanes).
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Team DATA | DALY STANDVP | 1S-30 mMn

Facilitator

One by one

People ask
questions and

meeting really starts

l Share viewpoints

Last moment invite

09:45u Check-in . . challenge each Clarifying the Finishing the
announches if people give an . h
on BlueJeans i -«———p other to understand progression meeting
meeting can start update which choices to
amake
T — | TT——————— | — T —
Meetings are very flexible —w
Discussing for who to Check if someone ’ Explanation of activities done ’ Challenging others ‘ Reality check
wait needs to add the
. meeting ’ Interpreting what is said ‘
Small talk until the Explanation of activities to be done ‘ Laughter

when attending is .__|

Clarify dependencies

suggested as relevant

|

Check the possibilities }

People have the need to
share something before
getting formal Facilitator invites

people/experts when their

~

The goal for the week is
Avoid problems discussed at the end
“I think we're mixing .
up two points now" 'Yes, than we can
have a good
discussion about
how it is going to
look like"

"Where do we need
to start?"

“Why is this not
possible? *

Room for
fun

T2) "haha, so we're
gonna need another

intern anyway ;) T2) "Can we discuss

this later today?"

T2) "How often are
we going to run
this?"

N

E1) "What will be

T1) "Good to know!
Than | will look at
the compatibility”

Check of accountability ‘
Reminders ‘

Wish success

In depth

T2) "But.. we were
not able to do this" separate one-to-

one meetings /

Leader gives
update as final

50 he can
"When we know when

we can release
something | can make
a call to commercial"

question

“Where you able
to look at.?"

“Do you know how
he is doing? "

discussions are
donein

T1)" Yea | explained him
via Slack Yesterday. Now he
can work on it by himself*

Arranged
via Slack

T1) "Although, he is
still dependable on
my database”

R
"We work with Jira to
keep track of the

| tasks" - Facilitator

really inception”

Most of the people joining the
meeting are actually at the office,
but everyone sits separetly
behind their computer

"Look guys, I'm “.. will attend input/viewpoint seems
at the offi cél' the meeting” relevant for the process
Facilitator
" ‘s gol”
"I'm going to Oke, let's go!
— crab a coffee"
There is no rigid structure
for the meetings
- anyone can start -
-anyone can join T1) Im o!(e
f with starting..
".. added T1) "So that's it from the data
Toam something to side and the plan to release
the board" something this week j
clear defined roles
—_—
E1) "This is Presents several

the relevance of
doing this? "

-

scenario's in how to
use certain data to
provide the team with
the information
needed to make a
choice

defined and
people are made

accountable RISRI

E1) "I shall go, because |
need to leave at 10:00u
for a user meeting "

E1) "I shall prepare

it anyway "

_—

E2) "I will have a look
in what is possible *

/ wa
New tasks are “ﬁ [
v

This is a check if
everything is clear, no
more questions

immediately ask

" Well, that was
hem for today!"

“Until later today”

T1) "Good luck
everyone"

2) "Yes, Enjoy!"

Comments
facilitator

Insights

Fig. 31 Meeting Journey DAC-Optimizer/Data team
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TEAM DIGITAL SERVICE | END OF A WORKING MEETING | 36 MIN

"preferably you don't
need to go to another
screen” - Facilitator

"We should actually start
with an task appraissal" -
Facilitator

N

"Every time when
some checks-in there
is recap" - Facilitator

Facilitator

Work session Facilitator; suggests options
(confidential) Summing up what gg P
. in how to
has been done in R
. continue
BlueJeans the work meeting + planni
Not every one checks planning
in at the same time
— | —

"We work next to the
information we need, this is

back and forward

communication goes

r Alignment part

Get to common

Informal chat

ground in how to Plan new " !
continue meetings rap-up (persona
activities etc.)
—

urely practical” - Facilitator s
purely p | Recap of the activities |

Decisions are made

|

I
I Prioritises on urgency I l

Risks/thread are mapped

|

Small reflection on
session
(unintentionally)

They have an unstructured

Mural Board Butno Tasks get divided | Thank each other | | Laughter
-Journey of the service + documentation
information and they add post-
its wherever there is space . R
“In terms of task There are discussions about the content | .
division, there is no :
w g Influences the tasks,
From now one e, structure” - Facilitator ;¢ no documentation ‘| People give feedback/tips
have a Miro licentie.
- Facilitator
"we have a great : i
"I guess .... is most "We agreed on the team working : "Shalliplan another "We could have time- "Have a nice
" Facili -
important for now?" matrix, now we only together” - Facllitator session? boxed better, but at the birthday!"
Facitator need to check if it fits end it {session} was
While Iooking atthe and than we can good"
g others, looking for Y e A But no plan is made
| — confirmation for next time
"We need to test with "But.. we want to "I like the discussions we "Thank you for the "Enjoy your diner
make a change" are having" session" tonight!"

different people to
5 look it from different
Team perspectives”

"I could sent an email afterwards with

what we agreed on, but we see each
other already so often" - Facilitator

0
"We all know the
“it'll feel like a children's urgency of the project”
class"- Facilitator - Facilitator

4\/

Extra discussion to
understand who needs to
be participants in the test

(goal was not clear)

People see the value

of doing (co-creating)
and have discussion
about this content.

(]

Comments
facilitator

Insights

Fig. 32 Meeting Journey DAC-Digital Team
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TeAM RADICAL TNNOVATION | WEEKLY STANDVP | ) Hove

Facilitator

Team

When sharing insights or asking

questions ‘speaker looks at
screen to see if there is any

reaction (facial expression, body

language etc..

Facilitator
announches if
meeting can start

Check-in 12:30u

Individual updates
about projects

Check-in: 'how is
everyone'

-

There was not real link
between these two
activities

Shared topic;
innovation eco-
system

—_—

Wrap-up

Finishing the
meeting

getting ready Welcome Updates about I Explanation of activities done | I What is the progression “ Made decisions are shared
for the meeting personal well- l ’ o
Explanation of activities plannedl | Di : |
. i wh ill n n
Short being I I scuss what still needs to be done
introduction Share insights/learnings .
g g | share latest insights |
I Provide suggestions I
I Feasibility check planning-wise I |Agree on how to contlnuel
Stakeholder | |Strategy discussion of how te keep
management involved in certain projects members have Because they were going
clear tasks/roles "This afternoon we have a to see each other within
Facilitator hold and therefore help follow-up session with the 30 minutes, there was no
track on e is easily asked group, with the aim to.." real wrap-up/closure
"I didn't have a proper look planning/long- "I think this is an
"Sorry, | still need "Today we have a yet, but in the beginning of term goals mtere:tnng t°p'|f, for "Only Cargoisntinthe  "There will be an
to lunch, is that meeting of 1 hour the project you mentioned usliolespliracking loop yet" "@{name}, can  extra meeting about ~ "Yes, I'm going to
oke with you?" instead of 1.5, . is importa_nt. .[75 this still sAndlhowldoes "We have been asked to you help me with this? socigl innoygtion, if the \{vebinar{ see ’
because | will onitieipanning? the planning look help in project, | will send you like to JOIYO you in 30 minutes!
attend a webinar after July?" you updates of the . are welcome
at 14:00u" "ok, perfect” developments" | guess we can use o )
our platform for data “If this is a topic for
; Itis mainly the awareness our pla_tform needs
People t.ake the time to facilitator/lead who checks "Do you know . to be discussed
make it themselves upon the progression (not X . I called... we have
comfortable P ea':h ogther) if there's any discussed how to use ’
i . LesiStances each other's platforms | MemPers o't "Good point, but than
T1) These are T2) "We have been actively ask for | | like to ask us. "
crazy times where a_ble to dow_nload T2) "Yes absolutely, T2) "I'm afraid we each others
I don't feel very {it}, so thatis no butdueto...ina are dependent on T2) "Maybe you opinion The mainly functioned

"So, now I'm sitting comfortable”
at the office"
T1) "How is this

for you... {to T2)"

Combination of screen
sharing and video

calling

frtpensy

longer required.”

T2) "We have been

busy improving the
processes together
with."

) T2) "My proposal
is."

T2) "A detailed
planning is added
at the end of the
presentation, if
you are interested
have a look"

different format) the digitalisation"

T1) "But
T2) "But, we don't {name}, is
have any IT Support.\ {stakeholder}
this is big bottleneck doing be"ner
in the project” already?

Only after
questioning their
are discussions
about limitations/

T2) "What | see

as next steps in T2) "l don't have

real update yet?"

Julyis. obstacles
Members ask
about each
other's hurdles
T2) "Ohh my and if they have
lunch, avocado find a solution
and egg!.."

can get some
inspiration of
this.."

can you share the info?"

T2) "will there be a link to
the community pages?”

T1) "Can we ask {management of

their department} how we will cope

with the current situation?" "To me
it seems a good idea to anticipate
on certain scenario's”

Many ideas and
suggestions are made,

but without discussion or

70

Exploratory Research

action plan

T2) "Yes | can make a call,

mainly as moment to
discuss strategies/plans
for next meetings and
activities

T1) "I have to go, but we
see each other again in
30 minutes”

T2) "Bye!"

Comments
facilitator

Insights

Fig. 33 Meeting Journey DAC-Innovation Team



Analysis 1: assessment of the creative climate dimensions

The eventual goal is to boost the creative confidence of employees. By assessing
the likelihood of the creative climate dimensions to be developed, the effectiveness
of the current meeting build-up to boost creative confidence can be discussed. The
exploratory research activities have extended the 9 dimensions of the literature
study to a final set of 12 creative climate dimensions, see the take-aways in section
4.4,

The dimensions are assessed from -2 ‘very unlikely to evolve' to 2 very likely to
evolve. Also the answers of the intake interviews are taken into account when
assessing the dimensions. The results, see figure 34, of the assessment provide
insight of how future meetings can improve in providing a creative climate.

[P}
' Gomfort oriented dimensions
LV

]

R

Gonstructive Social connecting

communication

Control by
accountability

Purposeful contribution

The extent teams.
- know the purpose of the

The extent teams,
- give feedback/comment

The extent teams,
- build on relationships

The extent teams.
- make use of roles

meeting / project through use of tips&tops assign tasks - have informal
- have personal objectives - have transparent - control deadlines conversations
- create own interpretations communication
- listen to each other
O 0O0OO0Oo O O0OO0OO0OO O 0OO0Oo O O0OOO0Oo
-2 - 0 I 2 -2 - 0 | 2 -2 - 0 I 2 -2 - 0 ! 2z

Without the discussion of a
meeting goal team members
give their updates, resulting
nobody knows when the
meeting is a success. "We
easily ruin two meetings to
figure out how to set up a
project.”. With a clear
purpose, much more can be
gained from the meeting.

Due to the good mutual
relationships within the
observed teams the
communication is
constructive: “Good point, but
than | like us to.". Because of
the lack of interaction and
debates it is unclear if
feedback and comments are
truly constructive.

Leaders sometimes zoom
out and control aspects as
planning and stakeholder
management: "How does the
planning look after July?”
Team members don't hold
each other accountable, due
to lack of structure and task
division.

The teams observed already
had good social
relationships. Homeworking,
however, limits the time to
socially connect. Video
Calling makes the meetings
already more personal, but
when homeworking becomes
amore permanem
phenomenon, greater
attention to social connecting
is important for trust
relationships

ﬂ Freedom oriented dimensions

A

Conflict management

The extent teams
- give attention to resolve
personal and emotional

(9)

Common lanquage

The extent teams.
- use the same words,
activities and actions to

Consider the Unusual

The extent teams.

- dare to take risks

- Run new ideas and reflect
- don't commit to ideas

Dynimism / Liveliness

The extent teams.

- vary in activities

~vary in approach (e.g. only
drawing ipv talking)

tensions express oneself directly - vary in setting
- set meeting rules - can create the same - vary in perspectives (e.g.
expectations including stakeholders in
meeting etc.)
0O0O0O0O O 0O0O0O O 0O0O0O0 0 0O0O0O
2 A o z 2 A [ 2 2 o 2 2 [ 2

Online meetings are very
one-sided. The mute-button
is a good feature to avoid
chaos and to have everyone
listening, but stand in the way
of hitch-hiking, giving direct
feedback and spontaneous
emergence of debates
/dialogues. sometimes when
obstacles come to light,
conflict management is
needed

Functions as screen share
and in advance document
sharing contributes to having
the same content. But, when
discussing about certain
context and suggesting ideas
or deciding on a certain
direction, this new content is
not shared, possibly leading
to different interpretations
(misalignment). By tracking
facial expressions members
try to get some indication of
confirmation

DAC is a idea-driven
organisation. There are
out-of-the-box ideas, however
these are not considered as
implementation worthy. The
ideas stay concoctions and
don't become actions for
example an prototype or
mvp. The teams don't plan
the time to consider the
‘unusual’ ideas.

Sitting in front of a camera
with a mute function make
current online meetings very
static and communication
one-sided. The lack of
interaction and variety in
scene or position cause
people get very tiring and
bored in long meetings (+1
hour). Future online meetings
must contain the liveliness of
face-to-face meetings to
make it an interesting
replacement

Room to Diverge

The extent teams.
~Take time to diverge
~are able to generate ideas

Humor/Playfuliness

The extent teams.

- make jokes

- use metaphors / analogies
- use artifacts/pictures etc,

- laugh/have fun!

G

Debates/Didogues

The extent teams.
-illuminate different
perspectives

- Ask for each others opinion
- Give each other the change
to speak

- Challenge each other

Form of expression

The extent teams.

leave room for different
styles of communications
- enable individuals to
develop their personal
communiation style

- stimulate visual
expression

O O O OO
o 1 2

-2 -

With the absence of a clear
meeting goal members don't
take the time to diverge on
the topic in order to find the
best outcome. While A
member won't actively ask
for input, If an issue does
emerge during a discussion
members give suggestions
and find it very valuable.

The members make jokes,
probably because of their
well established social
relationships. But as said
before the meeting structure
is very static and could use
some playful elements to
make members involve more
with the content of the
meeting.

The members attending in a
meeting often have their own
perspective and expertise,
often the reason for being
invited. Currently the
members don't mingle in
each others division, while
the uncovering of different
viewpoints could in fact bring
new insights to light.
Members don't challenge
each other and therefore
online meetings is more
sharing then receiving
information

O 0OOO0Oo
2 40 2

Because mainly video calling is
used as way to communicate,
employees are limited in ways
to express themselves. Via
screensharing any form -
drawing, presentation,
schematic overview etc. - can
be used. There is not much
freedom in expressing new
generated content during the
online meeting. Despite spoken
words or text in the chat
function, members cannot
easily build upon each other.

Fig. 34 Assessment of presence creative climate in current project meetings of DAC
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Analysis 2: Comparison of meeting journeys with ideal meeting structure The meeting journeys are compared with the ideal structure resulting in the

In order to perform the analysis first an ‘ideal’ meeting structure functioning as a analysis overview of figure 36. This overview contains one representing meeting

base for a creative climate was developed, see figure 35; and for the development structure, because all meeting journeys were having the same kind of meeting
of the structure chapter 5.4. This meeting flow is based on knowledge of building- build-up. The insights (light yellow post-its) of the different journeys could in this
up a creative session (Heijne & Van der Meer, 2019) and key principles of a creative way be combined into one overview. As result of the comparison with the ideal

process, indicated in section 2.

meeting structure, red post-its indicate the lack of certain aspects and the dark-

yellow post-its point out the needs for certain aspects of an effective meeting with
a creative climate.

s e

10. Check- e
out v
| | ROVNDING OFF/CONCLUSION
"""""“K free | Informalround-

to continue &

autonomously?
e -é——-
Every meeting ends
with a clear way
., forward and in the
", next session during
the reality check
progress and possible
changes/proposals can

be discussed

Fig. 35 The 'ideal' meeting flow for a creative climate
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Fig. 36 Overview of the comparitive analysis of the meeting journeys and the ideal meeting flow
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3.0 TAKEAWAYS EXPLORATIVE RESEARCH

All research activities have a common conclusion that social interactions with
fellow peers is an important aspect to connect and motivate people for desired
creative activities(e.g. doing user research). This supports the literature about

the important of understand how a social environment influences how an
individual acts and thinks. With the presence of a shared interpretation - ‘common
language’ - about creative activities, like visualising, people seem to perceive their
environment as safer to express oneself creatively. But, the sense of safety and
social cohesiveness will only sustain when individuals perceive the time spend as
fun, purposeful and feasible to one’s abilities. Again, like the literature study the
explorative research activities indicate the need for a balance in focus between
showing the necessity of certain activities and developing this safe environment to
create acceptance for the use of creativity.

Three extra creative climate dimensions

The research activities have revealed three more creative climate dimensions
important for an environment to result in the use of creativity. Section 4 provides an
overview of all dimension of a creative climate.

Tenth Creative climate dimension: Social Connecting

0]

‘@_\‘O The deep dive points out that there is a tenth dimension making a
\Q] creative climate, namly social connecting. This dimension concerns

with social interactions part of a creative climate and influence

someone’s sense of comfort. Through social connecting employees

get to know someone else better and understand each other’s

situation, this leads to trust relationships. As concluded in the

literature study is trust a building block of a creative climate.
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Eleventh and twelfth climate dimensions: Common language and
Form of expression

Two findings of the intake interviews contain needs about the

way of communicating. Although there is a dimensions about
constructive communication, there is nothing said yet about the
form of communication. Getting to the same interpretation of certain
information by means of common language contributes to the
sense of comfort in a meeting. On the other hand enables having
choice in how to express oneself to a sense of freedom. Since these
recommendations are also given in the validation of the creative
climate dimensions, ‘common language’ and ‘form of expression’ are
added as eleventh and twelfth creative climate dimensions.

How online project meetings can boost creative
confidence

4 design objectives

Video calling already gives many possibilities, video connects people, allows for
conversation with multiple people and with screen sharing the group can follow
presentations by visual and textual support. However an analysis of current online
team meetings indicates some opportunities regarding the evolvement of a
creative climate in future online team meetings.

1. The meeting organiser balances the meeting structure
The interviews and observations point out that there is a lack of
structure, despite the need by teams for stability and direction. To
support the evolvement of a creative climate the structure should



provide both comfort and freedom. In order to achieve this the structure
must consist of an activity involving goal clarity, possibility for social
connecting, time to diverge, considering the unusual and a clear wrap-up
comforting everyone, but also allowing for action!

The meeting organiser should be enabled to create a structure that fits
the aim of the meeting and which affords the desired interactions for
a creative climate by balancing activities leading to either comfort or
freedom.

Interactive communication for alignment

According the different needs identified in the deconstruction research,
lack current online team meetings in an engaging environment for
effective communication and information sharing. Just video calling is
not enough to reach the alignment enabling autonomy. Future online
meetings must be held in an online environment allowing for better
alignment through the facilitation of debates/dialogues. A more lively
online environment needs to be created empowering employees to
interact with others nonverbally in a form they can express themselves
best.

Facilitate group connectivity

A second argument for more interaction is an reaction on the need

for human-interaction. A downside of homeworking is that employees
have less moments of social interaction. Future online meetings must
enable employees to also be colleagues again. Time must be invested in
social connecting to build trust relationships and group cohesion. When
someone feels comfortable in a group, this person is more likely to
share thoughts, consider the unusual and open up for feedback and new
(unusual) suggestions.

Focus on implementation, participants are action-minded.
DAC is an idea-drive organisation. The bottleneck, however, is the

translation into action points. For example in the Team Innovation
meeting several ideas and suggestions were pitched, however no
decisions were taken on the implementation of these ideas, apart

from the plans made to discuss the idea in another meeting. Teams
should be more action minded to learn from experiences instead of
giving pointless updates or having endless discussions. Navigating
teams towards action points also mets the need for indirect control for
autonomy. Because preparing oneself for autonomous continuation,
asks for coordination instead of control.

3 Requirements

Besides the four design objectives there are three requirements to be met.

1.

Next to facilitating effective meetings the preparations must be efficient. As
mentioned by some of the team members the effort needs to be lower than
the reward. Especially with the minimal preparations currently, the new way

of organising online meetings need to be time-efficient

The final solution must be compatible with existing applications that
overview the backlog and progression of the project activities. Double work
must be avoided.

The new way of online meetings is in combination with video calling. The
added value of being able to see each other during a meeting should not be
overlooked. In the ideation session with students it was raised that the value
of face-to-face meetings is non-verbal communication. During interviews
with DAC teams it was mentioned that seeing each other contributes to the
social connection with colleagues and in observations it became clear that
confirmation is sought through facial expressions and body language. Video
calling is important for the comfort side of a creative climate.
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Fig. 37 the meeting organiser is responsible for the development of a creative climate

Meeting organisers need to able to use creativity, alignment, implementation
and connectivity als building blocks for their online meetings in order to build an
opportunity window for freedom and comfort.

Takeaways in short:

The meeting build-up is efficient, video calling and compatible with applications
already in use.
The meeting interactions should be fun, seem purposeful and feasible to one’s
abilities

«  The meeting structure involves activities focussing on connectivity, alignment,
implementation and creativity itself.
The meeting is effective when employees feel empowered in their autonomy
and thereby their creativity.
Focus on meeting organisers who need to build-up an effective meeting
according the first four takeaways.
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4 svnTHESIS

In this section the takeaways of sections 2.6 and 3.5 come to together to form a
design opportunity. Therefore an overall reflection on the Inspiration phase is held,
which concludes with a design brief. Also several choices are explained to scope the

design solution space.

In this chapter:

4.1 Reflection on inspiration phase
4.2 The Design opportunity

4.3 Concluding Phase 1 ‘Inspiration’
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417 REFLECTION ON INSPIRATION PHASE

By reflecting on the first phase of this research project; inspiration phasse
(chapters 2 and 3), it will become clear which direction this project should
take in terms of the design phase.

Momentum for change

Partly due to the Covid-19 virus, organisations have gained momentum with
regard to the need to be able to act flexibly. Creative problem solving provides this
flexibility, but an organisational transformation is required to embed creativity as
means for innovation in the culture of an organisation.

In current circumstances however, organisations are still recovering from the scare
of the virus. For this reason we assume that organisations like DAC will unfreeze
appropriate projects for innovation when the lock-down has been lifted and when
the economy has stabilised somewhat. In order to create a working environment by
that time which stimulates employees to use creativity as a catalyst for innovation,
a transformation of the organisational culture is needed in seven different factors
that influence creativity and innovation. For this reason the project solution will
focus on a future scenario in which organisations feel the urge and possibility to
transform themselves into innovation-stimulating cultures.

Notable in this scenario is the expected reduction in time spent together on

the work floor. The influence of the work climate has no longer impact on how
employees operate. A drawback for boosting creative self-confidence since the
dimensions of a creative climate have big influence on the unleashing of an
employee’s creativity (Ekvall, 1996; Kelley&Kelly, 2014). Besides this limits the
time for proper alignment and acceptance finding, which has been indicated as
important to eventual implementation of new concepts (Buijs et. al., 2009). Due to
this, the moments of online gatherings become even more important than before.
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Future scenario

January 2027, the world has changed drastically the Covid-19 virus
leaves a big mark on how we treat each other and how we continue

to build our future. Organisations have a high sense of urgency to (re-)
Start innovation profects and align their products and services with
the circumstances. After all, the need for creative- and innovative
solutions has never been this big. There is a strong demand to
unleash the creative capacity of employees in order to deal with the
current situation in an innovative way.

But we still live in a social distance society, causing project
workspaces have largely shifted to online environments. On top of this
has shown the surrealistic times of lockdown that radical change can
lead to improvement and efficiency. As a result homeworking remains
and a combination of office and online working is the new normal’
But, homeworking make teams have less possibility for informal
agreement and coordination. For this reason the meetings planned
are highly efficient and allow employees to autonomously work on
innovation beyond these meetings. These rmeetings take place in
permanent online workspaces in which different applications are
linked and colleagues have the opportunity to connect.
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Fig. 38 Future Scenario project meetings
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4.2 THE DESIGN OPPORTUNITY

The future scenario creates context for a design opportunity. In this section
we navigate from a design question to a design statement. The design brief
is the starting point for the ideation phase.

The design brief

Design question

A design opportunity arises to facilitate support in developing an online creative
climate which empowers employees to act and think creatively. The shared
meaning of such an online creative climate is mainly put to the test in moments
when team members gather to discuss progression and next steps. Effective
meetings including activities of alignment, connectivity, implementation and
creativity benefit the presence of a creative climate. Such climate affords a sense
of freedom and comfort which are the building blocks for autonomy and thereby
the use creativity.

