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» ABSTRACT -

Creative organizations are characterized by project management and struggle with a tension between their creative activities and their project management
activities. They must reach a compromise allowing the management of this tension. This research’s objective is to explore this compromise as a contingency
factor in the competitive positioning of these organizations in the creative market. Therefore, this research supports existing project management literature
on contingency. To do so, we conducted a multiple correspondence analysis with data collected (semi-structured interviews) from 35 creative workers, artistic
directors and project managers working in 11 advertising agencies. The theoretical framework of justification of Boltanski and Thévenot (1991, 2006) was used
to explore the compromise as a contingency factor. This research proposes a practical and a theoretical contribution. On the one hand, it guides creative organi-
zations wanting to modify their competitive positioning based on managing the compromise of the tension between creative activities and project management
activities. On the second hand, it uses an original analysis technique to study the contingency in the management of projects.

Compromise between

GREATIVE ACTIVITIES...
PROJECT MANAGEMENT
ACTIVITIES:

A CONTINGENCY FACTOR
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1. INTRODUCTION

For a couple of years now, the concept of
creativity has been gaining popularity in
both the scientific literature and the so-
cioeconomic sphere of the society. Like
many disciplines, the organizational world
is interested in this concept. In fact, there
are numerous writings on organizational
creativity, many of them built on the pio-
neering works of Amabile (1983). Wood-
man, Sawyer, and Griffin (1993) define
organizational creativity as: “The creation
of a valuable, useful new product, service,
idea, procedure, or process by individu-
als working together in a complex social
system” (p. 293). Different research does
not stop at the concept of organizational
creativity. Indeed, the scientific communi-
ty has also shown interest in creative or-
ganizations that have, in some way, insti-
tutionalized creativity, which is becoming
a recurring activity for the organizations.
These organizations evolve in so-called
creative industries (Zackariasson, Walfisz,
& Wilson, 2006).

Creative industries are characterized by
a project-based management (DeFillippi,
2015). Despite this, few writings specifi-
cally address the management of creative
projects. Projects, are temporary complex
organizations, as supported by the Scan-
dinavian school (Morris, 2013). Therefore,
one cannot transpose as is theories relating
to the management of creative organiza-
tions to creative projects.

The issue of creativity in project manage-
ment is addressed by some authors like
Kliem (2014), but few of them concentrate
on so-called creative projects. It is impor-
tant to distinguish creativity as a process
in project management, from the creative
project as a type of project. The same dis-
tinction is found in the documentation on
organizations where we distinguish organ-
izational creativity (which can be found in
all organizations) and creative organization
that has institutionalized creativity. There-
fore, the creative project is part of a crea-

tive organization which inserts itself in the
creative industry which is characterized by
essentially immaterial goods, that aim for
collective imagination.

Literature on the management of creative
projects bears little on the principles of
project management. For example, Simon
(2006) studies the different roles played
by creative project managers. Also, there is
Gander (2015) who studies the impact of
spatial context on the management of cre-
ative projects. Finally, Harrison and Rouse
(2015) study the feedback’s role on final
products in creative projects. These writ-
ings focus on some aspects of creative pro-
jects, but not on their management style.
To this end, Marcella and Rowley (2015)
explore how the principles of project man-
agement can apply to, and be beneficial to,
the fashion industry. Their research ad-
dresses a tension between the principles
of project management and the values re-
lated to creative industries.

Projects, including creative projects, are
part of a competitive environment and
therefore cannot be considered as an island
as Engwall (2003) argues. By this very fact,
they have a competitive strategy of their
own and cannot merge into a unique mod-
el of project management (Shenhar, 2001).
Creative organizations and their projects
are characterized by a tension between
creativity and business (Lampel, Lant, &
Shamsie, 2000). To be viable, creative or-
ganizations must conciliate this tension
by reaching what Boltanski and Thévenot
(1991, 2006) call a compromise. The or-
ganizations occupy a singular competitive
position according to the compromise rec-
onciling the tension between their creative
activities and their project management
activities. This research’s goal is to explore
the compromise between the creative ac-
tivities and project management activities
as a contingency factor determining the
competitive positioning of the organiza-
tions in the creative market.

2. CONTINGENCY AND SCANDINAVIAN
SCHOOL IN PROJECT MANAGEMENT

Packendorff (1995) opposes three limits to
the tradition of project management: the prin-
ciple of universality, the absence of empirical
studies and the lack of alternative project
designs (Gauthier, 2014). The principle of
universality also seems to be present in the
literature of creative industries where most
research focus on as ideal type of creative
organization, that is, a large organization
with many resources to invest in creativity.
These are usually found in a so-called creative
city which lists many creative organizations
(Florida, 2002). The large creative organiza-
tions evolve in an environment that influences
their creative activities. When we look at
Child (1972)’s contingency theory, we can
conclude that the activities, the performance,
the structure and the competitive strategy
of these organizations derive from the en-
vironment in which they find themselves.