Organising meetings in a way it deliberately leads to a certain extent of autonomy
is what we call from here controlled autonomy. This controlled autonomy enables
employees to independently contribute to the process and trust others to make
the right decisions, due to the known independencies, shared purpose and project
goals(Rodrigues, 2015). The design question that rises;

How to facilitate controlled autonomy according an online creative climate?
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Scoping the design space

Designing a solution for the facilitation of controlled autonomy according an online
creative climate requires some choices of the design space and thereby some
assumptions are done.

1. The cultural factors fundamental to the development of a creative climate are
established. This includes presence of a clear strategic purpose, innovation
and creativity supporting leadership styles and organisational structures
benefitting self-managing teams and cross-divisional collaborations. Besides
the professionalism and resources are accessible to allow employees using a
creative process to cope with wicked problems

2. The second assumption is that the target group of this research has a basis in
knowledge and skills for creative thinking - ‘how to use creativity’. Employees
with this basis see the relevance of an atmosphere triggering creativity.
the focus of the product can therefore be on facilitating and experiential
learning instead of persuasion and training. Because of these design trainings
leadership and management is also better capable of choosing the appropriate
leadership style for their projects.

3. Moments when employees benefit most from a creative climate are the
moments when project teams meet to discuss or work on the project in
order to be able to continue with individual tasks independently. Because of
all different variables influencing a meeting the focus of this research lays at
weekly progression meetings of 5-10 participants. The social relationships
between the team members are established.



Design statement

Within the defined scope and as reaction to the design question the following
statement is defined for the ideation phase.

We want to enable the facilitating role to organise effective meetings with a
creative climate in an online environment.

Facilitating effective online meetings includes having control over the meeting of
the right people to go through certain activities that result in individuals being able
to continue their work in a creative way after the meeting.

Figure 39, illustrates the design space blueprint. This overview provides a
framework in which the solution should function.

DESIGN SPACE BLUEPRINT

WHAT: The solution is an suyporﬂv& instrument for the Facili’mﬂng role
to facilitate a creative climate during online prgj&c’r m&&’ringq

WHY- Meetings with a creative climate result in employees having greater

trust in each other and feeling free and comfortable to choose their
own way to tackle ‘wicked' problems. This autonomy fosters creativity.

WHO: The FacilH—aHng role of socidl coherent teams working on
‘appropriate’ shared projects for innovation. The employees of the
team have a base of creative knowl&o\g& and skills.

HOW: D&valoping an onling creative climate by lmlancing different
dimensions influencing this atmosphere based on freedom and
comfort and trust.

[ vreEn: oniine project meetings in which teams collaborate, dlign and

Fig. 39 Design space blueprint

|| contrivute to the pursuit of the project's strategic vision.
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4.3 CONCLUDING PHASE 1 INSPIRATION

This section is the final conclusion of the inspiration phase. In this first phase
is determined what needs to be desigend. After this conclusion, this 'what'
will take shape by means of an iterative design process (chapters 5 and 6).

Boosting creative confidence by supporting
facilitators in developing a creative climate

In order to boost creative confidence, the climate around the individual/team must
tolerate the use of creativity. With the disappearance of a shared work environment
by Covid-19, the project work has moved to an online environment. Effective online
team meetings are therefore of great importance to develop an online creative

T & ® LA
EFFECTIVE MEETINGS

INNOVATION

’
<
59
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climate in which individuals feel comfortable to act freely. Therefore different
dimensions of the climate need to be balanced so that teammates can align
and individuals can act autonomously. Autonomy is a positive precondition for
individual's to feel intrinsically motivated for creativity.

In other words, as figure 40 illustrates, individual creative confidence depends on
the effectiveness of group interactions (alignment, connectivity, implementation
and creativity) and visa versa the innovative results of a team depends on the
creative mindset of an individual. Creativity can only be a catalyst for innovation,
when a creative climate affords harmony between structure and freedom.

CREATIVITY

i &
m Q OREP:TI\/E

INDIVIDUAL

CONFIDENCE
} Fig. 40 Affective model illustrating how
AUTONOMY + (}ULTURE results of a creative climate reinforce each
other and can lead to eventually innovation.
FP(OTOQS With regard to the desire for pro-active
innovation, this model is infinitive.



The final 12 creative climate dimensions

According the literature study there are 9 dimensions determining a creative
climate. The explorative research however showed three other dimensions
regarding social connecting and communication. In total a set of 12 dimensions,
six comfort oriented and six freedom oriented, determine the influence of an work
environment on creativity and innovation.

In the iteration activities of the next chapter the dimensions have been validated by
different creative experts and facilitators, see figure 41.
Everyone agreed that a creative mindset is a combination of experiencing
comfort and freedom.
A discussion arose about the position of ‘trust’ in each other and in the
process. Ekvall(1996) chose to address trust as a separate dimension, where
this research sees trust as a combined result of having both comfort and
freedom oriented dimensions present in an environment. In addition to the

necessary support in management, knowledge and resources, this trust is
very important for generating autonomy. In the overview trust and autonomy
can get a clearer position to make clear where the dimensions are directing
towards.

In another discussion with some service designers was asked why creative
process activities goal setting and diverging are having a seperate card, and
for instance converging doesn’t. Problem framing and proper ideation are
the steps that are most often skipped in a process due to time efficiency or
perception of relevance (Rao, 2019). Getting in the creative mindset to (re-)

frame the problem and generate multiple ideas are important to even get to a
proper reverging, converging and reflection. The other dimensions set the right

conditions for these steps to be effective in terms of appropriate, novel and
unexpected results.

The validations have also led to a number of reformulations and additions to
the descriptions to which a dimension leads.

Synthesis
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Feedback from a Service
designer of Zeewaardig point
out to me to “having trust in the
proces/facilitator”. The idea is
that this trust evolves through
the stability and direction of the
comfort dimensions and the
freedom from the other 6
dimensions.

Service designer of Zeewaardig
indicated that considering the
unusual should also be about
considering different
techniques, materials and
approaches. In this way a
creative climate doesn't only
affect the result, but also about
the process.

o~  Comfort oriented
._v 2 dimensions

“Constructive feedback” and “Ability to
communicate” were mentioned in the

ideation session with students. The DAC
facilitators added the value of perceiving

of people who listen to you.

The insurance of “good documentation” of
important information is what the participants
of the ideation session mention as important
comfort factor. The meeting organisers of DAC
added that this role should be assigned.

|

Purposeful contribution

The extent teams..

- know the purpose of the
meeting / project

- have personal objectives

- create own interpretations

i

Constructive
communication

The extent teams..

- give feedback/comment
through use of tips&tops
- have transparent
communication

- listen to each other

Control by
accountability

The extent teams..
- make use of roles
- assign tasks

- control deadlines

Freedom oriented

dimensions
s Y

Gonsider the Unusual

The extent teams..

- dare to take risks

- run new ideas and reflect

- dare to kill your darlings /
don't commit to ideas directly
- consider different work
approaches

Dynimism / Liveliness

The extent teams..

-vary in activities

-vary in approach (e.g. only
drawing ipv talking)

-vary in setting

- vary in perspectives (e.g.
including stakeholders in
meeting etc.)

Room to Div&rg&

The extent teams..

- take time to diverge

- are able to generate ideas

- can park ideas on a place
where they will be addressed
later on

(

A good point of one of the experts is that the most valuable ideas can come
up at the most unexpected moments, there must be a location where they
can be collected. This is added to the 'Room to diverge' card.



Both interviews with the DAC teams and the ideation
session with students pointed out the importance of
social connecting for the sense of comfort. With
Turnepseed (1984) stressing social interactions
enhance the employee’s well-being, this should
certainly be an extra dimension to a creative climate.

@

@)
Q‘Q]
Socidl connecting

The extent teams..
- build on (trust-) relationships
- have informal conversations

Conflict management

The extent teams..

- give attention to resolve
personal and emotional
tensions

- set meeting rules

common languag&

The extent teams..

- use the same words,
activities and actions to
express oneself

- can create the same
expectations

HUWIOY/PMYF(A"Y\&GG

The extent teams..

- make jokes

- use metaphors / analogies

- use artifacts/pictures etc.

- use different techniques, like
role play or Lego serious Play
- laugh/have fun!

D&lm’r&-;/vmlogu&-;

The extent teams..

- represent and illuminate
different perspectives

- ask for each other’s opinion
- give each other the change
to speak

- challenge each other

Form of expression

The extent teams..

- leave room for different
styles of communications
- enable individuals to
develop their personal
communiation style

- stimulate visual
expression

Fig. 41 Final 12 creative climate dimensions based on literature and validations with experts.

“The way you can express
yourself really determines how
comfortable you feel”

Service desinger of We are
reasonable people indicated
that the importance of language
was missing in the first 10
dimensions in both freedom
and comfort orientation.

Service designer of Zeewaardig
also pointed on adding an
factors about choosing the
materials/techniques helping in
the way you communicate best.

Since the expert interviews
common language and form of
expression are added to the
creative climate balance.

~

Someone’s experience/skill with
certain (online) tools can affect
someone’s freedom. As meeting
organiser it is important to
anticipate on differences. This
can be in form of alternatives or
extra (technical) support.

One of the experts mentioned
the importance of having a
co-facilitator, especially when
developing a creative climate
among larger groups.
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87



SN Ava

Rekle

JHE - :
lﬁ THE Gy ey, ° ey
LTy
\.’ N /L.U‘}& WHAT vou

T A\




THE m

— i

T 5 CONCEPTING

This chapter is about designing the elements to facilitate an effective meeting. The
result of this chapter is a concept proposal that supports a facilitator in building a
meeting in a creative climate. The development process towards this proposal is
described per meeting component.

In this chapter:

5.1 Set-up concepting activities
5.2 Early prototyping

5.3 Early ideation session

5.4 Designing a meeting flow "Concepting is the bridge between strategy and tactics,
5.5 Designing a meeting framework taking you from gathering facts and getting organized to
5.6 Key takeaways for final concept creating words and pictures." - DuFour (2004)
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0.1 SET-UP CONCEPTING ACTIVITIES

This chapter presents an overview of all ideation activities leading to the
final design presented in chapter 6. The activities are based knowledge of
both literature study and exploratory research findings and within the defined
solution space of the design brief.

The set-up consists of 4 activities of which first two are early ideations and the last
two concepting iterations focused on a chosen design direction, see figure 42. The

final section concludes this chapter with some key takeaways for the final concept.

The early ideation activities were not necessarily aimed at some kind of supportive

product or service or online environment. For this reason just the findings that
influenced the process towards the final concept are presented.

From section 5.4 the activities are focussing on a supporting service for the
facilitator to organise effective meetings with a creative climate as described in the
design brief of section 4.2. Three aspects of a meeting are redesigned to improve
the effectiveness of meetings; the structure, the interactions and understanding

of how context characteristics (the meeting variables) affect the organistion of a
meeting. The concepting leads to a meeting flow and guide to build-up this flow.

In the takeaways section a conclusion is drawn in the form of a concept proposal.

PROTOTYPING

%2 EARLY %4 oono&p’ring q m&oﬁng flow

N
, o>

Inspiration to make 2
employees adopt a
creative mindset

Result 1: structure for creativity Result 2: interaction qualities

AT .@I__’

Ay L
73 EARLY 55 concepting a meeting guide
IDEATION SESSION I\ Result 1: content of the guide_ Result 2: format of the guide
Result: B > .

rat " ] o] o Doy

Inspiration f ]
e e my DO it
(supportive ) T

service/product)

JL

final concept

55 TAKEAWKYS: Cudelnesfor — pg —>O<— 55 N \—[) b. FINAL GONCEPT

90 Concept/'ng Fig. 42 Set-up of conceptualisaton.



0.2 EARLY PROTOTYPING

This section describes the insights taken from prototype ideas designed in a
early stage of the design process.

During the literature study some first prototypes were created to overcome mental
barriers and to allow someone adopting creative attitudes stimulating the intrinsic
motivation for creativity, or in other words interventions that boost the confidence
for creativity. The interventions were based on results of the creative facilitation
brainstorm and the research to empowered employees (section 2.3). Figure 43
shows an presentations poster of one of the interventions, the other ideas can be
found in appendix I.

Due to Covid-19 the intitial ideas have never been developed as interventions action
research with employees on the work floor. On the other hand, concretinising
abstract literature into these ideas for interventions gave insights in how to trigger
someone adopting creative attitudes for the use of creativity.

Key underlying insights of the intervention ideas:

To activate employees using the creativity, the solution stimulating this
creativity should be creative itself

As facilitating role needs to be able to facilitate in an online environment
allowing for creativity.

Remind employees of the creativity rules, like ‘quantity breeds quality’.
Remind employees they can be creative, for example through an reminder of
an earlier workshop or by a simple warming-up.

Indicate a specific place or time allowing employees to share their ‘crazy’,
unusual ideas

Make creativity accessible by presenting examples or providing tools to work
with.

Include humorish interactive elements to lower the threshold of using creativity

and get people in that ‘let's do-it" mindset.
Keep the positive spirit by enabling employees to learn from mistakes, and
leave these ‘failures’ behind.

Conclusion

The insights form a good basis for the final concept proposal. By applying these
principles an environment is created that stimulates the adoption of a creative
mindset.

Fig. 43 Presentation poster of an idea for an intervention
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0.3 EARLY IDEATION SESSION

With an early ideation session concept directions are explored. This section
describes the set-up of the ideation session and concludes with a direction
for further conceptualisation.

An early 2,5 hour ideation session with 5 students is performed to discover
different concept directions. The session focuses on how the dimensions of a
creative climate can be integrated in activities of an online meeting. The materials
of the ideations session are in appendix J.

Goal

To understand how the creative climate dimensions can be implemented, an
ideation session with students was organised to gain inspiration on the ways the
dimensions can be expressed in online meetings. The session objective was to get
to different concept directions. In order to get to these directions first the creative
climate dimensions and value of face-to-face meetings were discussed. The
guestions leading to the insights are:

What kind of dimensions lead to an atmosphere stimulating creativity?
Compared to online meetings, what aspects of face-to-face meetings benefit
creativity?

In which ways can we develop certain creative climate dimensions?

How can we combine these ways into concepts?

Online session in Miro

Due to Covid-19 also all meetings and sessions for this graduation are conducted
online. For this ideation session the application Miro was chosen. Miro can be
described as a collaborative online whiteboard including creative facilitations
features as post-its, a timer, dot-voting and video calling, ideal for an online creative
session. Despite the zero experience with this online tool, an exploratory session
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with a creative facilitation expert led to being able to facilitate an online creative
session. Miro's intuitive environment allows you to quickly set up presentations,
meetings and sessions.

Method

Because it could not be assumed that the participants were experienced with the
online tool, a homework assignment was prepared. In this assignment one could
gain experience with the most important actions for the session: adding post-its,
editing text, (re)placing and transforming items. The assignment was used to
prepare the personal introduction and to sensitise the participants to the meaning
of freedom and trust. Figure 40 illustrates the result of this homework assignment.
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Fig. 44 Result of homework assignment ideation session

After an introduction of the concept creative climate an brainstorm was held about
the dimensions leading to this creative climate. Feedback on the dimensions has
been included in the construction of the final twelve creative climate dimensions,



see section 4.3. A second brainstorm was about the value of face-to-face meetings
compared to online meetings, which was input for the third activity.

Ideation | round 3

Ideation round 3 | Brainwriting H2 HAVE PEOPLE
CONSIDER THE VNVSVAL -

= =
— o
ity
changethe

Fig. 45 Set-up of the brainstorm rounds (this is the third one)

The third activity exist of five rounds in which the participants brainstormed
individually and clustered these ideas collectively, figure 45. The clusters were
used in a morphological chart, see figure 46. The functions ‘blue post-its’ were the
H2's (How-to problem statements). These H2's exist of selected creative climate
dimensions and an most important aspect of face-to-face meetings, determined
in brainstorm 2. By combining one idea of each row (the functions), concepts for

online meetings. Each participant has designed at least one concept, see figure 47.

Key findings of ideation session
Both the concept ideas and the Miro ideation session itself brought some
interesting insights for six concept directions.

Findings of the sessions results:

Insights 1: The absence of nonverbal communication makes the participants feel
less involved. Besides, the static interaction of video calling stands in the way of
comfort and freedom:
Concept direction 1: Designing online backgrounds for video calling which
make people perceive there is no physical distance.
Concept direction 2: Online and physical prompts that stimulate common
language and allow people to non verbally express themselves.
Concept direction 3: A product that allows people to have meetings anywhere
they want. For instance have a brainstorm while cycling or have a sprint
review while ironing etc.

Solution finding | Morphological Synthesis

Fig. 46 Morphological chart with idea combinations for concept ideas
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Fig. 47 Review on the concept ideas

Insights 2: Meetings need to have a clear goal, like the finish line of a board game.
The structure with which the meeting organiser aims to achieve this goal needs to
be logical and engaging for the participants.

Concept direction 4: Standard meeting flows helping the meeting organiser to
structure meetings.

Four findings of the ideation session itself:

Insights 3: The variety of exercises on different Miro frames gave the participants
the feeling that they were really going through a step-by-step process. In addition,
they liked the interplay between the individual workstations and the boards that
worked as common ground. The alternation keeps the group involved.

Concept direction 5: An interactive work environment existing of different
workspaces for each meeting activity.
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Insights 4: The setup of the creative session worked very good because rules and
aspects of real-life creative facilitation where translated to an online version. For
example There were post-its present, each flip-over’ (frame) contained a clear
description of the activity, presence of a timer, visual stimulus etc. Having these
elements online allows for an easy duplication for next sessions and meetings.
Concept direction 6: Creating a library of online meeting tools/elements that benefit
the flow and communication of online team meetings.

Insight 5: In order for people to work in an online environment like Miro, it is
important that participants have some feeling when using such a tool, otherwise all
attention is focused too much on technical help.

Insight 6: preparing an online work environment takes quite some time. To have
teams make use of an interactive whiteboard tool as Miro or Mural, it must be
possible to make use of templates which can be adjusted, otherwise effort for
preparing a meeting is too high.



Conclusion:

The use of Miro as tool for the ideation session actually provided the most
insights. This very intuitive tool lead to interactions affording creativity,
connectivity, alignment and implementation. It is actually one big meeting room
for asynchronous or real-time team collaborations. Miro is a browser application
accessible on almost all modern devices and compatible with 74 different apps,
of which often used by organisations: MS Teams, Slack and Jira. Miro has the
opportunity to both reach the design objectives and meet the requirements for an
facilitating tool enhancing the effectiveness of online meetings.

Combination of concepts 4,5 and 6.

Preparing a Miro board for online project meetings is a very interesting direction for
the final solution. Templates of different meeting flows (structure and interactions)

can be designed and saved in an online folder. This folder can function as a kind of

library including the templates and all kind of separate features to tailor the meeting
depending on how the meeting variables, section 2.5.

Inspiration of concepts 1,2 and 3

In Miro different frames can be designed. For the design objective ‘connectivity’ the
perceivement of being in the same room is an interesting idea to apply on these
frames. Perhaps, interacting at the same board has the same effect. Something for
testing.

To address the design objective 'alignment’, prompts with certain definition as
mentioned in concept 2, can be introduced to replace non-verbal communciation
in the online environment. This was also one of the early prototype interventions of
section 5.2.

The idea of having meetings at any location to spark creativity and fun connects
with the infinitive Miro canvas that can be used for all kind of online activities.
Having separate frames for the different activities allows the facilitator to include a
corresponding creative climate.
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0.4 DESIGNING A MEETING FLOW

Knowing the focus of the final solution was laying at facilitating a creative
climate for online project meetings a solution was designed for the biggest
opportunity discovered; Designing a meeting flow that contains a creative
climate by focussing on connectivity, creativity, alignment and implementation.
Toboost creative confidence this flow contains on one handthe creative process
(the structure) and on the other hand a creative climate (the interactions).

Designing the structure

Concept: A structure with a design process

The goal is to structure the current project meetings whilst stimulating the use

of creativity by means of a creative climate. Based on research insights of the
empathising research, section 3.4 (green post-its) and the roadmap of Heijne and
Van der Meer (2019) to build-up a creative facilitation workshop (red post-its)

an meeting flow is composed (blue post-its), see figure 48. In order to achieve
creativity the motto ‘practice what you preach’is applied by embedding the creative
diamond like module including the design principles (pink post-its) as mentioned in
section 2.3.

The GROW method steps are applied to give the middle part of the progression
update meetings structure. GROW is an often used method in coaching to
gradually think of what is needed next.

Iteration 1 - Self-evaluation on meeting structure

Six different ‘aims’ are discovered which give different interpretations to the
content processing part of the meeting. How the aim affects the meeting is
discussed in section 5.4.2 Designing the meeting interactions

The GROW steps don't have a specific reverging step. In the literature study
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this step is defined as one of the principles of a good creative process, for this
reason is suggested to add an analysis activity between ‘Options’ and ‘Way-
forward'.

Depending on how much time the meeting organiser want to spend on
personal updates, this activity can also be integrated in the check-in activity or
content update (middle part)

Goal clarity has come forward as an important aspect still missing in the
current meetings. To get aligned on the aim of the meeting an expectation
management activity should be added

In current meetings the updates were mainly positive. Employees must be
activated to also share their mistakes in order to learn from these. An extra
activity allowing for this should be added

Especially when expectations are managed the wrap-up should provide time to
reflect if the meeting was successful. This is a way to check if employees can
continue autonomously.

For the golden hour, ‘crazy’ ideas should also be transformed into action points.
Testing should make out when the ‘Golden Hour' activity should take place, it is
also possible to have it directly after the ‘Options’ activity since people are than

still in a diverging mindset.
Kdd an anlysis step
F (reverging)

Interpretation depends on
‘Kim of the meeting’

(

Meeting 1. Check- 2 (personal Facil?(.a(or 6. Options/ f:}rj:r); 8.Golden- 9. wrap- 10. Check-
) B Update from 4. Goal 5. Reality . ; b :
activities in everyone starts the opportunities (decision hour up out
meeting making)
>
Introduction Middle: content processing Rounding off/conclusion
how do hat is the decide on e round up, Inf |
' T whatis the nformal
goal of Establish ~ ‘etevenyone e 1 contribute current iy e Cpen
these acliEe speak + social have this tothe situation/ direction, e ﬁ:umlumbt:l round-
e o on . o conti
activities coheslon meeting? oD G condi o ok wortig. e to continue o
I Expectation ‘ b\-/ + Reflect if m&ehng\
managment
& t Learn from

A

Save time: IV\M@YAM
y&réovm\ ude'E n
check-in or YZMWY u?daf&

was succesful

\ Orazy ideas should dlso
transform into actions

mistakes

Fig. 48 Meeting structure concept 1 with iteration comments



Fig. 49 Concepting the meeting structure concept based on creative process principles

Every meeting ends
with a clear way
forward and in the
next session during
the reality check
progress and possible
changes/proposals can
be discussed
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Iteration 2 - Expert reviews on meeting structure

A second version of the meeting structure was evaluated with several experts in
service design, creative facilitation and organisational meetings (figure 50). This
evaluation is performed by means of expert reviews. The structure and activity
objectives was presented and experts gave feedback according their expertise.

Katrina Heijne (Creative Facilitation expert Teacher at TU Delft)

See the post-its as separate rooms’ which provide a certain atmosphere
contributing to the activity goal

Approach the structure as a tool for the facilitator which is also of use for the
rest of the meeting group to get in the right mindset.

Make sure there is a facilitator role, or that there are instructions for a team
member to take that role

Clarify the interplay with video calling

Esther Zjjtregtop (Strategic designer and organisational meeting expert, Founder
NextGenners)
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If the personal update needs to be a separate activity really depends on the
frequency of the meeting, the type of meeting and amount of people. The
meeting variables influence also the structure.

When it is clear ‘why’ someone needs to do certain preparation work, people will
doit.

Think clearly which kind of questions to ask, it is not like all team members can
always help each other, some really have their own expertise

DAC is really an idea-drive company, however the implementation (70%) is still
really a problem. “There is still a lot to get here!”

“Nice idea!” For the energy flow it is perhaps better to have the ‘Golden Hour’
before the way-forward.

Concepting

. Needs to be determined
X2 ()

Bjorn van Raajj (Service Desinger and Creative facilitator at Zeewaardig)

Discuss during the reality’ updates what one find difficult or exiting to understand
how to continue comfortably.

Arranging a special moment to discuss obstacles enables people to express
themselves.

There are often different stakeholders in a meeting, it would be helpful if a
personal attention is paid to this {note for interactions}.

It would be nice if the team goal or objective of the meeting is presented in large
above the activities achieving this goal

When hierarchy is present in the meeting group, it is important when the facilitator
gives equal chances to all meeting group members. In addition, rules opening up
and sharing input should be discussed up front. {note for interactions}.

Prevent technical delays by assigning a buddy to solve participants' technical
problems behind the scenes (e.g. via whatsapp).

4 strategic- and service designers of We Are Reasonable People

Have a plan B for when people are blocked in an activity
Provide enough space for notes and off-topic information
Think of the difference between a group topic and individual topics for discussion.

Target group: meeting
/ faciitators, and additionally
0 the meeting group

regarding meeting variables \ Have the objective present as title _l Y
. 3 8. Way 9
Meeting 1. Check- Facilitator 4. Goal 5. Reali 6. Options/ 7 forward Gol d' 10. wrap- 11. Check-
flow in starts the explanation -Realityopportunites  Analysis (define olden- up .
eting o actions) hour
Hou lﬂ P
~
Preperation The \ )
Optional Parking lot 5;5:27233 Epecation rera graveyard: — Succes
P ON eaCh roOM  everyone | menegement  Work 7 Learn from 4dd 10 the phase where evaluation
mistkes ideas are discussed

wrydowerse  howdo
Establish  leteceyore tismeeing? | contribute
aclimate cohesion  expects ed from to the

LS, Informal

everyone
confortabier round-
reeto continue

up

Activity
objective

K%yamw ‘rooms' with a climate

linking to the activity

Kdd difficulties
or excitements

Group or
individual update?

Fig. 50 Meeting structure concept 2 with iteration comments



Iteration 3 - Validation with 3 end-users on meeting structure

A third version is discussed with 3 meeting organisers/facilitators of DAC, see figure
57.. In Miro comments were given on the structure. This discussion was a part of
a bigger co-creation session further discussed in section 5.5 ideating a meeting

framework.

3 facilitators of case study

+  Providing a structure is already a good support

+  Golden hour as optonal room

+ Include rol-division at the introduction

- Create a space were employees can drop off-topic ideas

« At the round-off the aim of the next meeting should be determined
+  Enable the facilitator to share information in advance of the meeting to prepare

the meeting group.

Conclusion structuring the meeting flow
These three iterations led to a final set of building blocks for an meeting structure
including a design process and creative climate dimensions see table X.

For the design of an template in Miro, per activity the activity objectives need to be
taken into account in order to meet the connected ‘effective meeting objectives’
and ‘creative climate dimensions’. Besides, when the template exists of different
frames or from here called rooms’, the purpose of the meeting must be visible at
each activity in order to be able to link back to it.

"Goal is often
unknown, but
actually really

"I've never actually I

approached meetings

>

: ; "
ST nilce to have® like this before..
not always linked to the
discussed topic, we can +_
we use this space for S '
those ideas? H
£ - Goal of the update:
) = v
v
Meeting 1. Check- i ;“m‘m )i 3.Reality 4, Options/ 5 6.Golden- 7. Way 8. wrap- 9. Check-
activities in ofmeeting | i update opportunities Analysis hour forward up out
"It's nice to Better
have a optional, feels
structure like more like
this at all!" i ming ...
Introduction iddle: essing Rounding off/conclusion
Share
Explain ezl Transform decide on round up &
Establish ";‘“y "°h‘f’e current e ‘options'into gL, Meccemone  Informal
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Fig. 51 Meeting structure concept 3 with iteration comments

Based on Facilitation of creative sessions,
the design process and Observations of DAC teams
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Next to a structure the interactions determine in what way the content is
handled. First the qualities are determined and after that some first ideas for
the interactions are designed.

Interaction vision

The interaction characteristics connecting to the statement of enabling the
facilitating role to organise effective meetings in which comfort and freedom are
balanced to have a creative climate are; servitising, balanced and effective.

Interaction qualities

Personal
Excited/Fun @
Participative %
Experiential %

Coordinated @%4

Product quall’ri&s

Interactive e
Pdjustable ®
Charismatic 9
Tailored ®
Stepwise 6
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Fig. 52 Interaction vision - preparing a high-end cocktail

The analogy chosen based on these characteristics; The facilitating role can
organise online team meetings as a bartender prepares high-end cocktails, see
figure 52. The analysis of the properties of a bartender preparing a cocktail are in
appendix K. Based on these properties the interaction qualities are determined.
These qualities describe what kind of use, experiences, view or understanding
the rooms should contain with which the objectives alignment, implementation,
connectivity and creativity can be reached.

The features of each room should be interactive, adjustable, charismatic, tailored
and stepwise. These room qualities lead to interactions that are experienced as
coordinated, experiential, participative, exciting and personal. Only with these kind
of interactions the four objectives of alignment, implementation, connectivity and
creativity will be reached in an engaging and effective way.

The fact that Miro can achieve all these properties makes it - feasibility wise - a
suitable tool for future online progress meetings.

Designing the ‘Rooms’

By means of different idea stimulating technique (analogies, braindrawing, some
scamper), the rooms have been designed. Some of the ideation steps are in
appendix L.

To understand how the interactions contribute in reaching the effective meeting
objectives and developing a creative climate several intermediate iterations have
been performed.



Inspiration - Self-evaluation on meeting interactions

Since the lockdown, all research activities have taken place in Miro. During these
meetings we experimented with different interactions, see figure 53.. By evaluating
these interactions in terms of the functioning, comprehensibility and impact, a
number of lessons were learned for a successful final concept.

Learnings for designing online meeting interactions

Instructions
Indicate clearly when and how participants should interact with the different
features in the rooms.
Use one style to provide these instructions.
Add self-explanatory titles.
Make use of colour-coding or other character styles to show connections and
make certain interactions personal, for example own colour post-it.
Let the facilitator give good example .
Add cues (arrows, numbers, a leitmotiv etc.) to help people navigate within one
room and between rooms. Participants can get easily lost in the infinitive Miro
board.

Functionalities

Create a functionality cheatsheet for unexperienced Miro-users.

Provide an icon-toolkit to motivate participants think visually.

Participants cannot interact with the board when they joined a screen share of
someone else, but presentations and movies cannot be played without screen
sharing.

The set-up

Prepare the tools with which people can interact, so provide empty sticky
notes, frame the place where people need to give their input/feedback etc.
Choose deliberately what to lock. Participants tend to click on everything.

The same counts for grouping elements. When elements are grouped a
participant needs to click double twice to adjust the feature.

In the first room the expectations in terms of interaction is set. When nothing
can be adjusted or transformed, people won't try this in the second room. The
interactive elements need to be of the same level from start to end.
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Give clear instructions if and how p&opl&
should interact with the rooms.

Team members

Rebecca Price Katrina Heijne Esther Marieke
Zijtregtop Noordermeer

Project roles | Supervisory team I

[ Chair | [ Mentor | [ companymentor | | Student |

i

e iM title on top
How are you
doing?
Where are you
woingor | rdd What| 10 do to

=

answey these qu%ﬂc ns

Doyou have
any hurdles/
obstacles?

COPY YOUR EMOTION TO YOUR YELLOW DOT

O

Use one and the same fond
for to indicate actions

Fig. 53 Meeting room interactions - inspiration
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Iteration - Testing with experts on meeting interactions

During a learning and development meeting with four strategic and service designers
of We Are Reasonable People (WARP) there was some time to test a first prototype
of several interactive rooms in Miro. Unfortunately, due to the short time available,
only 2 rooms could really be tested (figure 54).

Goal

Before interacting with the rooms the creative climate dimensions and structure of
the rooms were discussed with the four experts of WARP. The goal communicated
with the experts is: Do the interactions contribute to the sense of freedom and
comfort? Observing the interactions also provide insights to answer the questions:
- Are the interactions functional

- Are the interactions comprehensible?

- Are the interactions as intended and reaching the activity objectives?

Method

The testing was done by means of expert reviews; collecting insights from their
different expertises and experiences as creative facilitators. These insights were
shared while interacting as a group (4 experts) with the different rooms, in this way
also the functioning, comprehensibility and impact was tested.

Key findings:

The first prototype of the interactive rooms was a success, but we have to keep

in mind that the participants are all designers and experienced with the Miro tool.

Incentives for interaction:

+  One enters into interaction with the room as soon as they suggest a certain
expectations. Such suggestions can be created by means of empty frames,
supportive notes or navigating features as arrows.

+  Lessis more; as soon as the objective of the activity is clear, participants start to
give their own interpretation.

+  Give an example an others will follow

- People expect the same kind of interactions as the previous room when no other
instructions are given.

a little instruction
would have been helpful

Waiting Room

sk people to
starts min earlier
Inwiating room
IDEAS PR —
“Very nice that
A litte reminders you personalised
« = the room with our
comf logos™
yourself (coffee,
light etc) =

Participants felt invited by
the personal touch and
copied the concept for the
empthy frames.

This note acti
the participants to
add pictures.

The room is t00 neat, participants don't
\ — oXpect it 10 be moveable.

Everyone was building at the
é) same time. It was fun, but led to

chos T oe-vy-one

Replace and/or transform mg4 L to express your feelings. _/ instruction is miqqmg‘

Personal update

heee,
e The participants transformed
and duplicated the shapes to

create a figure.

Butwhat if
you are

with bigger
/— groups?
Better an

activity that
can be done
at the same
time

Goal & Reality

When finished? (©
Make use of the timer

The provocative

imagery drew . ) -
attention and made wn B
people laugh. ==

Fig. 54 Testing group interacties in two interactive rooms with designers of WARP
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Navigation
For now it is unclear when to move on to the next room. The facilitator needs to
be clear in this, perhaps with use of the timer function.

Creative space
+Add a place to put all the unobvious ideas, something like a parking lot

The square shape of the rooms limits the space a bit. Changing to a landscape
9:16 screen allows the participants to make full use of their screen. Besides give
enough space around each room to allow the facilitator to expand the room
when needed.

Meeting variables

+  The size and composition of the group really influences how to deal with certain
interactions. According the designers of WARP should a facilitator organise the
meeting according these variables. For example, for big groups the personal
update needs to be shorter and in divers group you want to pay attention to the
different roles.
It's better to have a template for each purpose of a meeting. The desired outcome
determines too much the setup of a meeting and cannot be cast in 1 generic
form.

Conclusion designing ‘room’ interactions
Qualities of the meeting rooms

Designing a Miro template that supports meeting organisers to effectively facilitate
progression meetings asks for the following feature qualities and interaction qualities

Product qudiities

® ¢ 6 ® o

Stepwise Interactive Charismatic quue’mbl& Tailored

Interaction qualities

O 6 6 © O

Personal Excited/Fun Participative Experiential Coordinated
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These qualities functions as guidelines when designing the activities of the meeting
structure. Beyond the objectives per activity outcome-wise there are certain aspects
to consider for designing the template experience-wise.
Deep Directions
CP Seek for direction and stability by means of clear instructions, navigation
in- and between screens and incentives for intended interactions.

Finished Features

Good prepared materials will allow participants to fully engage in the
meeting. The quality of the materials and tools should not stand in the way
to explore

~~ Construct on Creativity
@ Provide the creative space, tools and information to enable participants
being creative.

Facilitating Creativity

The meeting variables are influencing the interactions of the meeting. Preparing the
meeting according these variables in advance of the meeting is of importance to
the effectiveness of the meeting. The facilitating role needs to be able to set-up the
meeting in a way the participants of the meeting can align, implement, connect and
thereby unleash their creativity.

To have the organiser set-up a meeting effectively we first have to enable the
facilitator to make the right choices in terms of structure and interactions build-up
fitting the meeting variables. During the intake interviews one of the interviewees
mentioned she could really use a framework with which the right meeting flow could
be determined. In the next section such a framework is designed.



0.0 DESIGNING A MEETING FRAMEWORK

With this framework the meeting organiser will be able to build-up an appropriate
meeting structure leading to the the desired interactions of alignment,
implementation, connectivity and creativity. This guide consists of the meeting
variables and how these affect either the structure (activity build-up) or the
interactions afforded by these activities.

Afffective meeting variables on meeting build-up

Of the influential variables discussed in section 2.5, some variables still apply after
the design space has been determined.

The location of the meetings is in online environment Miro and thereby the
appearance of the participants is on camera. However, how participants appear on
screen can often be improved in terms of lighting, composition and background.
Moreover, there is a chance that there is a difference in experience with Miro. For
most employees, however, working from home is a new thing and so is the use of
online tools. With increasing home working, we can assume that employees will
become more skilled over time, however the template should be accessible for any
user after a quick introduction to Miro.

The effect of the meeting variable choices

As figure 55 already indicates have the variables influence on different components
of a meetings. The aim of the meeting impacts the content and thereby other
activities are needed to achieve the desired meeting results. The variables
concerning the meeting group and the timing affect the kind of interactions to
achieve the results effectively. The choices of these variables impact all four
objectives of the interactions; connectivity, implementation, alignment and
creativity.

Determining variables on 'which activities' Influencing variables on 'how to facilitate the activities'

2. What
knowledge and

3. What is 4. What is 5. How

1. What is the meeting the size of

frequent does

the aim of —

rou meetin the meetin
the meeting? group 9 9

need to be composition group meet?

present?

Depending on the # of participants is Depending on the frequency go
the meeting experiential vs. controfled Jor depth o efficiency

: : A . .
: : i covere the of
' v : ' established social
: interactions
What kind of Who needs to How does the . B R
activities in attend in the meeting group U

the meeting? meeting? look like?
: How to address connectivity, alignment,
implementation and creativity in the meeting?

Influencing variables on
'what activities are possible’

6. How is the

location?

Decides what s possible regarding Decision: Is in Miro
the activties

Fig. 55 Meeting variables affecting the build-up of online meetings in Miro
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Study to the options of affecting meeting variables

Goal and method

The variable choices and effect of each choice are validated with different experts
and end-users of DAC, the input is in appendix M. In Miro, by means of an open
discussion about the different variables input was given to answer the questions:
What are the different options/choices for each variable?

How do these options/choices affect the way you facilitate a meeting/ session/
lesson etc.

Key findings

The choices for each variable and a description of their effect on either the structure

or interactions are presented in figure 56. After the validation, which was part of a

bigger co-creation session, with three meeting organisers of DAC, three big changes

are made:

1. A sixth aim regarding the gain of information is added. with the aim of creating
an overview of all the elements in the project, how they relate to each other and
where the possibilities still lie

2. A third choice for meeting group composition is added. A division between
formal and informal divers meeting groups is made. According the meeting
organisers is a meeting involving important stakeholders or someone from
the management team much more coordinated than the meetings with some
experts or others teams etc.

3. Frequency and duration of the meeting is left out. Meetings for which the meeting
organisers would use a template in Miro should take at least one hour. On top of
this was the suggestion to have one proper meeting once a week and use any
daily team meetings as check of the freedom and comfort levels (presence of a
creative climate).

108 Concepting

Conclusion

The structure build-up of the meeting depends on the aim of the meeting. There
are six different aims determining the kind of activities in the middle part of the
meeting flow: receive feedback, find agreement, get inspired, gain information, make
a decision and team building.

The variables about the meeting group influence the facilitation style, more loose or
coordinated and thereby what kind of interactions will take place. These variables
also influence if certain activities should even be included, like personal updates or
expectation management. The framework should support the facilitator to make
these decisions.
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Designing a meeting framework

To support the facilitator in building-up a good meeting set-up a framework is
designed to provide the meeting organiser an appropriate meeting structure
regarding the choices for the variables. This designing is done by means of a co-
creation activity.

Iteration - Co-creating with DAC meeting organisers

The co-creation existed of two parts. First as already discussed are the variables,
choices and impact of these choices on the structure and interactions validated.
With this knowledge in mind the three meeting organisers of DAC where asked to
think along in designing a form with which he or she can decide on the appropriate
meeting composition.

Goal

A condition that arose from the empathising research in section 3.4, is that
the solution should be time efficient. On the other hand is the aim of the design
capability programme to have employees experientially learn the value of finding
the confidence to adopt a creative mindset, see introduction 1.1. This framework
can play a theoretical role in understanding how to build on a creative climate and
thereby the confidence to use creativity by indicating the effect of facilitating certain
activities (structure set-up) in a certain way (the interactions evoked). Co-creating a
form with which the facilitators can build a meeting flow should provide the answers
on the questions:

At what level of information do facilitators want to be able to make a choice for
generating a meeting flow?

What kind of framework would best match this information, considering time
efficiency?

Method

The designing part of the co-creation with three meeting organisers of DAC existed
of two steps. Step 1. different ideas for a format where discussed resulting in a
concept, see figure 58; Step 2. An more elaborated version was discussed some
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days after the co-creation workshop, see figure 509.

Hi! Welcome at the co-creation Miro Board!
To warm up and get started right away, I'm asking you to do a
little homework exercise.

Introduction to Miro:

The co-creation session will be held within Miro, a multifunctional
digital whiteboard tool. Please make yourself familiar with the
different functions and features.

Homework exercise | introduce yourself

1. Upload a picture of yourself

2. Add an post-it with your name

3. Add a post-it with what you find most important about
online team meetings

Fig. 57 Preperations for co-creation session in Miro

In what 'form' would you like to choose what meeting composition you need?

Some examples:

Depending moment of the day (aim) +
other variables (vegan/time of the
year etc.) you have different
dishes (flows)

Just information to
apply on own meetings

Process tree | See how the
flow develops depending on
the choices you make

Question list > submit > meeting flow

Fig. 58 Suggestions for a possible a possible format to build-up meetings according meeting variables.
By discussing these suggestions desires and needs come to the fore and new ideas emerge.



Key findings - step 1

The Meeting Menu card

The facilitators all agreed on a format that comes close to an online menu
card on which one can make choices and has an overview in 'the basket'.
Changes can be made in this overview before completing the composition.
‘I want to have an overview over all the options in one interface and create my
own composition”

Implementation focused

‘I can plot all my meetings in the structure, but I'm curious what the difference
in approach then has to be to have that creative climate” The facilitators want
to know what kind of activities are needed and some tip and tricks in how to
successfully facilitate this activity depending on the meeting. In other words
they want to know the result of their choices, not where this result comes from
(the reason for the activity/approach).

Support the facilitator to reach autonomy

The facilitators already think how to set-up a meeting with regard to
personalities, the need for experts and when close to a deadline (mile-stone).
But because many meetings are still in the control & demand type of meeting
style, meetings are mainly focussed on updates and sending information. The
meeting organisers mentioned it would be good to have certain obligatory
activities that stimulate self-directing teams. On the contrary they also
recommended that activities as personal updates and golden hour should be

CONCEPT

The Meeting Menucard

Vicualise your idea!

D CHOICE D CHOICE 0 CHolce
Du " o on " Ou "

) " " 0 1" " 0 " "

on h on h on h

O CHOICE O CHOICB 0 CHOICe
On " (o " o "

D " " .:"Q " " (0 " "

on h
X X

Retrieve miro template@

Explanation of idea:

How much time may it take,

and why?

optional activities.

A menu card in which all possible
information can be seen and can be
chosen depending on the meeting.

Time: In a maximum of 10 minutes,
the template must be loaded in
Miro.

Direct feedback on choices

The facilitators want to be in control of building up the meeting flow. Which is
actually in conflict with time efficiency. For this reason the meeting organisers
thought of the feedback box in which for each choice made the meeting flow
gets adapted directly.

At the bottom of the menu you can
see what you have clicked.

What is important for you as organiser?
Because you are reminded of the
different activities that can take
place you will start to consider
what is important.

. Clear overview of the different
activities

. Have a grip on making the choices
themselves, so can adapt

Fig. 59 result of the discussion - meeting menucard concept
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Key-findings - step 2
Shape instead of create a meeting flow
Preparing the meeting should be like plug and play, while having the freedom
to tailor the meeting in way it fits your meeting group. So not first a list with
options, but give a template that can be adjusted.

It would be good if there is a standard template in which you add the activities
linked to your aim of the meeting. Activities that focus extra on a creative
climate, but are not standing in the way of an effective meeting should be
optional. Also should it be possible to add activities if a facilitator wants to.

After a while people understand there are different variables influencing their
meeting, than they just want to make small adjustment to their Miro template
depending the type of meeting. The a framework should be part of Miro, or it
is matter of time and the framework won't be used any longer.

Stil many options and

decisions to make

“0an | als0 have multiple

4odls pex meeting?" Roomservice FReAMEwWoRC.

can provide a lot of discussion \

Deep dlive on one subject

The progress meetings are characterised by providing updates. In order for
meetings to be effective, it is stipulated that participants must set a goal and
the desired outcome. Going through a complete creative diamond however is
too much if there are several topics that need to be discussed. Focus on one
subject would be more effective.

Information is optional

The notes on how the interactions regarding alignment, implementation,
creativity and connectivity change depending on the chosen variable options
should be optional to read, otherwise there is too much information accessible
in first glance. Besides these notes should be available in form of tips and
tricks, so people can actually do something with the information.

Beyond Miro
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form of tips and tricks.

Fig. 60 More elaborated variables framework concept with iteration comments



Concepting 113



0.6 KEY TAKEAWAYS FOR FINAL CONCEPT

The design direction most interesting for the current situation of Covid-19
and promising to enhance the effectiveness of progression meetings in
terms of a creative climate is the design of a meeting guide enabling the
organiser to build-up an effective meeting in an online environment.

Conclusion: Designing a meeting guide

Designing a meeting guide template in an online environment which evokes a

creative climate requires to design three different elements:

1. The activities forming the structure of the an ideal meeting flow according
creative climate dimensions.

2. The kind of interactions in these activities that afford autonomy and the
motivation to be creative in order to boost creative confidence.

3. The way the facilitating role can build-up the meeting depending on the
meeting variables

Structure of the meeting:

The ideal meeting structure exist of 11 activities of which 4 activities are optional
to enrich the meeting in terms of alignment, implementation, connectivity and/
or creativity. The deep dive activities in which options are explored and analysed
are depending on the aim of the meeting. Six types of meetings are defined and
therefore there are 6 different deep dive activities.

Interactions of the meeting:

The interactions evoked by the design of the different activities must eventually
lead to the feeling of autonomy and trigger a creative mindset. There are five
product and interactions qualities providing a framework in how to design the
different meeting activities. The qualities afford on one side the experience of
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freedom and on the other side the sense of comfort. These are the building blocks
for the desired autonomy and creativity.

Support in Facilitating the meeting

It is important to have the facilitator organising the meeting flow properly. If the
facilitator does not understand the underlying idea of an effective meeting set-up,
the meeting will not be effective in boosting creative confidence.

To support the facilitator the guide should contain directions for navigation,
instructions in how to use the activities and clear defined objectives per activity.
Secondly the features of the design should be finished and not standing in the way
of facilitating the meeting. Finally the guide must allow for creativity, otherwise it
becomes very hard for the meeting organiser to facilitate the freedom and comfort
for this creativity.

The guide must be organised regarding the applying meeting variables. The
variables affecting the structure is the ‘aim of the meeting’. The facilitator must
be able to adjust the flow regarding the type of the meeting. Variables around the
meeting group affect the interactions, how to cope with these factors should be
provided in the facilitating notes in the form of tips and tricks, see the overview in
figure 67.

Since the focus is still on boosting creative confidence of the employees and not
a meeting facilitation course, the preparatory framework and meeting flow setup
will be combined into templates in which the facilitator and the group come to
an effective meeting together. This concept is further explained in chapter 6, final
concept.
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In this sixth chapter the service to organise effective meetings is described. The
decision of focusing on the facilitation of online meetings has led to the concept idea
of a guide empowering the facilitating role to build-up and facilitate online meetings
with a creative climate by means of templates, ‘rooms’, within the online environment

of Miro.

In this chapter:

6.1 Design process to final concept
6.2 Concept guidlines

6.3 Concept elements overview

6.4 Element design development
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6.1 DESIGN PROCESS TO FINAL DESIGN

To give understanding to the set-up of this chapter the design process to the final
design is explained, see figure 62.