Some project management authors have
been interested in the contingency theo-
ry. Among them, Shenhar and Dvir (2007)
propose a diamond project which under-
lies that the overall management of a pro-
ject can vary according to its novelty, its
complexity, its technical innovation and
its pace. Lizarralde, Blois, and Latunova
(2011) add to the traditional contingency
factors the structure of the project client
and the informal relationships between
project participants. As for Sauser, Reil-
ly, and Shenhar (2009), they use different
contingency frameworks to analyze the
failure of projects including Shenhar and
Dvir (2007)’s diamond project. They con-
clude that an interesting basis for contin-
gency analysis is to build on the work of
Crawford, Hobbs, and Turner (2005) which
distinguish “doing the right project”, the
strategic alignment, and “doing the project
right”, the capability alignment (Turner,
Huemann, Anbari, & Bredillet, 2010).
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Projects of creative industries are struggling with a
tension between project management activities and
creative activities which compromises their capability
alignment. Based on Morris (2013), for whom project
management is defined as processes, structures, prac-
tices, actors and actions oriented towards objectives
and inserted in internal and external organizational
and environmental context, we will focus on the com-
promise managing the tension between the project
management activities and the creative activities as a
contingency factor.

To understand how the project as a temporary organ-
ization of agreed rules is constituted and evolves, Bre-
dillet (2017) proposes to consider its complexity and its
morphology. To do so, Bredillet (2017) retains Gomez
(2006) who proposes the theoretical framework of jus-
tification of Boltanski and Thévenot (2006) to study the
morphology. As reported by Reinecke (2010), the theory
of justification (Economies of worth) is a complex and
contingent ideological construction. If Gomez (2006)
focuses on the conventions’ morphology, Reinecke
(2010) uses the theory of justification of Boltanski and
Thévenot (2006) to understand the tensions between
value systems; both of which are interested in complex
adaptive systems.

As noted by Marcella and Rowley (2015), creative pro-
jects are characterized by a tension between the values
of creativity and of business. Our research aims to ex-
plore the compromise between creative activities and
project management activities as a contingency factor
determining the competitive positioning of the organ-
izations in the creative market. Creative organizations
are very diversified, and it is futile to attempt to study
all of them in a single study since according to the indus-
try they belong to, they evolve according to a different
logic (Thompson, Jones, & Warhurst, 2007). This study
focuses on small advertising agencies and the project
management activities that characterize them. The next
section presents the theoretical framework used to
study the objective of this research, namely the theory
of justification of Boltanski and Thévenot (2006).

According to the theory of justification of Boltanski and
Thévenot (2006), actors justify their actions by relying on
the superior common principles that can be related to the
order of worth. These orders of worth are subdivided in
six worlds. They each have their own characteristics and
are linked to particular value systems. Thus, according to

Boltanski and Thévenot (2006), the theory of justification allows the study of
so-called complex organizations: “their operation obeys imperatives stemming
from different forms of generality; their confrontation produces tensions and
leads to more or less precarious compromises” (p.9).

The worlds presented by Boltanski and Thévenot (2006) are the inspired,
the domestic, the world of fame, the civic, the market and the industrial
worlds. Boltanski and Chiappelo (2007, 2011) added the projective world a
few years later. To characterize each world, Boltanski and Thévenot (2006)
use an analysis grid composed of thirteen categories. Table 1 presents the
characteristics of each world according to the categories proposed by Bol-
tanski and Thévenot (2006).

Boltanski and Thévenot (2006) explain that no complex entity can be con-
fined in a single world. Complex entities can be conceived as presenting an
amalgam of worlds where tensions emanate when there is confrontation be-
tween two worlds. The entities are viable because, by forming compromises,
several worlds can coexist. “In a compromise, people agree to come to terms,
that is, to suspend a clash - a dispute involving more than one world - with-
out settling it through recourse to a test in just one of the worlds” (Boltanski
& Thévenot, 2006, p. 277).

As Marcella and Rowley (2015) point out, creative projects are especially char-
acterized by a tension between the values of creativity and business values.
The actors evolving within these projects must find a point of balance to en-
sure the viability of the project. The point of balance sought corresponds to the
compromise between the worlds of Boltanski and Thévenot (2006).