The final design is a result of an iterative design process. Through the concepting
activities in chapter 5 guidelines have been retrieved for this final design. A
description is given in section 6.2. In section 6.3 the different elements of the

Concepting
Chapter 7 -

Elaborated
Concept  design
guidelines elements

Design
objectives

Concept
direction

boncept

final design are explained and section 6.4 shows the design elaboration of

each element. the completeness, clarity and usability of each element has been
evaluated, of which the documentation is in chapter 7. As result of the evaluations
the designs have been refined. To show the development of the final design these
detailing improvements have been combined with the initial concept elements in
sections 6.3 and 6.4.

Detailing
/ results evaluations:

chapter 1

Refinements RecommeW D&Glgﬂ
—> ~" recommendation:

Chapter 8

Final

conc@p+
I\

Gonce/p’r d&v&loym&n’r: }

Fig. 62 iterative design process to the final concept
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6.2 CONCEPT GUIDELINES

What.. should this guide do?

The guide exists of several templates (rooms) with which the meeting organiser
can build-up a meeting structure bringing the conditions for a creative climate. To
contribute to the eventual goal of autonomy, the rooms contain activities resulting
in interactions with focus on alignment, connectivity, implementation and/or
creativity. These desired interactions are created by the fact that the rooms contain
features that make the users both feel free and comfortable.

Itis up to the facilitator to take the meeting group through the rooms with
emphasis on these characteristics. To support facilitators in their role the tool
contains facilitating notes. Besides, an overview of the different rooms and their
objectives should enable meeting organisers to build-up a meeting from the
templates appropriate to the characteristics of their meeting.

Who..is going to use it?

The prime user is the meeting organiser
of project team meetings, figure 63. The
organiser uses the service to prepare
the meeting flow and during the actual
meeting this structure functions as
facilitation guide. The preparations and
the actual meeting take place in the
same online environment, so also the
invited meeting group will make use of
the product. The goal of the research is
to boost the creative confidence of the
meeting group by enabling the meeting
organiser to facilitate an effective online  Fig. 63 End-users of Creative Rooms
meeting.

Second users:
Meeting group
members

Prime users:
Facilitators
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When..would you use the this service?

As the storyline in figure 64 illustrates, the guide is used in preparation before

an online meeting by the meeting organiser to build-up the meeting. During the
meeting the prepared rooms function as structure to facilitate activities leading to
autonomy. For the meeting group the rooms operate as supporting communication
spaces next to the video conference.

The guide stimulates alignment, connectivity, implementation and creativity, which
are activities advancing the eventual experience of autonomy and the motivation to
use creativity.

How.. should the guide work

This is short overview of the different functionalities of the service. The explanation
of the different activities in the rooms are explained in section 6.4
+ Itis areplacement of the ‘share screen’ function in video calling. The endless
whiteboard can be used to share any content and to create new content.
The interactive template invites members to participate in the meeting and
to collaboratively bring content to a next level. In the different rooms one
can express freely, give direct feedback/a response, document interesting
ideas and suggestions and the template provides overview of all things said/
expressed.
The facilitator indicates when it is time to move to next room. This provides
clear structure to the meeting.
The template elements can be adjusted and made personal
The service is compatible with applications as MS Teams, Slack, Trello and
Jira. Comments and action cards created during the meeting can directly be
assigned to a team member and will be saved the backlog of the planning tool.
When the meeting is finished the templates can be exported and saved for later
documentation and reference.
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6.3 CONCEPT ELEMENTS OVERVIEW

Creative Rooms is the do-it-yourself (DIY) guide to facilitate effective work-
from-distance project meetings. In this section the elements of the guide are
explained.

Overview of concept elements

A concept version of Creative Rooms is build in Miro. In this collaborative
whitboard platform the concept is evaluated. These evaluations have led to
design recommendations which, in combination with the takeaways of the
conceptualisation chapter, lead to the refined concept: Creative Rooms. In basis
this DIY-guide includes six elements, see figure 65. The basis structure, 17
‘meeting rooms’, a template folder and facilitating notes were part of the initial
design. After the evaluations the elements were refined and enriched with 3
more rooms a reference manual and implementation assistance in the from of a
customer support manager. Together these six elements form the package service
'Creative Rooms'. In the next section (6.4) the development of each elements is
explained.

Short description of each element
1. Basis meeting structure

The basis meeting structure provides a starting point for building-up a meeting and
existis of 9 stages. To this structure a reflection moment to the overall progress
and a recap of the meeting decisions are added. Evaluation B and C have shown
that employees will feel more comfortable with rounding off the meeting by extra
focus on control by accountability (creative climate dimension). Where the initial
flow (structure with rooms) is shown in the overview (figure 65) the modified
version is shown in its development overview (section 6.4).

2. Meeting Rooms 20
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A total of 20 different rooms have been considered. Each room is designed in a
way that it represents a stage of the basis meeting structure. In their own turn, they
contribute to an effective meeting.
9 Basis meeting rooms: these nine rooms are part of the basis meeting
structure. This composition of rooms the basis for a good online meeting.
4 Optional meeting rooms: four meetings are determined as optional and
have the ability to enricht the meeting in either alignment, connectivity,
implementation or stimulation of creativity. These rooms can be added from
the template folder.
6 deep dive rooms: the conceptualisation phase has determined that there are
6 different aims for a meeting. For each aim a deep dive activity is available in
the template folder.
1 blanco room: to enable facilitators in creating their own activities a blanco
room with guidelines is availble in the template folder.

3. Template folder

Inspired by the functions of Miro a template folder is added to the concept. The
facilitator can add one of the pre-designed rooms or save their own creations in
this folder.

4. Facilitating notes

The notes form a script supporting the facilitator to navigate the meeting group
through the different rooms; the flow.

5. Reference manual & 6. Implementation support (added after evaluation B)

The manual is added to support the organiser and faciliator of the meeting in
understanding and using the guide effectively. The manual works as reference
after Creative Rooms has been introduced in a training. This training is part of the
implementation process which requires accessible expertise for support, as was
stressed as pre-condition in the literature.
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Fig. 65 Overview of elements Creative Rooms package
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6.4 ELEMENT DESIGN DEVELOPMENT

Decisions for development

To evaluate the effectiveness of the concept it has been decided to focus mainly on
the development of the structure and rooms. Because of this, only the Deep Dive
activity 'Receive Feedback' is designed. The meeting observations revealed that
many meeting exist of sending information instead of sharing and collecting. The
focus on receiving feedback is therefore decided as most relevant to elaborate on.

Moreover, the template folder and meeting notes are functions of the online
platform of Miro. For these elements the development lays more at the content,
rather then the format. Input on the form are added as recommendations for a
stand-alone platform or the software of Miro.

Presentation of elements

First the final meeting structure is shown and the way facilitators can adjust this
flow according their meeting characteristics. In addition an impression of the
template folder and facilitating notes are given. Then, all rooms except the recap
room are explained. This step is added as a recommendation to the meeting flow
after participants have missed a recap of the decisions taken in the meeting. Finally
the manual is presented.

The implementation support is not designed or evaluated, and therefore not

addresed in this section. However, implementation recommendations with regard
to case study is done in chapter 8. Discussion & Conclusion.
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Set-up showcase design development

The development of elements was iteratively. To provide insight about these
developements this section shows both the initial concepts designs and final
designs. To give understanding to these visuals, a description of the idea behind the
design together with some element specific improvements and recommendations
for further development are described. Figure 66 illustrates the set-up. The 'Blanco
Room' indicates how the final design of each room, except the waiting room,
should look like, this hasn't been adjusted for each room yet.

The improvements and recommendations refer to the relevant evaluation where
the point comes from.

EvA = Evaluation A - Usability of the rooms

EvB = Evaluation B - Usability of the guide by facilitators

EvC= Evaluation C - Group interactions with meeting group

— |

Final design

Description of why
the element is
designed in this way

Initial design(s)

>

Fig. 66 set-up of showcase of design development to final design. For some
elements the order of the elements is a bit different, but they all have these
five items.

Improvements
(From initial to
final design)

Recommendations
further
development




Final meeting structure

The meeting structure of Creative Rooms is a sequence of rooms based on seven
phases of a facilitating a creative process, see figure 67. Creative Rooms gives the
meeting organiser a basic meeting flow which reflects in 9 rooms the seven phases
of an effective meeting set-up. Figure 68 illustrates how each phase is reflected.

The flow of rooms can be adjusted by the meeting organiser. From the template
folder the facilitator can add ‘optional rooms’, ‘Deep Dive activities’ or a ‘blanco room’
to create own activities. Rooms can also be deleted or restructured in order.

When a meeting organiser makes changes to the basic meeting he/she must be
aware that the room has to change/adopt a purpose that reflects the position it
occupies in the flow. For example, when the facilitator decides to move the ‘wrap-

)
’
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Diverge Converge Reflect Closing

coremony

Make
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with(in) the
options

Give Be comfortable
meaning to  with what is
what is done

done

Understand
/overview
the options

Get comfortable Goal clarity

with the setting  and/or
reframe
problem

Generate/
explore
options

Fig. 67 Seven phases of creative facilitation for an effective flow

up room'’ to the beginning of the meeting the purpose of the room changes from
reflecting on the effect of the meeting on the meeting group to introducing everyone's
starting energy. If the participant does so, it should think of another activity to reflect
back on the effect of the meeting with the meeting group, because all phases should
be reflected to aim for an effective meeting.

Phases of
an effective
meeting
structure
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Fig. 68 Overview in how the designed rooms reflect the phases of an effective meeting flow
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MEETING STRUCTURE
Description:

When the facilitators opens the weekly project
meeting template (the online environment in which
the meeting will take place) the basic structure is
as starting point provided in a vertically orientated
structure.

This vertical structure is a single grid column is ideal
for adjusting the structure. The 'insert (plus)' and 'drag
and drop of cells' functions allow for quick changes
to the structure. The neutral background with frames
behind the grid works as a placeholder for inserting
new/extra rooms. Due to this the rooms are perfectly
aligned, which helps navigating though the guide
during the actual meeting.

Assumed is that meeting will not be longer than 12
pages, but this too can be adjusted.

Improvements

» Extra room: Progress board

» Vertical navigate as you scroll through a
presentation or pdf (EvA)

» Single column (of grid fuction) to structure the
flow, but also make easy adjustments (adding/
restructering/deleting) + Navigation using arrow
keys. In this way everyone sees same screen in
same zoom-in (EVA)

» Big title with description of Creative Rooms. And
space for meeting title.

» Parking lot outside the room
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CREATIVE ROOMS

Creative Rooms is the do-it-yourself (DIY) guide to facilitate effective work-from-distance
project meetings. Follow the guide to align and connect. Work towards implementation and
unleash you creativity. Enjoy!

Project title: {Edit here the title of you project}

]

" | believe directly that meeting will
become more effective because of the
structure it provides."

Intro Deepdive

Fig. 69 Facilitator building-up her own structure during Evaluation

" Maybe | have an alternative 'waiting
room' activity, then | want to be able to
easily change it"

Recommendations

» For Miro; enable users to lock elements within
a grid. Because many users keep using the
scroll function of their mouse, instead of the
arrow keys, unlocked elements easily dislocate.

» Otherwise, add locked space next to the grid
where users can scroll.

» Indicate that facilitators can also build-up their
own structure; e.q. if they prefer a horizontal
set-up.

» Extra room: Recap room (recap of meeting)



TEMPLATE FOLDER

In the template folder all non-basic elements are stored. Besides, the
facilitator can add own creation to it's ‘personal’ template folder.

Choose a template

Deep Dive - Receive
Alltemplates

Recent

CATEGORIES Add
Miroverse [T

Recommended

Optional - Personal Update

Popular

Building Blocks

Demo Boards

USE CASES

Meetings & Workshops

Optional - Success Management Optional - The Graveyard Optional - Golden Hour
Ideation & Brainstorming

Research & Desig

‘Agile Workflows o '@ ;;;;;
rate =

Improvements

» Visuals are added to the templates to give a preview. Also a
short description with the purpose has been added. However,
the evaluations made it clear that the facilitators do not read
this information in the template folder, but prefer to have it in the
manual.

Recommendations

» For Miro/future platform: Give the possibility to create sub-folders.
In this way the deep dive activities can be collected in one map.
Extra folders will provide more overview.

» Create a folder where folders that are reused between meetings
can be stored.

» Add a visual library to the template folder

» Have the weekly progress meeting board as 'board template'
availble

FACILITATING NOTES

Under the button 'Note'is a meeting script with the time, the objective of the
activity, minimal actions and tips & tricks to facilitate available for the facilitator.

Improvements

» The checklist of each room has moved to the facilitation notes. It is to the
facilitator to explain the activities of the rooms.

» Atime indication has been added to both rooms and notes. This support the
facilitator in time-management.

reative Room... 2, - e @ a Q B ;9 Note = & = 9% X
T |+ OpenSans 2 . B = A # ] Succes Management

Time: 8-10 min.

Room 4

Success Management O3

[0 Manase expectations about the deinicion
of a successful learning experience

Objective:

Manage expectations by understanding everyone's
definition of success.

Prepare; Determine where the succes definitions will
apply on?

Continue when:

Everyone has defined and explained their succes by
displaying their definition on the trophy.

Tips&Tricks to facilitate
® Give a few minutes to think in silence about their

o] definition of success for this meeting.
® Give participants the word one-by-one, or let

ECH 0O Y ® % them give the word to each other. To0%
8

| ® Let the meeting group paste their definition on

Recommendations

» The notes should be evaluated with different facilitators to understand whether
the notes are comprehensible and complete enough to facilitate an effective
meeting.

» For Miro/future platform: Add a toggle function to the notes, so that the
facilitator can only open the notes of the rooms used. Or link the notes to the
room in question. If you are in a room, the linked notes will be presented in a
separate box.
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BLANCO ROOM
Description:

To show the general refinement points these are
applied to the blanco room. (These refinements
have not been done for all rooms due to limited
time.)

The blanco room is available in the template
folder to enable and support facilitators to think
of own activities. Designing a room will make
the facilitator more aware of the idea behind the
Creative Rooms guide.

With help of the training an manual a facilitator
should be able to design and insert a room
which contributes to an effective meeting.

"I think it would be good if the
goal and time of each room are
communicated with the team.”

{Title of room} {Add a triggering question

to help people think in

(8 (Bt o 6 6 X : X
the right direction} ?

CHECKLIST: {Add o subtitle with the instructions for the
)

uuuuuuuu

O {Overview of activities
to be done in this room)
{separate checkbox per
activity)

o

[Make the page visually attractive]

[Ligt grey areas to separate or
highlight certain information]
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{Title of room} |

Fj {Goal of the room}

{Add a triggering question
to help people think in
the right direction} ?

Title of the project @ XX min.

[Make the page visually attractive]

[Ligt grey areas to separate or

CHECKLIST: highlight certain information]

00 Create your room
0 Add facilitation notes

[ Save new room in template
folder (select all, right
mouse click: 'Save as
template)

Improvements:

» Less text, more room for the activity. This
brings a bigger responsible for the facilitator
to explain the goal and activity of the room.

» Indication of how much time the activity
takes, this makes time-boxing easier (EvB).

» The parking lot is placed to under the room.
The square was confusing the participants
(EvC).

Q {In Caveat - chort hints in how participant

( can interact with the featurec]

Recommendations

» To understand how long each activity takes several
pilot-tests should be done to understand if the
weekly meeting is do-able in +/- 1 hour.

» |dealy the parking lot is a fixed item that updates
itself in (now below) every next room. Copying and
pasting the parking lot is not practical.

» Create a visual library with visuals in the cartoonish
drawing style to design rooms in the same cohesive
style.



WAITING ROOM
Description:

The waiting room is a room in which the meeting
group can gather and prepare for the meeting. This
low threshold activity of decorating the waiting room
allows participants to warm-up and get comfortable.
Participant can drag and drop pre-designed items
or upload new one to make the room personal. The
result of this room is a collective effort affording
connectivity. The checklist items trigger to start the
meeting prepared and together.

The facilitator can add something personal to the
room to engage the meeting group and set an
example. To start collectively the facilitator can set a
timer show when everyone should certainly be ready.

"I think you put down a good mindset with
the ability to ceate a homy atmosphere "

The Waiting room

Welcone, we start any moment.

(]

oy EIDD T
’#T"r\ e H'\g‘. :i:«,w

The Waiting room

Welcome,

we start any moment.
Start the meeting prepared

and collectively.
CHECKLIST prior to the meeting:
[J Are you comfortable?

[0 How is your appearance on
camera?

[0 Be prepared; go to the
presentation room to already
upload the documents you
like to share

[0 Make the waiting room
personal:

« Drng and deop thece iteme to the
waiting room.

‘ + Ttemc mircing? Copy them from the
internet, upload from you compater or
90 to the icon-finder

Improvements

Add 'digital' in front of 'make waiting room personal,
some participants thought they had to decorate their
space at home.

Add a frame around the items to indicate they are part of
the activitiy

Delete the button that refers to the presentation

room. Make meeting members prepare their files for
presentation, uploading not per se necessary. Only when
meeting members are unprepared it disturbs the meeting

Recommendations

» Check-boxes that can be ticked

» Use the waiting really as room to set the tone
for the meeting. Challenge particpants to use
their creativity, trigger particpants to interact,
clarify the working of the navigation etc.
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PERSONAL UPDATE
Description:

Sharing how you feel or what keeps you busy
connects people and aligns them emotionally. Three
different activities for the personal update have been
designed, but due to its flexible use the 'Smiley gallery'
is used in the evlauations. The other two personal
updates are in the appendix N.

This personal update works for larger meeting
groups in which you want to poll the participants
state of mind. Some participants can clarify their
smiley choice if they want to. A smiley is visual way
of expressing oneself understood by everyone.

The facilitator can aks an extra question to let the
participants tell a bit more about themselves.

0 Explain one by one the
chosen smileys

Room 3

&

Marieke} {Add Name}
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Personal Update

Check-in everyone's state of
mind and break the ice.

What smiley(s)
how you feel?

{Add Name}

{Add Name} {Add Name}

Personal Update What smiley describes your
i ?
P e O RO state of mind the best? -
mind and break the ice.
CHECKLIST:
2
O Frame a smiley(s) s g - -
representing you state of = = -
Eu maartje Tijnen {Add Name}

e ﬂ:".

-

{Add Name}

{Add Name}

{Add Name} - {Add Name}
= =

|
l

Improvements

» More freedom in designing you smiley, »
blanco smiley to draw your own face (EvB)
» Adding a sticky note where participant can
add their role in the project or something
else funny (EvC). The colour of the sticky
note can be used by this participant
throughout the whole meeting, in this way
it is clear who writes what.

describes (X :-::‘ oo
48, i

25 . z 20

-~ v -

ah B OF

- ~ i

2 -~ s N

2 & W)

oo G e

2] [} N~

{Add Name}

Copy paste the smiley that
represents you state of mind
best, of create one yourself!

Recommendations

Different options of personal updates
depending on how you like to warm-up the
meeting.



MEETING INTRODUCTION
Description:

This room introduces the content of the meeting.
The subject of the deep dive activity and the aim of
the meeting are discussed transparently affording
alignment about the form of meeting outcome.

The facilitator guides the group through the agenda
and together they divide roles important for a smooth
meeting. Besides the parking lot is introduced. The
special attention to these items creates a shared
starting point with the group.

If the personal update is not a part of the meeting
agenda, special invitees can be introduced in this
room.

Meeting Introduction

AGENDA :

Align on the specifics of the

meeting and set expectations

- Facilitator

3 < Subject: Subject:
What is the aim E ey [l Erars
@ tntro of the meeting? Wivanntn amdosan

Pin your subject on the desired

Check=-in destination in the map

Marieke Noordermeer

+ Chief decisions {name} ﬁ Success

+ Chief d

Edit fext and drag the cubject card’
to the destination on the map.

tation {name}

Progress
- e pee) T P

Learn from
mistakes
Name:

é Deep Dive
Marieke

Subject:
Creative Rooms

v

Progress

i
n

Noordermeer
% Way Forward

GET NEW IDEAS

{ -~ Sub)
-~ e |

Supervisory Team

MAKE A DECISION

GAIN INFORMATION TEAM BUILDING

Meeting Introduction

Welcome at today's meeting.

CHECKLIST before we start:

O The subjects are mapped on
the 'aim’-destinations?

[J Any additions to the
agenda? (see frames) ™

O Does everyone understand
their role?
+ Chief documentation?
+ Chief parking lot?

»

What is the aim
of the meeting?

destination in the map

Pin your subject on the desired

— — — board FIND AGREEMENT
Golden @ RECEIVE FEEDBACK
Hour B FIND AGREEMENT
& GAIN INFORMATION
B GET NEW IDEAS
@ yaKE A DECISION
Wrap-up & ream BUILDING
R Lemve here all your out of subjctdeas, questions |:—) Check-out
and concerns

It is unclear who needs to perform the
task, need for clearer instruction for
facilitator (EvB & C)

Text in world map is too small, participant
don't expect it to mean something (EvA)
There is a need for an actual agenda/
overview of meeting in this room (EVA & B)

Recommendations

» Make the map in black and white so the
aim of the meeting can be coloured during
the meeting, this creates a bigger contrast
between what will be done and what not.

» Add text boxes behind roles. Facilitators liked
to assign the roles by adding names (EvB)

» Facilitator (EvB) likes to indicate time in the
agenda. Now, the agenda looks very full,
which is uninviting to add something.
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SUCCESS MANAGEMENT
Description:

When it seems useful to manage the expectations of
the different participants an optional activity of success
management can be added to meeting set-up. In this
activity all participants get the chance to describe their
desired outcome of the meeting. Each participant can
describe the success they want to achieve in a label,
which will be sticked on the success trophy one-by-one to
discuss the different definitions. In this way participants
get the opportunity to align on different perspectives and
ideologies and can conclude on the kind of result.

The facilitator has the important role to ensure
participants describe their success abstractly as a
desired kind of outcome instead of a concrete solution.

"Celebrating your success is good for team
morale." - Employee DAC

Success Management

Manage expectations about the
definition of a successful
meeting

CHECKLIST:

0 Define your success as a
trophy you want to win by
answering the question:

When have we reached
the aim of the
meeting?
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Success Management

e meeting is a

succes when
{EDIT}

Manage expectations about the definition
of a successful {add purpose}

Improvements

» Leave open for which reason the
expectations are managed, could be for
the meeting, deep dive activity but also
whole project etc. (EvB)

Describe your success
and drag the Inbel one

f by one to the trophy

Success =
{EDIT}

Recommendations

» To reflect back on the defined successes it
would be recommended to do something with
the trophies, like putting them on a 'Succes
shelf' or in the cabinet in the waiting room etc.
Celebrating successes motivates people.



PRESENTATION ROOM
Description:

To share progression, new insights, background
information or other information needed for the deep
dive activity, a special presentation room is created.
The big screen makes clear that it is time to share
information and for the other members to be on
mute. The information shared should be relevant for
the deep dive activity. The presentations provides
the information to appraise the task of the deep dive
activity.

To trigger the presenter to share next to the
breakthroughs and positives sides also the obstacles
and potential pitfalls a first reflection takes place.
Otherwise it can trigger a dialogue or debate in
which the other meeting members can challenge the
presenter.

e

Presentation Room

Fj Define a starting point for
the deep dive activity by
finding a shared
understanding of where we
stand with the topic.

'
I 0O -
I A4

0% L% 100%

= P

Any obstacles? Any breakthroughs?

- {add obstacles} -{add breakthroughs}

Improvements

» Grey box is misleading, participant (EvA)
expect they need to add text.

» Switch the obstacles and breakthroughs
icons, it is better to end positive. Besides
facilitator would like to have room to note

these obstacles and breakthroughs (EvB).

» Add to the facilitating notes that the
room doesn't need to be used just for
presentations

N e che crreen smee (2

Function fo give & precentation

Recommendations

» For Miro/platform: When participant drags
presentation in the screen the size of the file
should snap to the size of the presentation
screen

» For Miro/platform: Double click on uploaded
file and it goes into presentation mode

» For Miro/platform: Particpants want
to be able to add comments during the
presentation, is not possible when in screen
share modus.
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THE GRAVEYARD
Description:

’ The Graveyard |

P Learn from mistakes

This optional room makes participants aware of the value of
making (early) mistakes and that these mistakes are actually
providing insight of how to continue. Many people using creativity
as way of solving challenges stress that there is not such thing
as a ‘'mistake’, they call them ‘learnings’. Obtaining this mindset is
what this provocative room is triggering.

{Double-click
to describe
the learning}

{Double-click
to describe
the learning}

The meeting group is asked to leave their mistakes behind and
continuewiththeretrievedlearnings. Thereasonto goforsomething
ironic and provocative is to break the stigma of mistakes are
wrong. Assuming that this provocative room intrigues employees
firstly, creates the time to learn quickly that speaking and debating
about mistakes are valuable for progression. Eventually employees
should feel comfortable to share both positive and negative
developments in a progress update.

"It is always very annoying if the same
mistakes are made all the time "

[he Graveyard | Improvements
e 10 iesn e e » Simplified features, the 2x double click
stood in the way of the usability (EVA).
» Add title of project; in this way the
page can be shared with other project
leads avoiding them to make the same

mistakes.
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« 2xdouble-click to edt text
« Copy a gravectone when there are mare cubjects
+ Copy the commemoration cloud to add learnings

)

Recommendations

» To avoid people making the same mistakes
within a project or in other projects it would
be good if the content of this room can be
archived or exported.



DEEP DIVE | RECEIVE FEEDBACK
Description:

Based on the ‘Ladder of Feedback’ technique by Wilson
et. al. (2005) the springboard is designed to guide the
group in providing and receiving constructive feedback
stepwise. After the subject is clarified, feedback in terms
of a postive, negative and suggestive note are given. The
feedback receiver can respond and conclude in concert
with the rest of the group to some takeaways.

The advantage of working in an online environment is that
everyone can provide feedback at the same time. With help
of the feedback rules and good facilitation, alternation of
silent rounds and debates, both introvert and extrovert
people should be able to express themselves.

Deep Dive | Receive Feedback

CHECKLIST:
Step 1: Clarify the subject
Steps 2-4: Meeting group
gives feedback on the

clarified topic

[J Steps 5-6: Subject-owner
responds to the feedback

Suggest:
- Have you thought
about

- What if

- Could you..

Concern:
- I wonder if..
- It seems to me
- How migth you

" 'Thank you' clarifies
feedback time is over! "

&

P 9 b A @ e
This part is
Uodorstond | Listonsed  Bemme  dogratensl oo on
before then ask positive for all Amproving, not effective because
Mevesdiog pamcionsihastises foodes comvieis
Clarify
Wt do you eesn by
Tell me more about
How dos ».. work?
o
......
{Edit
Subject for
feedback}

"I like how we can give
feedback at the same time "

Improvements

» Landscape frame to have it nicely on
screen.

» feedback rules next to steps were the
meeting group give feedback

» 'Value'is misinterpretated, a better
description is needed (help sentence)
(EvA)

Takeaways of
received feedback:

Recommendations

g

~'Thanks for the feedback!

The ideas made me think of
n

- I can see... working
- I learned... from the ideas

» Although the numbering and many post-its
helped the participants to all give stepwise
feedback, the springboard makes the room very
rigid. A visual that evokes a more dynamism
and thereby dialogues should be added. In this
room a postive and diverging mindset should
triggered, leading to constructive feedback and
many great new suggestions/inspiration.

Creative Rooms - The final concept 135



THE WAY FOWARD
Description:

In the way forward the new knowledge get transformed into
action steps. To help the meeting group in defining these actions
a talking plate has been designed in which the meeting group is
taken on a journey to the detained success/next milestone (the
sun on the horizon).

The illustration challenges the members of the meeting to think
critically about how they can proceed in a goal-oriented way. The
various stops lead to debates in which a constructive attitude
and conflict management will be put to the test.

A decision list provides insight into why certain action steps are
cancelled or discarded and thus gives the entire project team
the necessary insights on a weekly basis to work independently
on his or her action points.

Due to ‘Detour’ ; "Maybe we can do a design
sprint later in the process"

The way forward What actions do you
take to go forward? \

Get to the point! Ny

Create or adjust “Cards to capture

action steps and assign tasks

CHECKLIST:

[J Define new actions steps
and decide which actions
can be discard.

[] What extra expertise and/or
resources are needed?

[J What are you going to try
out this week?
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The Way forward What actions do we

take to go forward?

Create or adjust 'action cards' to
capture action steps and assign tasks

F] Reflect on the generated

information of the deep dive
activity, and decide how to
continue

CHECKLIST: Dead ends:

What are the directions

O state the goal of the 15 s e
project or next milestone

O Decide and define new
actions steps

[0 When done, move the action
and decision cards to the

progress board STORED G

resources:
ALL expertises and/or
resources are on board?

Actions to take:

ACTION CARDS:

Improvements

» Goal/milestone should be typed down, helps
to get aligned (EvB)

» Participants (EvA) suggest the icons have
a meaning and like a little hint to give it an
interpretation. Otherwise the step is skipped

» Participants (EvA) expect a link to an
overview of the to do' (progress board)

» A decission list should be added, during
such conversations many decision are made
an people always forget to document these

» Add made after 'decisions' to avoid people
are creating actioncards about decision
making (not per se wrong) (EVA).

Reflections/evaluations:

What reflection step do
we need to build in?

Tryouts:

Decisions made:

NOTES: DECISION CARDS:

Recommendations

» The action and decision cards created in this
room need to be copy-pasted or dragged to
the progress board. This is cumbersome, they
should be added automatically

» Explain the function of action cards and
decision cards in advance. The widgets
consists of a number of additional functions
that can be linked to existing backlogs in other
applications; such as assigning a responsible
person, adding a tag and/or a date.



PROGRESS BOARD
Description:

In addition to the way forward activity the progress
board is added to the meeting flow. In this board
not only the action steps of the deep dive activity
are getting structured, but it is also the moment to
evaluate on all other action cards. The action cards
can be placed from left to right to different columns
depending on the status of the action at that time.
The board is based on a classic Kanban board, a
technique within the Agile-way of-working. However
two columns are added to stimulate the participants
to reflect more on their activities.

The column ‘ready for reflection’ is focused on peer
reviewing, collaboration and learning from each
other. Before dragging the activity to the ‘done’ or
‘discard’ column a reflection on the activities take
place with help of a another team member, expert
or stakeholder. This activity stimulates acceptance
finding and elevates the quality to a next level.

The column ‘discard’ allows people to also reject
certain action steps when decided as irrelevant
for achieving the goal/milestone. This continues
reflection make that participants focus on actions
that are purposeful, but also allow for tryouts since
everyone knows the item will be evaluated eventually.

"ah, these cards fit in here perfectly"”

The Progress board

Reflect on the progression of the
Fl action cards and list the decisions

Backlog 7 In progress | 4 Ready for reflection ' 0 Done | 1 Discard | 0 Decisions | 1

Week ... 13

no corona? sell pick a date Discuss location Type something

band & dj contest —

make floor plan
corona expert for

| Invoice retrieval Make an

| Type something ‘

Apply for a permit
lockdown or no

initial proposal of

Week ... 0

Week ... ' 0

Recommendations

» The familiarity of the progress board makes it very intuitve
to use. Because of that participants expect they can link
decision cards to action cards. An option that should be
explored by Miro/own platform.

» Besides, implementation support is required especially
to link this progress board to existing applications. For
optimal usage this room needs to be tailored to the wishes
and needs of the project team, lead and/or scrummaster
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GOLDEN HOUR
Description:

A golden hour activity can be added to the meeting
when there is need to discover or discuss off-topic
or unusual ideas. This activity allows participants to
share all ideas, suggestions, concerns, opinions or
otherinformationonthetable. Several categorisations
are added to trigger participants, but also to stimulate
them in categorising input to keep overview.

This room is more about facilitating the moment
to be able to share everything that feels interesting.
The format can be seen as a free brain-dump. The
sticky notes can easily be transformed into action-
or decision cards, which stimulates participants to
describe their ideas specifically.

Due to ‘Detour’ ; "Maybe we can do a design
sprint later in the process"

The Golden Hour

Time for everything!

[p Explore all other
out-of-the-box topics
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The Golden Hour

Explore all other
out-of-the-box topics

Time for everything!

Qéyé

RN

Improvements

e cetass » The categories do not always apply and

must therefore be self-created. In the
evaluation C was discoverd that participants
do cluster and hitch-hike on each other's
ideas. (EVC)

=

~

i

Recommendations

»

»

The stimulation of this space (in this case the
light bulb that wants to go 'out-of-the-box')
must be able to be replaced by something
more representative of the subject of the
meeting or the project. it that case it can be
inspirational or as a reference point. (EvB)
Not only for this room, but in general would
it be interesting to have a library with visual
elements with which facilitator can build-up
their own rooms. (EvB)



WRAP-UP ROOM
Description:

To conclude the meeting and check if everyone feels
comfortable to continue autonomously, a room with a reflective
activity on the meeting is added. Successes can be celebrated
and unfulfilled expectations can be discussed and taken to
the next meeting. At this point participants can determine the
main subject and goal for next week's meeting. Knowing this
can comfort and motivate an individual to accomplish certain
tasks.

Connecting on emotional level provides a better understanding
of what can be expected from others after the meeting. For this
reason the room contains a large battery in which the meeting
group can annotate how much confidence the meeting has
brought (combination of comfort and freedom) to continue
autonomously. The assumption is that people find it easier
to express their confidence as if they are a device that can be
runned out of battery or fully charged. Insecurity for example
can be associated with low self-motivation (low energy) to
undertake activities and make choices.

Wrap-up room Empowered to continue?

Fully charged

Let's round off! ; .
T know how to continue

Label your an energy level to indicate how
how confident o

after the meeting

CHECKLIST before checking-out: —
o o=
O The parking ot is empty - il ER|
08 nane) provp—
The ssting s L 1 [
== —
[ You can continue | § aaren (has name) ;I
O Next meeting is tuned (
- Deep dive subject s
=E 7 =

Run out of battery

cannot continue yet"

Wrap-up_room Empowered to continue?

Drag and drop a label to mark your energy
level, indicating how how confident you
are in continuing work after the meeting

Let's round off!

CHECKLIST before checking-out:

O confident to continue?
+ Label the battery
- The parking lot is

[ {edit name} ] [ {edit name} ]

[ {edit name} ] [ {edit name} ]

SIDLY, [ {edit name} ] [ {edit name} ]
+ The meeting was
successful
Al iy to
reinforce your feeling
: N R 23 e aa e
[J Tune next meeting - ~ = U e
Next meeting:
é Deep dive: {Edit subject of next deep dive}
@ Goal: {Edit goal of next meeting}
OD O] 10 Meeting group:
Improvements

» Add smileys, universal way of expressing
your feeling (EvA)

» Simplify the name labels

» Make the labels fit the battery, people look
for confirmation »

N

Fully charged

"I know how to continue"

+ Double chck
< Draganddrap to
[+ Clckon bledot to

&.

IRIEH

Run out of battery

"I cannot continue yet"

Recommendations

» Although the 'next meeting' is valuable in leaving
people confident, it would better if this get a
separate screen together with an overview of of
the taken decisions and actions

Use the battery as discussion starter to reflect

back on the meeting or redesign this room. Battery
itself doesn't lead the participants in a reflective
mindset.
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CHECK-OUT
Description:

This final room should clearly indicate the
end of the meeting, no extra discussions or
questions should be triggered. The room can
be seen as a pinboard where participants can
leave a compliment, inspiring quotes, url's or
other information, to inspire and motivate fellow
meeting members.

Leaving the meeting with a positive mindset
should confident participants to get inspired and
keep a creative mindset.

Recommendations

» Participant miss a recap room, or something
where they can find back what the big
decission/defined action are
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l The Check-out room

P Leave the meeting positive

coop Z & o cauarnera i oy

(&}

Click here
for the
Questions!

T —

meeting was
doneina

~ funway!
nice rooms

600D




Creative Rooms - Manual
Description:

To enable the facilitator to build-up a meeting
according the characteristics of his/her meeting, a
reference manual is added to the guide. To introduce
Creative Rooms facilitators will first get a training. If
the participants doesn't understand the reasoning the
guide, her or she won't be able to build-up an effective
meeting by its own.

The manual exist of 5 pages. After an introduction
page the other four are meant to support the facilitator.
Inspired by the double diamond the manual let you first
understand and decide 'how to guide the right meeting'.
Followed up by the two pages build and facilitate to
which explain 'how to use the meeting guide right', see
figure 70.

How to guide the right meeting

©

| Undevstand 2. Decide

How to use the meeting guide right

3. Build

4. Facilitate

Fig. 70 Manual set-up

Improvements:

»

»

»

»

»

MANUAL o INTRODUCTION TO THE INTERACTIVE DIGITAL MEETING ROOMS

Greative Rooms

Creative Rooms is an interactive digital meeting structure to held
high effective meetings focussing on alignment, implementation,
connectivity and ingenuity in an online work-from-home environment.

This manual provides the support to facilitate effective meetings using Creative Rooms.

1. VIEW 2. BUILD 3. FACILITATE

Understand what
CREATIVE ROOMS is and

how it contributes to
an effective meeting

Learn how to
facilitate an

effective meeting with
help of CREATIVE ROOMS

Follow 7 steps to
build-up a meeting
structure suiting your
kind of meeting.

INTRODUCTION

Within the time of this research project,
the manual could not be completely
redesigned. The first design is shown
on the next page and an outline for the
improvement is then shown.

AN INTRODUCTION TO THE INTERACTIVE DIGITAL MEETING ROOMS MANUAL

Simple appealing writing style ,
which invites people to use the
manual like a friend.

Focus with the first pages on the
'why' of the product

Use colours and fonds with
consistency, this will help users to
navigate through the guide. Take the
users on a journey.

Split-up the 'view' room in a ‘why'
using the guide and a 'why' deciding
for certain rooms.

Make it as visual as possible and
keep text very short

of creative rooms
makes your meeting
more effective

4
CREATIVE ROOMS,

Are you the organising of your project's
next meeting online? Then use CREATIVE ROOMS
to build up your meeting with impact!

Read through the 4 phases in this reference
manual to use the guide with maximum effect.

Howto gy How ide right
| Understand 2. Decide 3. Build 4. Facilitate

1.UNDERSTAND 2.DECIDE 3.BUILD 4.FACILITATE

Learn 'why' usage Learn 'why' Learn 'how' to Learn 'how' to

facilitate this
DIY-meeting

certain rooms are
better for your
meeting

build up the DIY-
meeting guide
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VI Ew OVERVIEW OF THE INTERACTIVE DIGITAL MEETING ROOMS

Interactive digital meeting rooms

#1 R T e

m

#A

#2

#B

#3 L

#4

REGARDING THE ATH OF THE MEETING <<

The Waiting room

onective:
Start the meeting prepared and collectively

Focus tar etfeciive mesting:

'3
e
3
o

4

Meeting Introduction

o~
Align on the specifics of the meeting and set
expectations

i ® P

Presentation room

onective:
Define a starting point for the deep dive
activity by finding a shared understanding of
where we stand with the topic.

Migment | sprcaentation

p @ w

Deep Dive activity
J——

Collaborate in depth on a relevant topic to
enhance the effectiveness of the gathering

Mgt mlemntation  Comectinity  Creativity

A

1]

P o @ R

i

#5

#6

#7

#8

#D

‘eevee

The Way forward

mjectue:
Reflect on the generated information of the
deep dive activity, and decide how to continue

AL L PR D9

The Progress board

ongectiue:
Reflect on the progression of the action cards
and 1ist the decisions

A L L4 P B D

The Wrap-up room

njectiue:
Reflect on the effectiveness of the meeting

ocus for etfective neeting

Agment comectivity

® & W

The Check-out room

opistive:
Leave the meeting positive

Migment comectiity Crestiy

e

oy

Optional interactive digital meeting rooms

#A

#B [ AEE

#C%O

e o Tine for everything!

#D

o,

~:

Personal Update

onpective:
Start the meeting prepared and collectively

Succes Management

onpective:
Start the meeting prepared and collectively

429

The Graveyard

onpective:
Start the meeting prepared and collectively

® 9 B ®

il

The Golden Hour

Opiectiv
Start the meeting prepared and collectively

Migment plementation  Crestivity

s 28 y s

Find Agreement

njectiie:

Emphasise on the similarities and work out the
differences to eventually get to common ground

Gain Information

onective:
Get informed about a certain topic and map the most
interesting information for further research or cooperation.

Get New Ideas

onpective:
Break open the solution space and generate new ideas
creatively

Make A Decision

Ongectie:
Make an informed choice based on agreed criteria

st gt

Receive Feedback

ompective:
Gain new insights on a particular subject by asking
for opinions from different perspectives.

Team Building

onective:
Build on trust-relationships by paying extra attention
to the social interactions within the meeting group




BUILDcompose AN INTERACTIVE DIGITAL MEETING

Start with a basic meeting structure.

An effective meeting should contain at least these eight interactive digital
meeting rooms. These rooms help the meeting group to align, connect, work
towards implementation and free a creative mindset. These are enhancing the
quality of the project.

Keep certain rooms of the previous time (copy); The waiting room, The graveyard
and the progress board.

Add the Deep Dive activity
regarding the aim of the meeting

A deep dive activity allows the meeting group to handle a subject more in
depth. The Deep Dive room navigates the meeting group trough a diverging and
converging phase, resulting in shared interpretations and new knowledge for
further progression.

"

Open the Add the desired
template folder activity

Drag into the
meeting structure

Enrich the effectiveness of the
meeting by adding optional rooms
Click on the 'plus' button to create space for an extra room in the meeting

structure. Like step 2 go to the template folder to add any optional activity
feeling needed to have an effective meeting:

Personal Update: extra opportunity to connect and align emotionally
Succes Management: extra opportunity to @ligm on the outcome of the
meeting

The Graveyard: Learning from mistakes provides the opportunity to open
the mind for new directions and lowers the threshold to early

The Golden Hour: This moment leads to the extra opportunity to diverge
and unleash any thought or emotion. This room allows to think out-of-
the-box and let creativity flourish.

Structure the rooms regarding
the meeting variables.

'VIEW' shows the natural flow of activities in a meeting structure. However,
depending the variables of a meeting the construction of the structure could
work more effectively with an adapted sequence

Meeting variables influence the meeting structure in different ways:
« The aim of the meeting determines the activity for the deep dive
« The meeting duration determines how extensive the meeting can be, for
certain activities you definitely need to provide time to diverge or debate
+ The frequency group members see each other determines the need for personal
updates and the extensiveness of meeting updates.
The timing certain participants/experts check-in or -out determines which
activities need be done first or later.

Structure the meeting flow:
Use the 'scroller' to drag and drop rooms to another place in the meeting
structure.

«@D>

1T To delete a room click on the cell, grey space around the room, to send the
activity to the 'bin'.

[ Add a 'blanco room' from the template folder to create your own meeting
=2 activity.

ACCORDING THE VARIABLES OF THE MEETING

CREATIVE ROOMS

Creative Rooms is an interactive digital meeting structure to held high effective
meetings focussing on alignment, implementation, connectivity and ingenuity in an

online work-from-home environment.

{PROJECT TITLE}

Decp Dive | Receive Feeaback
cHEckLIST:
0 Step 1: Clarity the subgect

[0 Steps 2-4: Meeting srove
g1ves reeaback on the
Steps 5-6: subject-omer
responds o the feadbick

eetomace mues:

P @b AR

(Edit Subject
for

A

What smiley describes your
state of mind the best?

- A
v

Prepare the rooms regarding the
meeting variables

CHECKLIST:

[1 Waiting Room:
Add a personal item representing the project, the
meeting group or company to give the example

[] Meeting Introduction
Prepare a sticky note with the subject for the
Deep Dive, but don't pin it on the world map yet.

Adjust the agenda, order the agenda items as the
meeting structure, delete items or add new.

[0 Presentation Room
Upload the documents to give and update about the
current state of the subject in advance, or let
know the designated person.

[0 Copy paste rooms of the previous meeting
Continue on the content of the previous meeting
for the Waiting Room, The Graveyard and Progress
board

1 Provide sufficient tools
Make sure that all rooms with tools such as sticky
notes or text boxes contain enough for the entire
meeting group.

Lock the features that should stay in
place

when all rooms are adjusted and prepared for interactive
usage, ensure that all supportive elements like the titles
illustrations and explanations are locked in the
background.

{not possible within tables yet in Miro}

Prepare the meeting group for the
digital interactive meeting

CHECKLIST:

[0 Invite the meeting group
Share the link of the meeting board and ask the
meeting group to join the meeting on their laptop
5 minutes in advance (the time to get prepared).

[J Pré-expectation management
Bring the topic for the deep dive to the attention
and let the meeting group think about other topics
important for the meeting

Clarify the roles of specially invited people,
like experts or stakeholders.

[] Experience with digital interactive meetings
Ensure all participants have a basic level of
experience with digital interactive meetings. Ask
inexperienced participants to prepare by means of
tutorials and warming-up in the waiting room
before the meeting starts.



FACILITATE

FACILITATING NOTES IN GENERAL
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FACILITATING NOTES PER ROOM

R -

Waiting Room

ntinve when

1.1t is time to start
2. The meeting group is gathered in the waiting

all updates are collected in presentation

4. Extra: the waiting room is decorated

Tips . Trice:
+ Set at tiner to show when the meeting starts (9)
+ Give an example of a personal contribution

o the decoration of the waiting room

Deep Dive |

Continue when:

The subject of feedback has been clarified
. Feedback has been given the order of something
positive, a concern followed by a suggestion
At least one takeaways has been formulated
(motivate people to do something with the feedback)

Tips & Trick

- Empathise on the feedback rules

« Start with a clear notation of the subject

+ Guide the meeting group through the steps by
starting each step in silence(1 minute). before
sharing their input. Let people write down their
input on sticky notes, when not everyone get the
chance to speak. the input is captured at least

« Help the subject owner categorise the feedback

Receive Feedback

For every rool

P arpese o the roon

GUIDE THE MEETING GROUP THROUGH

Deep Dive | Get New Teeas

01 Action steps for this romm

Make sure everyone O ® B w
is in the same [
room. Use 'Bring Y s
all to me' A
0
0
Check if the parking lot has
been taken to the next room +
mention purpose:
"Note to leave all off-topic suggestions
ere”
o P Clarify ‘why' this room is
part of an effective meeting
e A A A

LB
L L
L

Personal Update

ntinue uhen

- Everyone has spoken (breaks-the-ice)

the meeting)

Tips & Trick

Everyone was able to drag and drop a smiley and
to edit text (test if everyone can contribute to

« Set the tone to the kind of personal update by

starting yourself

« It is not about the smiley, but about expressing

your state of mind, no smiley or multiple
smileys is allowed

Give participants the word to have them speak

one-by-one, or let them give the word to each

other

N

The Way Forward

ntinve when

. Agreement on the goal, next milestone
AL illustrations have been di
see the big picture)

steps have been formulated.

Tips & Tricks:

(help to

The made decisions have been listed and action

« Stinulate reflection with questions; can we
continue with the new take aways/knowledge?
a. do we have the knowledge and resources?

can we do a tryout/experiment?

c.what evaluations/reflections are needed to

make future decisions?
. directions we can reject?
« hief documentation writes the cards
« he team can use the sticky notes

« Make sure off-topic ideas go to the parking-lot

L3

Board annotation

N et
e

THE INTERACTIVE DIGITAL MEETING

@ tote x

Meeting Introduction

ntinue when

1. The aim of the meeting and subject are clear to
everyone

A decision has been made about other subjects
The agenda has been approved

Roles have been divided and clear

Parking lot has been explained

woa

Tips b Tricks:

« Pin the post-it together on the world map by
asking if the meeting group can bring their
cursor to the same destination if the goal is
clear and when they agree.

The the build-up of the meeting, the agenda
items can easily be adjuster

Progression Board

ntine when

Cards of The Way Forward have been added

Cards have been moved regarding the progress
made

3. Participants are accountable for specific tasks

Tips & Tricks:
« You move the cards under agreement of the whole
team. First you let the action owner explain the
progress and then decide if movement is needed
« Chief documentation writes new cards
« Make sure the cards are written in a present
perfect tense. (in this way able to check)

@ oolain what' the
activity is about
« also see CHECKLIST

. Guide the meeting group
in 'how' they should
interact

« Little arrows are
helping text

« "Use post-its, icon-finder or
copy paste anything from
the internet”

. ( Keep track on time!