The tension present in creative organizations that are organized by projects
can be conceived as one between the inspired world and the market world
where the aspect of creativity is associated to the inspired world and the project
management aspect to the market world. Creative projects include workers
that are artistic, passionate, independent, unmanageable, etc. (see Marcella
and Rowley (2015)). We associate these characteristics to the description of
the inspired world by Boltanski and Thévenot (2006). On the other hand, the
documentation on project management associates the success of projects to
monetary outcomes, customer satisfaction, market shares, and so on. (see
Ika (2009); Shenhar, Dvir, Levy & Maltz (2001); Shenhar, Levy & Dvir, (1997);
Shenhar, Tishler, Dvir, Lipovetsky & Lechler (2002)). We attach this emphasis
on the pecuniary values of the market world as described by Boltanski and
Thévenot (2006). Boltanski and Thévenot (2006) expose the compromise
between the inspired and the market worlds as the creative market.

For creative organizations, the tension between the inspired world and the
market world actualizes itself in a competitive environment (the creative
market). The competitive positioning of the agencies within this environ-
ment has as contingency factor the compromise between the creative and
project management activities. The next section presents the methodology
used for this research to allow the mapping of the competitive positioning of
the agencies studied.

1. The key words are those proposed by Boltanski & Thévenot (2006, p. 159-211) and Boltanski &
Chiapello (2007, p. 109-128).
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TABLE 01. Presentation of the Worlds'




Case study was chosen as the research strategy for this exploratory
research (Yin, 2014). With this method, the cases must meet some
selection criteria (Yin, 2014). For this research, the unit of analysis
is the organizations, more precisely, the advertising agencies. These
advertising agencies had to meet three selection criteria: 1- manage
projects (implicitly, by definition, the projects managed are creative);
2- have been in business for a minimum of 3 years; and 3- be located
in the same region. The objective of this research is to study the
compromise between project management activities and creative
activities as a contingency factor in a competitive environment.
The agencies had to be in business for at least three years, because
Gilmore, Carson, and Grant (2001) explain that organizations in
business for less than three years are volatile and do not represent
the reality of organizations. Finally, the agencies involved came from
the same region so that the context in which they evolve is the same
to allow a comparison between the cases.

A first email was sent to the concerned advertising agencies in-
viting them to participate in our study. After many follow-ups, 11
agencies accepted to participate to this study - representing about
half of the contacted agencies. A total of 35 interviews were con-
ducted within these agencies. We interviewed managers, artis-
tic directors and creative workers. Interviews were conducted in
2011 in small advertising agencies located in Eastern Canada. They
lasted between 45 and 90 minutes and were recorded, then tran-
scribed. Each agency is identified by a letter, and each participant
by a number in order to preserve the anonymity of the participants.

In order to further explore different themes with the participants,
semi-structured interviews were chosen as the method of data
collection (Brinkmann & Kvale, 2015). Moreover, as this research
was of exploratory nature, all the creative and project management
activities were not fully known yet. Through the semi-structured
interviews, we aimed to gather additional information on the ac-
tivities that were not known initially. This technique allows for the
comparison of different cases (Brinkmann & Kvale, 2015; Patton,
2015; Yin, 2014).

The data analysis was carried out in three stages. The first step was
a descriptive qualitative analysis for which we have mobilized the
narrative strategy as presented by Langley (1999). To encode the
content of the interviews, the coding of this first analysis was car-
ried out with the NVivo software. This analysis made it possible to
identify in details the creative and project management activities
found within the studied advertising agencies. It also made it pos-
sible to propose a typology of the management of creative projects.
Four profiles of the management of creative projects have emerged
and so, discriminated the advertising agencies mainly according to
their organizational design. The first section of the results presents
this typology which will be used for the other analysis.
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To represent the inspired and the market worlds, the second anal-
ysis conducted was a theoretical analysis carried out using key
words proposed by Boltanski and Thévenot (2006). The activities
identified in the first step were therefore codified a second time,
using NVivo, to highlight links between the inspired world and the
market world. The codes used are the keywords shown in Table 1
presented in the theory of justification section.

Finally, the third analysis conducted is a multiple correspondence
analysis (MCA) which is a statistical technique to explore the under-
lying relations to an ensemble of categorical variables (also called
qualitative variables - Cramer and Howitt (2004)) and to synthesize
its relations in terms of geometrical positions illustrated using a
perceptual map (Hair, Black, Babin, & Anderson, 2010). Categorical
variables with an associative relationship will have on this percep-
tual map a geometrical position of proximity.

In the MCA, we saw a way to map the competitive positions occu-
pied by the small studied advertising agencies according the contin-
gency of the compromise managing the tension between the crea-
tive and project management activities.