Success Management
ntinge shen

1. Everyone has defined and explained their success

Tips & Tricks:

« Give a few minutes to think in silence about
their definition of success for this meeting.

« Give participants the word to have them speak
one-by-one, or let them give the word to each
other

Tine for everytning!

Golden hour

ntinue shen

1. The parking lot is empty

2. Some out-of-the-box topics have been discussed

3. Interesting input has been transformed to action
steps or decisions cards

Tips g Tricks

« Start in silence, let everyone urite down off-
topic suggestions.

+ Do a quick categorisation is needed

+ Give some people the chance to explain their
input.

+ Decide with the whole meeting group is this
topic should be transformed to an action- of
decision card

ROOMS

Remember the facilitator i

&)

>

D0

THE GUIDE

navigates the
meeting group
through the meeting
while keeping track
on the aim of the
meeting and the time

THE MEDIATOR

supports them to

Presentation Room

ntinue when

1. The update has been presented
2. The progress has been expressed in percentages
3. Breakthroughs and obstacles have been explained
4. Questions have been asked, update is clear to

everyone

Tips a1

« Use the Screen Share function to show the
presentation in the online environment of Miro

« Extract a page or slide if extra clarification
on this update part is required.

« Ask the participants to listen and wait with
questions until the presenter says st

b e
) o
e

Wrap-up

1. AlL participants have marked their energy level
2. The specifics of the next meeting have been
determined

Tips & Tricks:
« If you are close the end of time, make sure to
align first on the specifics of the next meeting
« if there is no proposal for a topic or goal,
suggest that one can submit a proposal via
email (give people time to think)

+ Give the example of your energy level

« The group can create their label to mark their
energy level

« Ask some people to explain their marker

draws out opinions and ideas
of the group members and

constructively bring these

together. The facilitator
remains neutral at all times

[y—

P

THE ENABLER

focuses, besides on what gets
achieved. on 'how' people
participate in the process.
Participants should be enabled
with time to understand. diverge.
debate, reflect and conclude.

D —

The Graveyard

1. Learnings have been retrieved from the mistakes
2. Participants are positive (feel good to
continue)

Tips g Tricks:
« Make a ceremony the activity: some last words
about the mistake (after that only talk about
the learnings)
« Let another person than who made the mistake
Fill in the text boxes (share the duty to learn)
+ Give people the chance to commemorate a
learning: how did it help the person continuing?
sum-up all learning before going to the deep
dive (remind people)

Check-out

ntinue shen

Tips g Trickss
+ Thank everyone
« Explain that people can leave the meeting or
leave a compliment for someone else.



INTRODUCTION AN INTRODUCTION TO THE INTERACTIVE DIGITAL MEETING ROOMS

MANUAL

A
CREATINE ROOMS

Are you the organising of your project's
next meeting online? Then use CREATIVE ROOMS
to build up your meeting with impact!

Read through the 4 phases in this reference
manual to use the guide with maximum effect.

How to guide the right meeting  How to use the meeting guide right

<

| Understand 2. Decide 3. Build 4. Facilitate

1.UNDERSTAND 2.DECIDE 3.BUILD
Learn 'why' usage Learn 'why' Learn 'how' to
of creative rooms certain rooms are build up the DIY-
makes your meeting better for your meeting guide
more effective meeting

4 .FACILITATE

Learn 'how' to
facilitate this
DIY-meeting

New design
of manual

Creative Rooms - The final concept 145




Set-up impression for new design of manual, based on double diamond model

LEARN 'WHY" USAGE OF CREATIVE ROOMS MAKES YOUR

1.UNDERSTAND MANUAL 2 .DECIDE LEARN 'WHY CERTAIN ROOMS ARE BETTER FOR YOUR MEETING MANUAL
MEETING MORE EFFECTIVE
The progress meeting template contains a basis-meeting structure. You
can adjust this structure within the guidelines of '1.UNDERSTAND'.
Behind every productive meeting, there is a smart 'flow'. Think of
the flow of a meeting as the structure to get the right interactions
and a fruitful outcome.
beep Dive sctsvities deep Dive sctivitiss beep Dive sctivitios
B -
o [ ROOM 1 | =W s
aneffectie Wariming-up-. Task-appraisal ~Diverge Reverge — Gonverge- —Refloct— <Llosing ceremony. f— |
Tractoe e TO BE DESIGNED
—
Fixed Lero
z:agi“f The place o get Introduction to the Create a starting Deep dive activity Reflect back on Reflect on the Reflect on meeting | |Reflect on confidence Place to leave L 7
C"e“;“f comfortable meeting point for Deep Dive deep dive outcomes project progress meeting group comfortably N
Rooms Find Agreement
v oom fo ot I
Adjustable
nerpreaton 1
asis flow \dd personal _ A A
o e
Adjustable ‘ [ c i <
Inerpretaton of o
how optional Hour i st o
rooms fitin. ROOM 2 o —
xt n xtra n xtra n B L
ooy gt gemarton iy —
. —— = s TO BE DESIGNED
P
5
9 Gain Information
Succes
Management
R00M 3 =
L TO BE DESIGNED
’ #
Explain how the basis structure works: within which guidelines
i ; Get New Id
can the facilitator make adjustment to the structure ot New Tdeas
S RTp————
The Graveyard (—
ROOM 4
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3.BUILD

LEARN 'HOW' TO BUILD-UP THE DIY-MEETING GUIDE

HOW TO BUILD-UP A STRUCTURE?

CREATIVE ROOMS

Creative Rooms 1s an interactive digital mee
meetings focussing on alignaent, inplemen
q online work-fron-home environsent.

ting structure to held high effective
tation, connectivity and ingenuity in an

{PROJECT TITLE}

B What sniley describes your
oty Aoty coe
i

e [ [
L [

<< B>
H

HOW TO BE PREPARED FOR THE MEETING?

Short description,
leave room for own
interpretation

4.FACILITATE

LEARN "HOW' TO FACILITATE YOUR MEETING BUILD-UP

Tips & Tricks for every room:

e
O R

@ Creck A the parking Lot has
been taken o the next room +
mention purpose:

Mot toleave all off-topic suggestions
bere’

@ o cisrity by ahis roon s

port of an effective seeting

Remenber the facilitator is:

@ & P
g -%% Cé) fwﬂ

Explain ‘what' the
activity is sbout

intersct
"~ Little arrons are
helping text THE GUIDE THE MEDIATOR THE ENABLER
+ “Use postis, icon nder or navigates the draws out optnions and idess  focuses, besides on shat gets
<opy paste anything from meeting group of the group mesbers and achiered, on “hou” pesple’
e ntermer” Through the meeting support o participate in the proces.
shile keeping track constructively bring these Particioants should be ensbled
o the ain of the Cogether racilitator with tine to understand, Siverce
© Keep track on time! meeting and the tine Femaine neutral at all tines  debate, reflect and conclude.

- Add general notes
- Show an example
- Refer to the
facilitating notes

reativeRoom.. & e BB wPoa @ PNote &= &1 X
T I+ Opersans 2 3 B = A £ W
! o - u Time: 810 min.
e o4 -
P e e e
Manage pectatons by undersandig seyone’s
deetionl surcess.
Prepare; Determine where the succes definitions will
oo
Continue when:
Earyone s deined and explaned ek succs by
dsplaog el alnion o th rophy,
o Gie fow it 0 ikl tence abu thel
(©  defintion ofsuccess for ths meeting.
_ ‘® Give participants the word one-by-one, or et
ET L0 ® @ temgietheword o eachater o

o Letthe meeting oroun naste their definition an
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-VALUATION

In this chapter the elements of the concept design are evaluated. Three different
evaluations determine the effectiveness of Creative Rooms. Detailing points are
processed in chapter 6 to a final design.

In this chapter:

7.1 Evaluation set-up

7.2 Evaluation A: Usability of the project rooms with Individual project members.

7.3 Evaluation B: Usability of the service of digital meeting build-up with (creative) facilitation experts.
7.4 Evaluation C: Experience of effectiveness meeting interactions with meeting group members.
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/.1 EVALUATION SET-UP

This chapter evaluates the concept on usability and effectiveness. The
evaluation of the concept exist of three sequential parts, all having their
own focus.. The findings of the evaluations are used to detail the concept.
The final concept of this research is presented in chapter 6. Conclusions
that couldn’t be processed within this project or require more research are
discussed in the chapter 8. Discussion & Conclusion.

Three evaluation steps

The first two evaluations (A&B) focus on the usability and clarity of the DIY guide
for effective meetings when working from distance. Evaluation A, leads to detailed
versions of the rooms. To have the facilitators evaluate the clarity of a more
complete guide, the detailing is preferably finished before evaluating with the
facilitators. The two usability evaluations form the basis for the third evaluation,

in which the use must be virtually faultless in order to actually focus on the group
interactions of the product.

Evaluation A: Usability of the project rooms with Individual project members.

This evaluation focuses on the usability of the interactive features and clarity
of the directions per room. The evaluation will decide if the interactions contain
participative, personal, fun/exciting, experiential and coordinated qualities.

Evaluation B: Usability of the meeting facilitation guide with facilitator experts

This evaluation is a follow-up on Evaluation A. In this part the usability of the
facilitation guide is evaluated, including the manual, facilitation notes and
adjustable meeting structure. With this evaluation we test if the service provides
all tools to build-up a complete meeting set-up, besides if the reward is higher
than the effort, and if the set-up provides enough guidelines to facilitate a meeting
effectively.

Evaluation C: Effectiveness of the group interactions

The third evaluation is the final evaluation in which both the meeting structure
and handling of content are evaluated. The meeting flow is evaluated on its
effectiveness. For this evaluation the group interactions and experiences as a
result of using Creative Rooms are evaluated on their effect regarding alignment,
implementation, connectivity and creativity. The results give an indication of
whether Creative Rooms leads to a creative climate and therefore whether
participants in such a meeting will be stimulated in to use creativity confidently.

Evaluation A

Usability of the meeting rooms with individual employees
-4

Buduations

Final design

Designing a meeting flow

fhat sfinatos HW. Usability of DIN guide and supporting elements with facilitators
development of 4 creative
climate - <{|/7
> chapter b Evaluation G

Effectiveness meeting flow with group inferactions

conclusion

Oreative Rooms containg a
creative climate and boosts
creative confidence

> chapter 8

Fig. 71 Evaluations set-up
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/7.2 EVALUATION A. USABILITY OF SINGLE
ROOMS WITH INDIVIDUAL EMPLOYEES

Goal

Before testing with a project team during a meeting, in which the valuable work
time of employees is asked, the functionality of the interactions and some
assumptions are verified. The questions that help providing insights are:

Are the interactive elements working?

Are the interactive elements used as intended?

Do people understand what is expected from them?

Method:
Participants:

3 participants are asked to test three to five rooms per test. The participants are all
office workers who are involved in project work including progression meetings.

Set-up

The rooms are tested in Miro. After consent the interactions have been screen
recorded. The tests were held online with use of Miro and Zoom. Via Zoom, the
participant can share the screen, so that unlike sharing the screen in Miro, all
interactions, including click and other mouse movements, can be followed. The
participants were asked to make a Miro account, so they could test the rooms on
their own computer with their own preferences.

Before starting the participants were briefed to speak their mind, to clarify their

actions and reminded that there is no right or wrong in the evaluation, all input in
welcome, see figure 72.

152 Evaluation

Evaluation online meeting rooms

Graduation | Marieke Noordermeer

Evaluation steps:

1. Explain what you see and expect
2. Perform an assignment

3. Some question

4. Discussion about the product
Remember: M

+ There is no right or wrong, all input

is welcome!
+ Think out loud, share everything that
crosses your mind

Fig. 72 'Waiting room' of the evaluation. Here the evaluation was explained.



Warming-up

The first activity was an warming-up and ice-breaker. The participant is asked to
answer some questions by filling in text, dragging an item or using a post-it. With
this activity the participant has an introduction to Miro, while answering some
background questions, see figure 73. If there is something not working or unclear,
the issues can be resolved without affecting the evaluation of the rooms.

Answer the questions by adding text or drag and drop.

1 Your name: {Add text} 4 Have you used Miro
before? If yes, where ~  answen
2 The title of your {Add text} did you use it for?
profession:

3) How often do you 5 Do you agree me
Y {Add text} 3 y J
have project recording the screen?

meetings in which

yougive g A orag the star
updates/share Iagreeyou I disagree you to your answer
recording the recording the

progression? screen screen

Fig. 73 warming-up activity

Evaluation activities

1. The participant is asked to simply observe the 'room' and explain (out loud)
what he sees and expects to be done.

2. A short assignment asking the participant to get to certain results is given.

When the participants seems finished the interactions are discussed

4. Followed up by some questions about how the room contributes to certain
objectives set for the room. The discussion helps to understand the ‘why’
behind certain interactions.

5. Eventually the concept is explained and the participant is asked to provide
suggestions, remarks or other feedback.

w

Observation guide

An observations and interview guide is created to quickly note if the intended
interactions are performed. The intended interactions are listed in the form of
checkboxes. This evaluation guide and results can be found in appendix O.

Key findings
The findings influencing the designs of the concept are processed and documented

in chapter 6. final concept. The key findings of evaluation A regarding the usability
of the product an the qualities of the interactions are summed up below

Findings regarding the usability of the rooms:
Relevant but experience needed

Participants see the relevance of using the tool and all mentioned they
would like to try it out with their colleagues. Though, they mention the lack of
experience with Miro.

‘I guess after using it more often the rooms will be used more effectively”.

After understanding the meaning of the parking-lot all participant found it
extremely relevant. “there are always issues that come up in connection with
the items on the agenda and you want to give them a place and not let them
interrupt the meeting.”

Engaging design
The participant all found it very fun and exciting to use the tool. They all have
daily meetings which could use some improvement and Creative Rooms could
be interesting suggestion. Especially the cartoonish style and high finished
character of the rooms is why the participants found the rooms inviting to
participate and guided them to start interacting.

Despite the visual stimulation, participants remained very textually. The
provided tools, like sticky notes and shapes, were used to perform the activity.
However, own visual input was not given (use pen tool, or upload illustrations).

Live up to expectations

Setting the tone in the waiting room is very important for the expected usability
of Creative Rooms. Due to the kind of tool participants expect elements to be
interactive and if these expectations aren't met in first participants become
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hesitant in participating in the other rooms. “ow, this is not a real checkbox”

The same counts for elements that should be placed in a grid of on top of
something. If elements dont match or fit, participants start doubting their
actions. In wrap-up room; ‘Il expected this to fit perfectly, now | start to doubt”,
while in the Progress board; “Oe this fits perfectly, sweet!”.

Some of the functions are grouped together, requiring the participant to double-
click twice to modify the text. This double-clicking should be avoided because
double-clicking is also a shortcut for creating the last used shape. So when the
participant clicks slightly next to the text, the element (despite the instruction)
does not seem editable and unwanted shapes interrupt the interactivity.
Especially in group sessions this can become messy.

Consistency of the instructions

All participants really had a ‘do’ mindset. Participants first start interacting
before reading all instructions. If it was unclear what was meant, participants
started looking for cues. The consistency of showing icons and the little arrows
giving hints about how to the use the activity where especially helpful. “..|
figured out that all instructions are always presented at these little arrows"

Another aspect concerning consistency is the build-up per room. Firstly,
participant expect the mention of the project title in the header of each

page. Besides, the participants stressed that when looking for information/
instruction you look at size of the text and you scan from top to down and left
to right. Important information should always be in the upper left corner and
text which is meant to adjust should be readable in first glance.

Continuity in process

One participant mentioned the importance of saving the information of certain
rooms. The learnings from the mistakes and the action items in the progress
board need also be available in the next meeting to guarantee efficiency and
continuity.

Coordination of an effective meeting

154 Evaluation

In some situations, participants were missing overview. To make good
decisions and have a clear overview of who have been part of certain
decisions, participants suggest to have a moment in the meeting to clarify who
is part of the meeting group.

Another feature lacking in the concept is an overview page of what the
participant can expect from the meeting. For the participants every room was
a new surprise. In real meeting they would like to know what is coming, so
adding an agenda or an overview of the screens was suggested.

A final general improvement on overview, mentioned by all participants, is

the way of navigating from one to another room. Two of three participants
expected that the next room would be reached by scrolling down, asin a
powerpoint presentation or PDF-viewer. Besides, a navigation bar with arrows
was prefered above free scrolling

Conclusion;

The usability of most rooms was working above expectations. Some rooms like the
‘way forward’ and ‘presentation room’ were, even after a first iteration, differently
used than intended, however the objective of the activity got still achieved.
Moreover, the participants were enthusiastic about the structure and finished
features. Though, there is room for improvement in providing overview, systematic
designs (clarity in room build-up) in terms of interactions and effective instructions
and the stimulation of creativity in term of visual expression.

For this reason regarding the findings of evaluation A, the concept is detailed
and with these new designs the Evaluation B, usability of the facilitating guide is
prepared, see next section.

Re-considerations of Creative Rooms.
Under investigation; the readable instructions about 'what' to do in the room

The checklist was added to transparently show what needs to be done per room
and to create shared responsibility for doing these activities. With the exception



for the Waiting Room, the checklist seems to be irrelevant. When a facilitator gives
the instructions orally and participants do not bother reading the checklist items,
the textual instructions can be reduced and the interactive space increased. The
evaluations with the facilitators should make if the checklist could be of value as
guidance for facilitation, or if this needs a different place. Besides, the evaluation
of the group interactions should make out if participants need the checklist for
extra coordination or that it is just extra distraction from listing to the facilitator’s
instructions.

Simplification of adjustable elements

To ensure certain interactive elements are used as intended and not neglected
because of the complex adjustability, several elements are simplified to shapes and
features of Miro itself. Unfortunately this come at a cost of the aesthetics, but in
essence the the activity remains the same but then with easier working elements.

S
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Fig. 74 example of simplification
Vertical flow with navigation
To design a more intuitive flow the rooms are ordered vertically. This vertical
structure is created by means of the grid function in Miro. A singular column is

used to align all the rooms, while allowing the meeting organiser to simply reorder,
add and delete the structure.

Besides, to improve the flow between the different rooms a navigation bar is

added. This has three advantages; 1) participants cannot get lost on the infinitive
whiteboard, 2) the size of the room fits perfectly on the screen, which means that
the participant will not quickly miss information because of zooming in, and 3)
participants do not have to scroll, which prevents items from being accidentally
dragged from their place.

Stimulate free form expression

Although the rooms are visually attractive, participants minimally express

themselves in other ways than text. Probably because of the availability of post-its,
shapes and action-cards in which text can be edited, participants do not use other,
more visual ways of communication. This is a pity, because visual communication
enriches group communication. Inspired by one of the early prototypes a

cheatsheet with the functionalities of Miro and some recurring icons (smart icons)
is created. This sheet should work supportive more freedom in expressing oneself.
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/.3 EVALUATION B. USABILITY DIY MEETING GUIDE
WITH FACILITATION EXPERTS

This second evaluation focuses on the guidance in setting-up a meeting
structure. The usability of the manual, adjustable meeting structure and
facilitating notes are reviewed with some experts in facilitation. The final
design of the manual, facilitating notes and meeting guide are presented in
chapter 6. Final concept.

Goal

To understand if the facilitating role experiences support while using Creative
Rooms, we evaluate on one hand the usability of the guide and on the other hand
the clarity of the provided guidance. To gain the insights the following questions are
formulated:

- What is minimally required to support the facilitator in using Miro as meeting
builder?

- Is the DIY guide self-explanatory?

- How are the facilitating notes helping in setting up the meeting? Are they used?

- Does the facilitator feel prepared/in control to facilitate a meeting with this tool
and why? If not, what else is needed?

Method

The evaluation of the facilitators was spread over two weeks and because of
that some iterations took place in between. The main difference is that after the
first facilitator evaluation the conclusion was drawn that their is a need for more
instructions and explanation. A manual was designed and therefore the other
three facilitator evaluations focused on both the review of manual and the weekly
meeting structure.
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Participants

Adinda de Lange
Medior Service Designer at Zeewaardig Service Design

Esther Zijtregtop
Founder of NextGennners

Katrina Heijne
Managing Partner SeriousCreativity & Lecturer Creative Facilitation at TU
Delft

Loeke Molenaar
Service Designer/UX researcher KLM

Set-up

Warming-up

The evaluation took place in the online environment of Miro. For the participants

who hadn't worked with Miro before a short warming-up activity was given, same
as of evaluation A, to explore the functions and features of Miro. (see appendix P
for all evaluation tools and guides).

With two of the faciliators the evaluation was held in person, but as applied for the
online sessions, the observations where done via the screen share option in Zoom.
In this way all movements/interactions could be followed, see figure 75.



Fig. 75 Evaluation with creative facilitator of Zeewaardig Service Design.

Scenario

To give some context for using the adjustable meeting structure a scenario was
outlined;

"You are the product owner of the Design training programme at your company
and you organise a meeting with 7 employees of different departments to receive
feedback on the lastest training. In addition you like to use the moment to hear out
what the employees expect of the next training and if they have alternative ideas/
suggestions instead of a training. How would you build-up your meeting? '

This scenario is meant to trigger the participant in choosing deliberately certain
activities. The assumption is that participants choose optional activities as
personal update and success management because of the diverse group and

the question about the set-up of the next training. The usability of choosing these
rooms in the template folder and adding them to the structure is what is evaluated
in terms of usability.

Evaluation activities

1. The experts are asked to review the Miro boards for 15-20 minutes and speak
out loud what they read, expect and should do.
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2. If certain aspect are not mentioned (which would be a lack of guidance),
certain features are explained.

3. Inaddition the scenario is shared and the participant is asked to prepare the
meeting.

4. The interactions with the different features are discussed and a few predefined
guestions streamline the evaluation of the usability and supportiveness of the
meeting templates.

Key Findings:

The findings influencing the designs of both the manual and the rooms are
processed and documented in chapter 6. final concept. The key findings of
evaluation B regarding the usability of the DIY guide are documented below. This
includes insights about the clarity of the manual, meeting structure, facilitating
notes and template folder.

Two separate boards and extra service

All facilitators indicated that they like to have one Miro-board with instruction
and explanation and another board with a basic meeting structure which can
be adjusted. Because the product and technology is so new, all participants
recommended extra service in the form of support to implement this meeting
structure part of the team’s way of working.

From good to better meeting structure

‘It is nice that everything is ready for usage, so | definitely wanted to try it out”. The
rooms are finished and attracting; “/ really like the drawing style”. The facilitators
expect that their teams would definitely interact with the rooms. “/ believe directly
that meetings will become more effective because of the structure it provides.”

On the other hand, the facilitators would expect less text on the different rooms.
The information that could be interesting to share textually is the goal and duration
of the activity in the room: "/ think it would be good if the goal and time of each room
are communicated with the team.”
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The navigation between the rooms was still not optimal. Due to Miro the buttons
are unclear and the arrow key navigation should be explained. In addition, the
'cheatsheet' was indicated as too distracting for each page. To enhance the flow of
the meeting and visually stimulate employees, the functionalities can perhaps be
explained in the waiting room and icons can be hidden under a button.

A manual with more guidance

Although the facilitators of the second and third evaluation were happy with the
manual, some improvement can be made to the readability of the manual. By
means of visuals, colour coding, highlights and introductions to the guidelines the
manual can provide half of the support. The other half of the support should come
from the extra service, for example from a Customer Support Manager (CSM). The
details of where to find this support should be described clearly in the manual.

Facilitation guidelines focussing on the ‘why’

The first evaluation pointed that the facilitator was missing information about the

product itself: “I think that an overview page with the different rooms and what you

can do with the room would be helpful”. As a result a manual was created, but the

two subsequent evaluations showed that facilitators still need more information

about the reasoning behind the different elements in order to use them wisely.

1. Provide clearly the conditions when this product can be used and explain why
itis important to have these conditions: ‘It is unclear to me when you use this
structure” and “don't you think that every meeting just need a facilitator”.

2. Explain why Creative Rooms exists of all these different rooms and why certain
are described as basis and others as optional. Besides, explain why is the
facilitator able to build-up its own meeting structure. “Provide more clarity in
how the different rooms are related to each other.”

3. Empathise on the presence of a Blanco room and what participants can do
with it (to stimulate freedom).

4. "Some basic principles of creative facilitation should perhaps be explained a bit
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more." Explain shortly why you provide guidelines for the facilitation of Creative
Rooms and enable the facilitator to explain the goal of each room. “You want to
know when you can go to the next meeting”

Room for own interpretation

To give the meeting organisers the chance to experientially learn how to build-up
effective rooms and meeting structures, the product should provide more room to
tryout and give own interpretations to the designed elements. ‘I dislike that it seems
like | need to use these eight rooms”. The experts miss the option to personalise
certain rooms or create their own activities. ‘maybe | have an alternative 'waiting
room’ activity, then | want to be able to easily change it.”

The usability of adjusting the meeting structure required some explanation despite
the description in the manual. Though, the facilitators were positively surprised with
the feature and it made them understand why the product is constructed vertically.

Varying quality of mindsets per room

The facilitators were keen on the flow of the different rooms, however some rooms
were not as intuitive as others and therefore it didn't trigger a certain mindset.
Especially the Introduction Meeting room, Receive feedback deep dive activity,
Golden hour activity and Wrap-up room were not directly understood.

‘Now it seems like you bring the group in a diverging mindset when clarifying the the
aim of the meeting. Why providing the option for different subjects, while you actually
want to align on one goal?”

Besides, the progress board requires support in adjusting it to the specifics of the
team. “We use a kanban board for our project, but that looks different than this one”

Conclusion:

The main conclusion is that asking meeting organisers to build-up meeting
structures based on principles of creative confidence suiting their kind of meeting
is actually asking the organisers to use their own creativity in organising an
effective meeting.
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The environment, which is in this case Miro, should for this reason also contain

a creative climate; providing the meeting organiser both comfort to build-up an
effective meeting and the freedom to explore alternatives fitting the specifics of
the meeting. By providing guidelines focussing mainly on the reasoning behind
the elements available (what mindset to achieve), eventually participants will
understand the idea of the product and experientially learn how to create their own
structure and rooms. In addition it would be good to provide a blanco room and a
library/folder with all kind of items create your own activities.

Knowing the reasoning gives understanding and thereby a higher chance for
intended usage. In addition, understanding what entails an effective meeting flow
allows facilitators to create their own activities and build-up impactful. Only when
the facilitator guides the meeting group through a logical setup including, the
principles of a creative process and when the facilitator is able to clarify these,
employees will experience the meeting as effective.

Re-considerations of Creative Rooms.
Package service - Creative Rooms

To support the facilitation of effective meetings just a meeting structure is not
enough. Having meeting organisers build a meeting structure that fits their meeting
variables, the organisers need to be able to adjust the structure and create their
own activities containing the qualities for an effective meeting. To obtain the skill
of building effective meetings with the service of Creative Rooms a manual and
expert support should be part of the service. These elements focus on strongly on
the ‘why’ behind all the aspects of the set-up and facilitation of the flow and the
rooms. Being able to understand ‘why’ and ‘how’ to build-up an effective meeting,
results in comfort when all guidelines and tools are available, and in freedom when
it is possible to give your own interpretation on how to use the tools within these
guidelines. In other words, Creative Rooms needs to be a package service, see
figure 76..



Less text in DIY guide, more explanation in manual

All facilitator pointed out that having a facilitator should be a condition for an
effective meeting. In the first concept the focus of the ‘left banner’ (greyish block
at the left side) was to create a shared responsibility since leads mentioned to find
it uncomfortable to tell others what they should do. Although shared responsibility
remains important, it would be better if the facilitating role is clearly taken and
when this person gives instructions to have the group decide themselves what
needs to be done. In the next Evaluation, the group interactions will be decided if
the ‘checklist’ and ‘explaining titles/subtitles’ add value or if it is better when the
facilitator just gives verbal instructions.

Double diamond manual set-up

To empathise on the understanding of the product and besides to let facilitators
deliberately think of what kind of build-up would fit their meeting, the overview
page will be split-up in a page to understand, followed up with a page to make

the right decisions. Understanding means getting a better view on the overall

goal of the concept and the conditions that need to be present. in the decision
page we zoom in on each room in terms of its objectives and contribution to

the overall goal of the concept Creative Rooms. After the participants. Like the
phases of an double diamond, after the meeting organiser know what an effective
meeting defines(understand and decide), an effective meeting can be build-up and
facilitated.

A template folder for all level of facilitators

Facilitation is a skill and therefore the desired extent of comfort (stability &
direction) or freedom (room to explore) is different per facilitator. In order to give
both novice and experienced facilitators the space to get started, the template
folder should exist of finished rooms which, but also with rooms and elements
that allow for more freedom in designing the meeting flow. The finished rooms can
serve as an example, inspiration and basis to create own rooms.
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/7.4 EVALUATION C. GROUP INTERACTIONS

In the third evaluation the impact of Creative Rooms on the group interactions is
evaluated. The materials of evaluation C are in appendix Q. Findings concerning the
detailing of the final design are presented in chapter 6. Final concept.

Goal:

When the group interactions are leading to alignment, connectivity, implementation
and creativity the concept is assumed as stimulating for autonomy and thereby
creative confidence. The main questions of this evaluation is:

In what extent is the meeting leading to Alignment, Connectivity, Implementation
and Creativity? Several sub-questions are defined to help the participants
indicating their experiences.

Method:
Participants

The evaluation session was done with five young adolescent all having a technical
background of which three in design. Some of the participants know each other,
which is create the desired established social interactions.

Set-up

Creative Rooms should evoke certain interactions and experiences. The
interactions are observed and by means of a checkmark system is decided of

the room lead to the intended outcomes. To verify these observations and to
understand if the interactions are also experienced positively, an online question list
is shared with the participants. Answering these questions is part of the session.

In this way the session concluded with a in depth discussion about the different
objectives of the meeting. Everyone already thought about it for themselves and
had the chance to explain their experiences.
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The evaluation took place in the online environment of Miro, see figure 77. For the
participants who had not worked with Miro before a short warming-up activity was
given to explore the functions and features of Miro and to solve some technical
problems beforehand, think of the navigation mode, hiding the changes made on
the board and switching off the pop-ups of explanatory tutorials by Miro. Half of the
participants had work with Miro before.

Scenario

To give the participants a common purpose for a progress meeting the participants
got a fictive scenario about organising a corona proof festival in Delft and all a
separate role with different interests. In advance this information was individually
send per email.

Key findings

The findings are a combination of the observations and answers on the questions

list.

Findings for the set-up of the the meeting guide:

+  The participants were very excited about using the tool. Although it was not
explained beforehand, they see the value of having online meetings with a
guide as Creative Rooms: "Keeping all info in 1 place (visually) and no hand-
written reports.”

Participants use the the scroll function to navigate despite the indication of
the arrow keys. Because of this, unlocked items got pulled from their position
causing chaos and caution (negative development for creativity)

Participants started clicking on items before reading the instructions. Besides,
they do exactly what the facilitator asked them to do. The facilitator has a very
prominent role in guiding the participant through the process. Experienced was
that the checklist did not contribute to anything, even not the facilitator.



Findings about the effectiveness of the meeting interactions
Alignment:

In general the participants felt aligned. They were unanimous about the extent
activities led to constructive discussions (scored 4 out of 5 by 100%) and almost
all participants felt that their input was included in the discussion: “You can easily
add input and get included in discussions”

About the extent conflicts were managed the participants are divided. Most gave a
3 because they did not feel there were not any conflicts to manage.

The main point for improvement lays at the clarity of who is involved in the meeting
and who is saying what (scored <2 out of 5 by 60%): “It was hard for me to get a
clear idea about how to refer my questions to other’s”

Some suggestion are done to improve this connectivity for alignment:

“Maybe make in the personal room a place where the roles are clarified”. In the
warming-up activity upfront the meeting session participants used a post-it for
their name. another suggestions was to have all participants pick a colour and use
that personal colour to give your input, in this way it is clear who is saying what.

Connectivity

Again the participants mentioned they would have liked to have more time to
connect with each other and to understand each other’s roles. Some participants
suggested that it would it have been helpful when the one talking was on top of the
video gallery.

Nevertheless, they felt like working as a team (>4 out of 5 by 80%). The same
scores were notated for listening to each other and considering each other’s
perspectives was scored positively. It was the engaging structure/flow that
connected the participants: ‘It was nice that we had a short presentation phase
before the real discussion”.

Implementation:

Although the participants were missing some background information/motives for
organising the festival and having a meeting, this fictitious/unprepared strart was
brought to some very concrete new action steps. One participant mentioned: “/f we
would not have the Miro we would not have come this far"

The objectives of each room were perceived as clear. Participants were stimulated
to give ideas and make these concrete. Although the participants appreciate being
able to see each other's ideas, they miss interactions between the ideas.

The extent of confidence to continue autonomously was experienced differently,
two participants gave a 3 out of 5, but also two scored the meeting a 5 out of

5. According the participants who gave a lower score this experience could be
improved by showing a summary of all the decision and actions planned for the
next meeting at the end: "Maybe make a final to do list for the points that have to be
done next week”.

Creativity

Unfortunately Miro do not allow items to be locked within a grid (DIY- guide is a
single column). Participants were a bit distracted by all the elements that were
moving when they scrolled to the next room. Yet, participants scored the meeting
high in the extent they were able to express themselves freely and visually.
Interesting, because all input given was textual on post-its. Participants indicated
that “the visual process really stimulated creativity in my opinion” and also that the
intuitive functionalities of Miro were helping.

The fact that this team is not a real project team was addressed:

‘I think if this was a real meeting all participants would be equally enthusiastic and
there would be more ideas and brainstorming”
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Conclusion

Even though this evaluation was not with a real project team. The findings give a
good indications to the extent the meeting leads to effective interactions. Apart
from the question of conflict management, the participants were able to fill in the
questionnaire about the effectiveness of the meeting properly.

Although the team indicated to lack some extra information about the fictional
meeting subject the group felt well supported by the step-by-step activities in taking
their subject further.

The meeting guide enables participants to align because all information is visible
at one place. To improve the alignment interactions more attention should be paid
to the introduction of the different members attending, especially when people

are unfamiliar with each other and do not know each other’s contribution to the
meeting. For meetings with the core team this is less relevant. When a meeting has
a divers meeting composition, the facilitator should be aware that special attention
should be paid to both personal updates and introductions.

Even when participants do not feel socially connected, the structure enables
connectivity on content level. Creative Rooms allows for online collaboration and
brings people together.

However, in line with the improvements for alignment, connectivity can be
increased when participants can find each other within each activity. The video
gallery can contribute by showing the participants talking on top. Within each room
connectivity can be enhanced when participants have the possibility to personally
interact with other group members. As example, if someone wants to asks a non-
verbal questions to an expert.

Due to the step-by-step activities participants are forced to converge and reflect in

order to list action- and decision cards. According two participants would showing
this list at the end of the meeting increase the focus on implementation even better.
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Creative Rooms triggers a creative mindset. The participants were not per se
creative in terms of expressing their ideas, but the ideas themselves were out-
of-the box. Especially the visual process and the intuitive functionalities of Miro
made that participants felt comfortable and free to engage in each activity. Unclear
is if the visuals remain stimulative of time, it would be good if the facilitator has
alternatives.

Based on this evaluation enables Creative Rooms teams to have effective
meetings. On top of this does it stimulate creativity. To boost creative confidence,
the product can improve on the alignment on social level and connectivity within
each meeting activity. Show a final summary of all actions and decisions made and
participants feel besides creatively stimulated, autonomy.

To test if this also applies for members of organisational project teams, validation
session with different teams are required to determine if the guide leads to same
experience of effectiveness. Besides, the experience depends strongly on the
competences of the facilitator. The guide should therefore be provided with all the
tips & tricks used by a competent facilitator.
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DISCUSSION &
CONCLUSION

In a final conclusion the research questions are answered. Limitations to

the final concept and the research performed are discussed, as well as the
recommendations for further development and implementation of Creative Rooms. In
addition recommendations for further research are presented and eleborated upon.
With a personal reflection the thesis is concluded.

In this chapter:

8.1 Final conclusion
8.2 Limitations

8.3 Recommendations
8.4 Personal reflection
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8. T FINAL CONCLUSION

This section concludes the research performed by answering the research
questions.

Since creativity has proven itself as catalyst for innovation, the relevance for

this research was to understand how employees can be supported/guided in

their experiential learning to adopt creativity in their way of working. Since earlier
research pointed out that unleashing creativity is all about finding your creative
confidence the aim of this research is understand how to boost creative confidence
to cope with wicked problems in organizational context. As result of a human-
centered approach a set of guidelines has been defined to design a vibe, a creative
climate, in which employees feel both comfortable and free to unleash creativity. In
other words a stimulating environment which boosts creative confidence.

Because the world changed in the past half year due to Covid-19 the project took a
leap in the direction of online meetings. Insights from end-users, experts and field
of design about working-from-distance were converged and synthesized towards
guidelines for the DIY guide; Creative Rooms. This concept has been developed to
support facilitators in building-up and guiding effective meetings online.

Answering the research questions

The main research question of this project is: How to boost creative confidence to
cope with wicked problems in organisational context.

To answer this main question three sub-question were formulated which navigated
us through the design process. By answering these sub-questions the main
question will be answered.
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What does an organisational transformation need to successfully embed creative
mindset?

The literature study shows that transforming to a design-led-organisation, requires
a culture change. The shared interpretations that characterize a culture help direct
and coordinate collective effort. Ford (1999) stresses that organisational culture is
the primary factor influencing a single employee to choose for creativity or stick to
time-tested routines. In other words fostering creativity is a group effort.

As result of a comparative study 7 culture determinants are defined, which need to
be favourable in order to embed creativity successfully. These culture factors are 1)
an integral strategic vision, 2) Supportive leadership styles, 3) flexible organizational
structure, 4) Available resources, 5) Accessible professionalism, 6) a creative
climate and 7) Empowered employees.

This thesis stresses that the culture determinants can be divided into 4
interdependent layers in which the functioning of the employee takes a central
position. To have employees functioning creatively, their intrinsic motivation to use
creative skills and knowledge needs to be empowered (Amabile,1988).

Amabile, 1998; Carson, 1999; Bandura, 1997 stress that intrinsically motivated
people can be considered as employees who are empowered in their confidence
to use creativity. An individual's intrinsic motivation is influenced by four aspects:
relevance, mindset, satisfaction and social environment. These four aspects are
strongly influenced by a creative climate. This climate (perception of the work
environment) is interdependent to individual/team functioning and is therefore
the second layer. The other five culture factors are part of the outer two layers,
which are preconditional to the presence of a creative climate and thereby the
empowerment of employees. All seven determinants are key to a successful
organisational transformation with the aim to embed creativity.



On what organizational level in the transformation is guidance/support needed the
most?

Both literature and exploratory research point out that to address the organisational
transformation from the employee’s perspective extra support is required in
building on creative climates per work domain (micro level). There are two main
reasons for focussing on developing creative climates.

1. Exploratory research to the case study showed that departments can
have different operational objectives. Therefore, embedding creativity
should be tailored per work domain. Because as Ekvall (1996) indicates, the
degree of radicality in innovation depends on the operational objectives of a
specific work domain. This affects the style of leadership, but most of all the
perceived space to differentiate

2.Training and coaching help employees in their ability to use creativity, but
they also need to perceive a climate in which creativity is accepted to apply
in order to learn experientially. In interviews with participants of the DAC’s
design capability programme (case study) was said that; “People only learn
when they really apply the knowledge”. Besides the importance of being
together in one environment where on another can trust each other and feel
comfortable was highlighted: “confidence has everything to do with feeling
trusted in being creative, the feeling it is ok to make mistakes”.

Through a comparative literature study nine creative climate dimensions were
identified. Namely, purposeful contribution, constructive communication, control by
accountability, conflict management, consider the unusual, dynamism/liveliness,
room to diverge, humor/playfulness and debates/dialogues. After validation with
experts and end-users three dimensions were added: Social connecting, common
language and form of expression. This leads to a final set of twelve dimensions,
which are either comfort- or freedom orientated. These orientations should be
present in balance regarding the domain specific characteristics. Only then, a
safe work environment with the stability and guidance to explore and differentiate
can be developed.

Since the presence of the Coronavirus, work life has been drastically shifted to
online work environments. Covid-19 has shown the benefits of work-from-distance
and therefore initial studies and literature foresee that the demand for working
from home will increase even after corona time (Timmers, et. al., 2020). Due to the
turbulent and unpredictable times, the demand for creativity is higher than ever
before.

Online creative climates during team meetings can help employees with
empowering the adoption of a creative mindset and provide the comfort and
freedom for autonomous working with a creative mindset beyond the gatherings.

According empathizing research with project teams of DAC, there lays a need for
guidance and support in the facilitation of online meetings. “we easily ruin two
meetings to figure out how to set-up the meeting”.

In short there need for guidance and support in the facilitation of creative climates
in online work environments.

Which support/guidance helps employees in being empowered to confidently
unleash their creativity?

Observations of current online team meetings and interviews with team members
of DAC reveals that facilitators need support in setting-up effective online meetings.
The analysis of current online team meetings indicates five opportunities for
guidance regarding the evolvement of a creative climate in these meetings.

1. Focus on a freedom/comfort balance: The meeting organiser should be
enabled to create a structure that fits the aim of the meeting and which leads
to the desired interactions for a creative climate.

2. Focus on alignment: Future online meetings must be held in an online
environment allowing for better alignment through the facilitation of debates/
dialogues. A more lively online environment can be created by empowering
employees to also interact with others non-verbally in a form they can express
themselves best.

3. Focus on connectivity: A downside of working from distance is that employees
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have less moments of social interaction. Future online meetings must enable
employees to also be colleagues again. Time must be invested in social
connecting to build trust in relationships and group cohesion.

4. Focus on Implementation: DAC is an idea-driven organisation. The bottleneck,
however, is the translation into action points. Teams should be more action
minded to learn from experiences, in order to give purposeful updates and
efficient discussions.

5. Focus on creativity: to have employees obtain a creative confidence as
effect of the meeting, creativity should already be trigged within the meeting.
Employees should be motivated to use their creativity within the meeting by
providing the room to diverge, explore the unusual and by enjoying creative
activities through humor and playful elements.

Meeting organisers have pointed out three requirements for support with a
successful implementation: 1) There is an efficient effort-reward ratio, 2) when the
product is compatible with the current applications used to overview planning an
progress, and 3) when the product is in combination with video calling.
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To support facilitators in organising effective meetings in an online environment
Creative Rooms - a DIY meeting guide - has been concepted. This guide exist

of a meeting structure accompanied with a manual, folder with extra templates
and notes for facilitation. Evaluations of the concept showed that employees and
facilitators are able use the product as intended and even better. Especially after
refining the concept according the done recommendations the following final
conclusion can be drawn:

Creative Rooms supports facilitators in creating effecting meetings in an online
environment, by having them building-up a guide with a balanced focus on
alignment, connectivity, implementation and creativity. The DIY meeting gquide
consists of an agjustable meeting structure and 79 interactive rooms of which 8 are
basis, 4 optional, 6 deep dive activities and one blanco for own creations. A manual
with explanation and instructions, a facilitation script and folder with extra rooms
and other elements enable the facilitator to build with both comfort and freedom
effective meeting rooms. Using the rooms as step-by-step process to facilitate the
meeting group leads to the experience of alignment, connectivity, implementation
and a stimulated creative mindset.

To conclude, the research performed delivered a concept which has the potential
to boost creative confidence by guiding meeting organisers in evolving a creative
climate through the build-up of an effective meeting.



8.2 LIMITATIONS

In this chapter the limitations of the research peformed and final concept are
discussed.

Limitation of the final concept

Design limitation:

The cartoonish illustrations which make the final concept attractive to use and
inviting to contribute are not adjustable and really my personal style of drawing. If
facilitators like to make an adjustment to one of the room they are dependent on
my raw drawings or they need to be creative with making changes. Besides, the
creation of new rooms can get different styles which breaks the cohesiveness of
the guide.

Technology limitation

The concept is based on the functionalities of Miro, leading to several limitations:

1. Creative Rooms depends on the purchase of Miro licenses. But, with the
continuing trend towards working from home, new online work environments
will most likely be developed.

2. To adopt the Creative Rooms, as new way of having online meetings,
facilitators and employees need to explore how the online environment of Miro
works. The more experience with Miro the more effective the guide can be
used. However, organisations often only invest in new software when its use is
desired and its added value has been proven.

3. People base the use of a new product on experiences with other products. Miro
is in way the replacement of the powerpoint presentation, but does not contain
the same features. The lack of some features such as 'Master page' and
'snap to placeholder', 'layers', hiding options and smart group and ungrouping
functions, stand in the way of effective usage.

4. Limitations of the research
Covered research areas

Boosting creative confidence to enable employees to experientially learn the value
of design in order to transform to a design-led-organisation contains many aspects
of which the research fields are broad. Although the extensive literature and many
exploratory research activities, more research could be done to ‘how’ to implement
creative climate dimensions in order to boost creative confidence. Research into
(online) creative spaces and ways to experientially learn can extend the knowledge.
Based on this research interventions can be developed to test is this lead to an
aspect of a creative climate. The insights of such research can enrich the activities
per room.

Representation of the knowledge

Exploratory research was performed by interviewing different employees of
the case study. Although the interviewees came from different teams, not all
departments of DAC were represented. The sketched picture of the current
situation could therefore not be representative for the whole company

Experts from different fields were asked to review and test during the development
and evaluation of the concept proposal. The participants of Evaluation A were

all male and the experts in evaluation B were all female. The product tends to be
gender neutral, but through this one-sided evaluation, the answers could be biased.

Due to the turbulent times in the airline industry their was limited time to test

the concept with teams of the case study, while the concept, Creative Rooms, is
mainly based on input of DAC employees. In order to be able to fully assess the
effectiveness of Creative Rooms, validation sessions with different teams or DAC
are required. These sessions could be a first introduction to the product.
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Limitation of the Covid-19 Circumstances

The Covid-19 situation offered the opportunity to design a service for the current
need for more effective ways of online meetings. This was preceded by losing my
internship position and direct connection to the design capability programme of the
case study. The planned action research was replaced by an extensive literature
study. In one week the situation changed from co-creative research with employees
to desk research in isolation.

Fortunately due to the major relevance, people were really willing to help, but doing
research from distance was new to the researcher and several limitations came
along with it.

1. To perform user-research time had to be invested to learn the working of online
tools like Miro.

2. Besides, empathising with the end-user via video calling was hard and to
understand each other properly meetings took easily a hour or longer.

3. Arranging meetings needed be done at least two weeks in advance. The
absence of possibilities to perform quick prototyping, validate insights and gain
inspiration from small coffee breaks with colleagues and fellow students came
at the expense of the creative design

The benefit is that this graduation gave the opportunity to learn a lot about remote

session, using online collaboration spaces for testing becoming an expert in the
use of Miro and several video calling applications.
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8.3 RECOMMENDATIONS

The recommendations are separated into four perspectives.

Recommendations for further development of Creative
Rooms

With Creative Rooms a basis for guiding online meetings with as outcome
empowered employees by alignment, connectivity, direction for implementation
and stimulation of creativity is created.

The guidance, however, depends on the deliberate choices of the facilitator

when building-up the meeting. To empower the facilitator to create meeting
structures that contain the right flow, regarding the ideal transition of mindsets
(combination of creative attitudes), the facilitator needs to be able to understand
of which principles an ideal meeting flow exists. The main recommendation for
further development of the creative rooms is to provide this knowledgle and make
facilitators and employees experientially learn the value of it. When being able to
understand the reasoning behind the set-up of Creative Rooms, one will also be
able to effectively apply and adjust the knowledge (Bloom, 1984).

To support facilitators in building-up meetings regarding this knowledge the
following recommendations give direction to further development:
Creative Rooms should be sold as package deal in which a DIY meeting
guide and manual are supported by human assistance; a Customer Support
Manager. This support helps project teams by tailoring the DIY guide
environment regarding their work domain characteristics and learns teams to
use the guide by means of trainings.
In line with the defined culture factors in the literature study, should this
expertise stay accessible also after the training. A train the trainer programme

should be set-up leading to more ambassadors within an organisation.