The perceptual map shows the positions occupied by the small ad-
vertising agencies in the competitive environment according to the
contingent nature of the compromise between the project management
activities and the creative activities. It is built based on a cross table
resulting from the crossing of the agencies, and two major groups
of categorical variables: the first group of variables concerns the
creative and project management activities, and the second group
covers the profiles of the management of creative projects within
small advertising agencies.

The group of the variable activities fall into two broad categories:
first, the creative activities (A1l to A4); and second, the project man-
agement activities (A5 to A9). The creative activities are defined as
follows: demonstrate a passionate attitude toward one’s job (A1);
adopt atypical schedules (A2); inspiration from everyday life events
(A3); attachment to the projects (A4). On the other hand, the pro-
ject management activities are defined as follows: adapt the crea-
tive work to the business world (A5); target client satisfaction (A6);
aim for high results (A7); sell the concepts of creative activities to
clients (A8); accept lucrative contracts less interesting in terms of
creativity (A9).

As for the typology of the profiles, it derives from two dimensions.
First, from the nature of the work performed by creative workers:
in some agencies, creative workers are responsible for the entire
creative process, from conception to production. For other agen-
cies, the artistic director is responsible for the conception of the
projects, and the creative workers then do the production part of
the projects. The second dimension is defined by the presence or

absence of project management tasks for creative workers. In agencies where
creative workers only do work of creative nature, the project managers per-
form all the project management tasks. On the other hand, in some agencies,
creative workers are responsible for project management in addition to the
creative work. There are no project managers in those agencies and the crea-
tive workers have the responsibility to manage the projects assigned to them.
Table 2 presents the typology of creative project management and the agen-
cies that are within each category.

Intuitive project management | Standard project management

Inclusion of all creative PM artist Artist

activities H A,B,D,1,J

Division of creative activities PM graphic designer

C.G E,F,K

TABLE 02. Typology of creative project management

The dimensions chosen for the multiple correspondence analysis are those

Graphic designer

of the typology of creative project management (Table 2). Dimension 1 is
therefore related to the nature of the work performed by creative workers
and has a Cronbach alpha of 0.72 and an inertia of 0.543. As Abdi and Valentin
(2007) explain, with multiple correspondence analysis, inertia often finds it-
self to be artificially inflated which causes the explanation of the percentage
of inertia of the first dimension to be underestimated. For this reason, these
authors recommend to use the value of Eigenvalue rather than the Cronbach
alpha. The Eigenvalue of dimension 1 is 2.170. Dimension 2 is related to the
type of project management whether an intuitive project management when
there is no project managers or a standard project management when there
is project managers. The Cronbach alpha of dimension 2 is 0.68 and its in-
ertia is of 0.51. The Eigenvalue of dimension 2 is 2.032. This implies that
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FIGURE 01. Mapping of the tension between the project management activities and the creative activities

the two dimensions or the two axes similarly explain
the model. Figure 1 shows the graphical results of the
multiple correspondence analysis.

The data entered in this figure are the identified pro-
files using the typology (Artist = ART, PM artist = PMA,
Graphic designer = GRA, PM graphic designer = PMG),
the worlds (inspired, market), the studied agencies (A to
K) as well as the activities of creative nature (Al to A4)
and the project management activities (A5 to A9).

Figure 1 is divided in four quadrants presenting the man-
agement of the tension between creative activities and
project management activities. In the agencies occupying
quadrant I, the creative workers are preoccupied by the
ensemble of the creative activities of the project, and the
project management activities are carried out by project
managers who adopt the project management standards.
In opposition, in quadrant 1V, creative workers are re-
sponsible for project management and focus on creative
activities of technical nature. These have no training or
project management experience and adopt an intuitive
practice to manage their projects. In quadrant I, creative
workers play a double role. They have an intuitive prac-
tice of project management, and they embody all the cre-
ative activities of the project. On the other hand, creative
workers of quadrant III only perform technical creative
activities on the creative plan and project managers apply
the standards of project management.