The manual has been redesigned and a extra page about the reasoning for

a certain structure with flow has been added. In this way the manual is both
referencing and instructional. The comprehensiveness of the content must be
validated with experts and the clarity of guidance with end-user facilitators.
To stimulate experiential learning, freedom in building-up a meeting flow
needs to be stimulated, but also the build-up of the rooms self. A visual library
(folder with just the visuals of the rooms) should be added to the template
folder to enable meeting organisers to design their own room activities.
Providing the knowledge about an effective meeting flow and room build-up is
preconditional.

Empowerment of employees:
To also have employees learn the value of a creative process (which is the
meeting flow) the faciliator should be instructred with information about the
reason for certain rooms and 'why' the activity in the room contributes to this
reason. The facilitator should be able to explain each room by the sentence:
"Now we are going to the next room to ...{reason for the roomj} by ...{actitivity
contributing to this reason}”

To understand the longer term impact of using Creative Rooms on the
implementation of creativity throughout an organsiation it is recommended to
follow some teams for a longer time using Creative Rooms.

A final recommendation for Creative Rooms is to develop its own online
collaborative platform. The platform will be broadly based on Miro, but its
independence will allow for better processing of needs. An example would be to
enable Master pages in which all rooms can be easily adapted depending on the
work domain specific characteristics.
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Recommendations for the implementation at DAC

Exploratory research to the current project meetings indicate that there is a
significant need for structure and an online place where participants can easily
connect, align and discuss progression. Even though there is a need, due to its
novelty the willingness to adopt Creative Rooms requires an implementation
process of experiential learning.

As an employee of DAC stressed in one of the evaluations: “this tool should not
come as a surprise to people, it is very new”

Creative Rooms requires some experience/usage in order to understand the
relevance and value of changing the way of having online meetings to this new flow
and technology. Since organisations needs to be convinced of the desirability and
value of the usability with regard to the performances of her employees, Creative
Rooms needs to be implemented incrementally.

Based on the Service Design Maturity Model by Koos Service Design and input

of three (former) employees of DAC a recommendation for implementation is
desigend, see figure 78. Following these four phases, DAC can build on both
desirability and evidence of value to make Creative Rooms available and usable for
all project teams.
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Fig. 78 Incremental implementation plan for Creative Rooms



Recommendations for the research field

This research project has contributed to the research field of organisational
transforamtion design with the aim to embed creativity. The recommendation for
the research field is to peform more research in co-creation with the employee

to develop from bottom-up a strategy for the implementation of creativity. While
developing this strategy it is important to keep the intrinsic motivation of the
employees high. Researcher should keep reflecting on the perceived relevance,
employee's satisfaction and mindset and stability of the social envrionment.

A second recommendation for the field is more research into concretising the
dimensions of a creative climate and evaluating successful implementation.

For this research, four key performance indicators relating to effective meetings
have been developed, namely alignment, connectivity, implementation and
creativity. Further research should show whether these KPI's can also be used for
other settings in which creative thinking could benefit, such as job interviews or
emergency moments.

A third recommendation for the research field is to start investigating how the
shift to online work environments affect organisational transformations and the
adoption of creative mindsets. Creative Rooms could be a tool to evaluate the
effects of digital stimulation of creativity.

Recommendations for designers

1. Be aware of the twelve creative climate dimensions when aiming for creative
collaborations. Next to the availability of the right skills, knowledge and resources,
the setting should be right. Always find a balance between creating comfort and
leaving room for freedom.

2. Explore the possibilities of online work environments for creative practices. Since
trust is an important factor in unleashing creativity, designers always prefer to
meet in person. However, there lay many opportunities in online collaborative work
environments and as employees remain working from distance research, creative
sessions and trainings will be held more often remotly. As design community we
should invest time to learn how we can improve digital creativity.
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3.4 PERSONAL REFLECTION

Friday February the 7th was the day | started with this unbelievable adventure.
After six months of hard work | can finally reflect back on this journey, or shall | say
unpredictable high speed roller coaster.

By means of a sum-up of the lessons learned and a brief reflection on my personal
learning objectives | conclude this project with some personal recommendations
for my future me in personal and professional sense.

Lessons learned

No you got, yeah you can get

| really wanted to a graduation with focus on creative facilitation, however at the
time | was looking for an opportunity no graduation topics linked to my interests. |
learned that if you truly want something, everything is possible. From nature people
are really open to help, so if you have a clear vision of what you aim for together we
others you can create your own opportunities.

Be bold and brave

While I'm not a shy person, | have been hesitant in asking people for help, showing
some intermediate work and do early prototyping. | want to be fully prepared and
know where | am talking about, therefore doing evaluation test | found much easier
to perform. However | learned that especially when not everything is fully finished,
most valuable feedback can be retrieved. People can see through the unfinished
elements and help co-developing a concept. From the concepting phase on |

have been including many people in my development process, which helped me
sharpening my story, developing a desirable solution and be connected.
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The best issues and ideas fit on 1 post-it

Esther asked me many times to write down my questions, ideas or concerns on 1
post-it. Over time | started to see the value of this activity. | can be very indecisive,
chaotic in my explanations or | dodge the issue, which makes it hard to follow my
thoughts. That one post-it forces me to write down the point concisely, stimulating
prioritisation and first iterations on my ideas. This lesson also helped me writing
the report.

A simple bullet can be enough

Life should be easy, effective and crisp, like a simple dot. | learned to apply my
perfectionism on the right things, like continuous reflection, connectivity with
stakeholders, an holistic structure before an in depth introduction and filtering out
the gems from quick and dirty research.

Reflective Iteration make the desired innovation

There is no text in this report | haven't revised. | learned that you shouldn’t aim for
first time perfection. Iteration on even good things can make them only better. |
was surprised of my own capability of restructuring information into something
more logical and readable.

KISS - keep it stupidly simple

The weekly reflections | intended to share with the team were eventually taking
too much time and not giving me the reward of concluding and being more
concise. After 7 weeks | stopped making these overviews. Later in the process to
communicate with a study friend | used voice-memos, which also forced me to be
concise, but didn't cost me as much effort as the weekly one pagers.



Don't let loneliness be a silent killer

From the Corona crisis | learned that taking some alone can be really good for
zooming out, restructuring thoughts and documentation. However the creative
process is not only about reviewing literature and documenting results. your
retreat can quickly turn into insulation, which can be very hard to break open. In my
case, it was necessary to keep making social connections with people to prevent
loneliness from destroying my creativity, resulting in demotivation.

I'm a survivor

Learn from mistakes, kill your darlings, tryout (new) unusual things, keep talking
about your topic, visualise complex information, take enough breaks, be impulsive (I
bought a racing bike) and just ask for help, all things | definitely wanted to be or do
before graduating, but never did. Because of Covid-19 | had the change my game
plan, resulting in me reflecting more on my process and personal development. To
be who you want to be starts with stopping deny you cannot be that person. I'm
very proud that with help of great people | stayed positive and ambitious and found
the guts to just do all things | wanted and come closer to my motto: “practice what
you preach”.

Reflection on my expectations

I want to dive deeper in how non-designers can be facilitated in applying design
practices and understanding creative confidence and how to enrich others with
this powerful characteristic

This project gave me all opportunities to dive deeper in the world of creative
facilitation. | read the books ‘Creative Confidence’ by Kelley & Kelley (2014), “ Road
map for creative problem solving techniques’ by Heijne and Van der Meer’ (2019)
and almost the full ‘Encyclopedia of creativity’ by Runco et al. (1999). | can humbly
say | became an little bit of an expert in the field of unleashing creativity by means
of a creative climate. | look back on a great project in which | have learned a lot
about the creative process, conditions stimulating this process and the awareness
needed to change mental barriers and routines for opening up to a creative
mindset. This project also made me a better designer and facilitator.

I want to experience how it is like to be part of a big organisation.

Unfortunately, after six weeks of graduation Covid-19 caused that the design
capability programme, my graduation was linked to, got freezed for at least

9 months. Besides, the company had to stop my graduation internship and
the design team | was working with had to leave the company. Fortunately, |
had 6 months of experience as a normal intern and therefore the connections
with different employees remained warm. | have experienced that having a
good network within a company can open many doors. On the contrary large
organisations are unwieldy and calendars are overfull with progress meetings.
Planning sessions with employees needed to be done two or three weeks in
advance.

Reflection on my personal learning objectives

I want to prove my organisational, analytical and empathic skills

Although | had to cancel the action research planned for the inspiration phase, | did
a lot of explorative research and co-concepting activities with many stakeholders.
The organisation of online sessions was new to me, so this proving objective
became a learning experience in remote sessions. | expect that being comfortable
with online tools is an advance in these new times and therefore | am happy that
this graduation journey brought me this learning experience.

Improve my presentation skills; | want to share more of my graduation, be
confident in meetings and share information in a visually attractive way.

| took every possibility to share my project in front of a crowd, however | still wasn't
keen on asking my own audience. When the topic was still very abstract | felt
lacking the skill to explain it understandably, eventually making visuals helped me
structuring thoughts and connecting the dots. Also using Miro as communication
tool helped me in presenting knowledge in visuals, which also helped me
presenting my work. The past six months | have improved the clarity of my story
and became more fiercefull in presenting it. | hope the graduation talk is the icing
on the cake.
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Learn to write text around a visual, instead the other way around.

| used to make drawing after writing the text, but | discovered that by making the
drawing first text will just function as explanation and will therefore be shorter.
Visuals also helped me making sense of complex literature and organising my
thoughts. I'm happy that my team kept stimulating me making visuals, because
now | feel much more confident about my drawing style (a bit cartoonish) and by
having a kind of database of elements is easier to compose new drawings.

Recommendations for me

The biggest recommendation | have for myself is to take it easy. | always strive for
more, while in most circumstances 'less' is more. | was so preoccupied with the
subject of creative self-confidence that | forgot to boost my own self-confidence by
keeping the scope of the study comfortably small.

Because | am easily overwhelmed, | feel really attracted to start at a smaller service
design agency where | can work on my competences as a creative facilitator.
Graduating has made it clear that | perform better when | am among people. | see
myself doing explorative research in co-creation and participation, preferably in the
care or social sector.

Although | did not see myself as a researcher, | did enjoy doing (desk) research. |
hope | get the chance to keep learning and explore the field of creativity!

After a good holiday | am very curious where my new expertise of boosting creative
confidence in an online environment can be applied!

178 Discussion & Conclusion







REFERENCES

A

Agars, M. D., Kaufman, J. C., Deane, A, & Smith, B. (2012). Fostering individual
creativity through organizational context: A review of recent research and
recommendations for organizational leaders. In Handbook of organizational
creativity (pp. 271-291). Academic Press.

Akin, O., & Akin, C. (1996). Frames of reference in architectural design: Analysing the
hyper acclamation (A-h-a-!). Design Studies, 17(4), 341-361.

Amabile, T. M. (1988). A model of creativity and innovation in organizations.
Research in organizational behavior, 10(1), 123-167.

Amabile, T. M. (1996). Creativity and innovation in organizations.

Amabile, T. M. (1998). How to kill creativity (Vol. 87). Boston, MA: Harvard Business
School Publishing.

Amabile, T. M., & Pratt, M. G. (2016). The dynamic componential model of creativity
and innovation in organizations: Making progress, making meaning. Research in

Organizational Behavior, 36, 157-183

Ambrose, S. (1995). Fitting programs to institutional cultures: The founding and
evolution of the university teaching center. Improving college teaching, 77-90.

Arico, M., Fjuk, A, & Lavlie, L. (2017, June). Micro Dynamics for Service Design
Adoption. QUIS 15 conference, Porto.

Ashkenas, R. (2013). Change Management Needs to Change. Harvard Business

180 References

Review. Retrieved from
https://hbr.org/2013/04/change-management-needs-to-cha

Bandura, A. (1997). Self-Efficacy: the exercise of control. New-work; W.H. Freeman
Barret, R. (1997). Liberating the corporate soul. HR Focus, 74 (4), 15-16.

Bason, C., Austin, R.D. (2019). The Right Way to Lead Design Thinking. HBS No. 3-
pp.82-91. Boston, MA: Harvard Business School Publishing.

Bloom, B. S. (1956). Taxonomy of educational objectives. Vol. 1: Cognitive domain.
New York: McKay, 20-24.

Brown, M., & Cregan, C. (2008). Organizational change cynicism: The role of
employee involvement. Human Resource Management, 47(4), 667-686.

Buijs, J. (2012). The Delft Innovation Method A Design Thinker's Guide to
Innovation. In DS 71: Proceedings of NordDesign 2012, the 9th NordDesign
conference, Aarlborg University, Denmark. 22-24.08. 2012.

Buijs J. A, F. Smulders & H. van der Meer (2009). Towards a more realistic Creative
Problem Solv- ing approach. Creativity and Innovation Management. Vol. 18, No.4,
pp. 286 - 298.

C

Calabretta, G., Gemser, G., & Wijnberg, N. M. (2017). The interplay between intuition
and rationality in strategic decision making: A paradox perspective. Organization



Studies, 38(3-4), 365-401.
Cardoso, C., & Badke-Schaub, P. (2011). The influence of different pictorial
representations during idea generation. The Journal of Creative Behaviour, 45(2),

130-146.

Carlgren, L., Rauth, I., & EImquist, M. (2016). Framing design thinking: The concept
in idea and enactment. Creativity and Innovation Management, 25(1), 38-57.

Carson, D. K. (1999). Counseling. Encyclopedia of creativity, 1, 395-402.

Chartered Management Institute (CMI). (2015). Mapping management excellence:

evaluating the impact of chartered manager. London, United Kingdom: Royal
Charter

Corkindale, G. (2011). The Importance of Organizational Design and Structure.
Harvard Business Review. Retrieved from
https://hbr.org/2011/02/the-importance-of-organization

D

Davis, G. A. (1999). Barriers to creativity and creative attitudes. Encyclopedia of
creativity, 1, 165-174.

Dyer, J. H., Gregersen, H. B., & Christensen, C. M. (2009). The innovator's DNA.
Harvard business review, 87.

Dorst, K. (2015). Frame creation — Create new thinking by design, The MIT Press,
Cambridge, MA, USA

DuFour, R. (2004). What is a" professional learning community"?. Educational
leadership, 61(8), 6-11.

Ekvall, G. (1996). Organizational climate for creativity and innovation. European
journal of work and organizational psychology, 5(1), 105-123..

Elias, N. (2007). Collected Works of Norbert Eli

Elkjeer, B. (2004). Organisational Learning. Management Learning, 35(4), 419 434.
http://doi.org/10.1177/1350507604048271

Elving, W. J. L. (2015). The role of communication in organisational change.
Corporate Communications: An International Journal, 10(2),
129-138

F

Ford, C. M. (1999). Corporate culture. Encyclopedia of Creativity, 3, 385-93.

G

Gero, J. (1996). Creativity, emergence and evolution in design. Knowledge-Based
Systems,
9, 435-448.

Gongalves M. (2016). Decoding designer's inspiration process. PhD thesis. Delft.

H

Hager, P. (2011). Theories of workplace learning. In M. Malloch, L. Cairns, K. Evans,
& B. N. O'Conner (Eds.), The SAGE Handbook of Workplace Learning(pp. 17-31).
London: SAGE Publications Ltd.

Heijne, K. G. (2019). Road map for creative problem solving techniques: Organizing
and facilitating group sessions. Boom.

References 181



Heijne, K.G. (2020). Learning objectives creative minor

Hellriegel, D., Slocum, J.W. & Woodman, R.W. (1998). Organizational behavior (8th
ed.). Cincinnati, OH: South Western College.

Hennessey, B. & Amabile, T. (2010). Creativity. Annual Review of Psychology, 61,
569-98.

IDEO Design Thinking (2008-2018), Design Thinking Defined. Retrieved from:
https://designthinking.ideo.com

J

Jansson, D. G, & Smith, S. M. (1991). Design fixation. Design Studies, 12(1), 3=11.

K

Kanter, R:M. (1983). The change masters. New York: Simon and Schuster

Karpen, I. 0., Gemser, G., & Calabretta, G. (2017). A multilevel consideration of
service design conditions. Journal of Service Theory and Practice.

Kaufman, J. C., & Beghetto, R. A. (2009). Beyond big and little: The four ¢ model of
creativity. Review of general psychology, 13(1), 1-12.

Kelley, D., Kelley, T. (2014). Creative Confidence: Unleashing the creative potential
within us all. HarperCollins.

Kim, K. H. (2011). The creativity crisis: The decrease in creative thinking scores on
the Torrance Tests of Creative Thinking. Creativity research journal, 23(4), 285-295.

182 References

Klitsie, J. B., Price, R. A, & De Lille, C. S. H. (2019). Overcoming the Valley of Death:
A Design Innovation Perspective. Design Management Journal, 14(1), 28-41.

Kolb, D. A. (1984). Experiential learning: experience as the source of learning and
development. Englewood Cliffs, NJ: Prentice Hall.

Kumar, R. (2013). Research methodology: A step-by-step guide for beginners. Sage
Publications Limited.

L

Lee, A, Willis, S, Tian. A.W. (2018) When Empowering Employees Works, and When
It Doesn't. Boston, MA: Harvard Business School Publishing.

Leonard-Barton, D. (1995). Wellsprings of Knowledge: Building and Sustaining the
Sources of Innovation. Harvard Business School Press, Boston.

Levko, H. (2016). Collaboration vs meetings in Scrum [SlideShare]. Retrieved from
https://www.slideshare.net/Romexsoft/collaboration-vs-meetings-in-scrum

Luchins, A, & Luchins, E. (1959). Rigidity of behavior: A variational approach to the
effect
of Einstellung (471-575). Eugene, Oregon, USA: University of Oregon Books.

Mankins, M., & Garton, E. (2017). How Spotify balances employee autonomy and
accountability. Harvard Business Review, 95(1).

Margolis, S. L., & Hansen, C. D. (2002). A model for organizational identity: Exploring
the path to sustainability during change. Human Resource Development Review,
1(3), 277-303.

Martins, E.C. (2000). Die invloed van organisasiekultuur op kreatiwiteit en innovasie
in 'n universiteitsbiblioteek/Theinfluence of organisational culture on creativity and



innovation in a university library. Unpublished Master’s thesis. University of South
Africa, Pretoria.

Martins, E., & Martins, N. (2002). An organisational culture model to promote
creativity and innovation. SA Journal of Industrial Psychology, 28(4), 58-65.

Martins, N. (1997). Elandsrand Goldmine: organisational culture survey.
Johannesburg.

Meeting. (2020). In Cambridge dictionary. Retrieved from
https://dictionary.cambridge.org/dictionary/english/meeting

Morgan, J. (2015). The 5 Types Of Organizational Structures: Part 4, Flatarchies.
Forbes. Retrieved from: https://www.forbes.com/sites/jacobmorgan/2015/07/15/
the-5-types-of-organizational-structures-part-4-flatarchies/#5f833a506707

Nicklin, J. M., Cerasoli, C. P, & Dydyn, K. L. (2016). Telecommuting: What? Why?
When? and How? In J. Lee (Ed.), The Impact of ICT on Work (pp. 41-70). https://
doi.org/10.1007/978-981-287-612-6_3

o

Organisation. (2020). In Cambridge dictionary. Retrieved from https://dictionary.
cambridge.org/dictionary/english/organization?q=organisation

Orlikowski, W. J. (2002). Knowing in practice: enacting a collective capability in
distributed organizing. Organisation Science, 13(3), 249-273.

Ostrom, A. L., Parasuraman, A., Bowen, D. E.,, Patricio, L., & Voss, C. A. (2015).
Service research priorities in a rapidly changing context. Journal of Service
Research, 18(2), 127-159.

P

Parnes, S.J. (1967). Creativebehaviorguidebook. NewYork: Scribner.

Price, R., Wrigley, C., & Matthews, J. (2018). Action researcher to design innovation
catalyst: building design capability from within. Action Research, 66(1). doi:http://
doi.org/10.1177/1476750318781221

Price, R. A, De Lille, C., & Bergema, K. (2019). Advancing Industry through Design:
A Longitudinal Case Study of the Aviation Industry. She Ji: The Journal of Design,
Economics, and Innovation, 5(4), 304-326.

Purcell, T., & Gero, J. (1996). Design and other types of fixation. Design Studies,
17(4), 363-383.

Rhodes, M. (1961). An analysis of creativity. The Phi Delta Kappan, 42(7), 305-310.

Runco, M. A, Pritzker, M. A,, Pritzker, S. R., & Pritzker, S. (Eds.). (1999). Encyclopedia
of creativity (Vol. 2). Elsevier.

Russ, S. (1993). Affect and creativity: the role of affect and play in the creative
process. Hillsdale, NJ: Erlbaum

S

Sachs, A. (1999). Stuckness' in the design studio. Design Studies, 20(2), 195-2009.

Sanders, E. B. N, & Stappers, P. (2013). Convivial Toolbox: generative design
research for the fuzzy front end.

Sawyer, R. (2006). Explaining Creativity: The Science of Human Innovation. New
York:Oxford University Press.

References 183



Schon, D. (1983). The reflective practitioner: How professionals think in action, New
York: Basic Books.

Shaw, R.B. (1997). Trust in the balance: Building successful
organizations on results, integrity and concern. San Francisco:
Jossey-Bass. (The Jossey-Bass business and management
series).

Smith, S. (2003). The constraining effects of initial ideas. In P. B. Paulus and B. A.
Nijstad

(Eds.), Group Creativity. New York, NY: Oxford University Press (15 — 31).

Smith, S. M., & Ward, T. B. (2012). Cognition and the creation of ideas. In K. J.
Holyoak

& R. G. Morrison (Eds.), The Oxford Handbook of Thinking and Reasoning, 456 —
474.

Smulders, F. E. H. M. (2006). Get synchronized: bridging the gap between design
and volume production.

Staw, B. M. (1990). An evolutionary approach to creativity and innovation. In M.A.
West & J.C. Farr (eds.), Innovation & creativity at work: 278-308. New York: Wiley

Stein, M. (1953). Creativity and culture. Journal of Psychology, 36, 31-322.

T

Tardif, T. & Sternberg, R. (1988). What do we know about creativity? In: R. J.
Sternberg (Ed.), The nature of creativity, (429 — 440). New York: Cambridge
University Press.

Tassoul, M. (2012). Creative facilitation. VSSD.

Tassoul, M., & Buijs, J. (2007). Clustering: An essential step from diverging to

184 References

converging. Creativity and Innovation Management, 16(1), 16-26.

Team. (2020). In Cambridge dictionary. Retrieved from
https://dictionary.cambridge.org/dictionary/english/team

Thoring, K. (2019). Designing creative space: A Systemic View on Workspace
Design and its Impact on the
Creative Process.

Timmers, M., Van Puyenbroeck, J., & Emmery, K. (2020) Thuiswerken ‘nieuwe stijl’".
Hoe verandert de coronatijd onze kijk op thuiswerk?.

Vv

Van de Ven, A. H. (1986). Central problems in the management of innovation.
Management science, 32(5), 590-607.

Van der Bijl-Brouwer, M., Kaldor, L., Watson, R., & Hillen, V. (2015). Supporting the
emerging practice of public sector design innovation. Paper presented at the IASDR
2015 Interplay, Brisbane, Australia.

VAN DER BIJL-BROUWER, M., PRICE, R, WEGENER, F,, & SMULDERS, F. (2019,
November). Track 5. b Introduction: Strengthening the Design Capabilities of
Professional Organisations in a Complex World. In Conference Proceedings of the
Academy for Design Innovation Management (Vol. 2, No. 1, pp. 1029-1034).

Van der Meer, H. (2007). Open innovation—the Dutch treat: challenges in thinking in
business models. Creativity and innovation management, 16(2), 192-202.

Van Gassel, F. J. M, Lascaris-Comneno, T, & Maas, G. J. (2014). The conditions for
successful automated collaboration in construction. Automation in Construction,
39, 8592



W

Webb, G. R, & Chevreau, F. R. (2006). Planning to improvise: the importance of
creativity and flexibility in crisis response. International Journal of Emergency
Management, 3(1), 66-72.

Williams, F. E. (1972). A Total Creativity Program for Individualizing and Humanizing
the Learning Process: Identifying and Measuring Creative Potential (Vol. 1).
Educational Technology.

Witold, N. (A). (2013). The role of trust in organizational change process .
Contribution to further research The Role of Trust in Organisational Change
Process . Contribution to Further Research, (January 2013)

References 185



186 References



References 187



MARIEKE NOORDERMEER