In addition to the generic variation between the quad-
rants, there is a variation in the management of the
tension between the creative activities and the project
management activities within each of these quadrants.
For example, in quadrant I, the scope of creative activ-
ities varies little from one agency to another. On the
other hand, it is noted that agency D is moving further
away from standard project management than the other
agencies in the same quadrant. Therefore, this implies
that project managers delegate certain project manage-
ment tasks to creative workers, which naturally leads
the agency to adopt a more intuitive project manage-
ment than the other agencies in the same quadrant.
Similarly, the same tendency is observed in quadrant
III between agencies E, K and agency F. Moreover, it is
noted that agency F is moving further away from the di-
vision of creative tasks, which implies that the artistic
director within this agency assigns a few tasks related
to the conception of the projects to the creative work-
ers. In addition to performing the work of technical
production of the projects, creative workers also par-
ticipate somewhat in the conception process. The scope
of the nature of the creative tasks varies little between
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the agencies of quadrant IV; on the other hand, there is more intuitive project
management for agency C. Agency G has to some extent formalized some of its
project management activities. Within agency H, which is located in quadrant
11, the creative workers perform both the entire creative process and the pro-
ject management. Agency H is significantly further away from intuitive project
management than the agencies in quadrant IV, probably because the creative
workers must conciliate project management with the conception and pro-
duction process of the projects. In order to properly carry out all these tasks,
they must adopt certain standard project management, although they may not
have received formal training in this area.

As demonstrated, all the studied agencies are struggling with a tension be-
tween creative activities and project management activities. These are viable
on the creative market since they have succeeded in reaching a compromise,
as understood by Boltanski and Thévenot (2006), between the creative ac-
tivities related to the inspired world and the project management activities
related to the market world. The achievement of this compromise allows the
agencies to be viable, but in return it is contingent as to the competitive posi-
tion occupied by the advertising agencies in the creative market.

For example, let’s consider the competitive position of advertising agency F
(quadrant III) versus agency H (quadrant II) as to the type of clients requesting
their services. Much of the clients of agency F are from the Canadian federal
government. “Our major client (...) is the federal government, we are really
specialized at that level (...) we have the knowledge that several of the other
new ones do not have, in terms of regulation, government procedures, etc.”
(project manager F1). The compromise is contingent since it restricts this
agency to government clientele only. As a result, for the creative workers of
this agency, mainly the artistic director who is responsible for the conception
of projects, this contingence limits the use of his creativity. “We mainly work
for the government. It can be harsh sometimes to try to be creative. They
always bring us a kind of pre-made mold, so for someone like [the name of
the artistic director], who has been doing this for 25 years, it can become
repetitive and creativity can fade away” (project manager F1). On the other
hand, agency H that wishes to attract government clientele, is confined to the
retail market. “We have a good share in the retail market, but we do not seek
our shares of market in everything that is governmental, municipal or public
contracts” (owner H1).

Contingency perspectives in project management teach us that the viability of
projects depends on contingency factors. These are mainly summarized to the
novelty of the project, its complexity, its degree of technological innovation, its
pace, the structure of the project client and the informal relationships between
project participants (Lizarralde et al., 2011; Shenhar & Dvir, 2007).

Through an exploration of creative industries that adopt project-oriented
management, we have noted a contingency factor that has not yet emerged
in scientific documentation in project management. Indeed, further to the
semi-structured interviews conducted in the context of an exploratory re-
search involving 35 creative workers, artistic directors and project managers
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working in 11 small advertising agencies, we noted the
tension between creatives activities and project man-
agement activities as a characteristic of the projects of
these agencies. In order to study this tension, we have
retained the theoretical framework of justification of
Boltanski and Thévenot (2006). The studied agencies
are viable since they reach the compromise between
the creative activities associated to the inspired world
and the project management activities associated with
the market world of Boltanski and Thévenot (2006).
Also, this compromise is a contingency factor and
guides the competitive position of the agencies in the
creative market.

This research proposes a double contribution: practi-
cal and theoretical. First, given the contingency factor
studied, the competitive position of the agencies in the
creative market is mutually exclusive, meaning that an
agency cannot occupy more than one quadrant at the
same moment. In fact, if an agency wishes to change its
competitive position in the creative market, it must re-
consider the way it manages the compromise between
creative activities and project management activities.
Let’s go back to the example of agency H given above.
If this agency wants to develop the government market,
a market they cannot occupy presently, it will have to
adopt a configuration like agency F which is located in
the quadrant III, meaning on the first hand confiding the
project management to qualified project managers. On
the second hand, it will have to give the creative concep-
tion of the projects to an artistic director and the techni-
cal production to graphic designers.

On the theoretical aspect, our contribution is first-
ly to use the theory of justification of Boltanski and
Thévenot (2006) to study the tension of values in the
management of projects in the creative industries. In
addition to a qualitative analysis of projects of these
industries using the worlds of Boltanski and Thévenot
(2006) we have executed a multiple correspondence
analysis in order to map the competitive positions of
these agencies according to the compromise - the con-
tingency factor - in the creative market. This is the sec-
ond contribution of this research.

This research has limits, the main one being the number
of studied agencies and the number of interviews con-
ducted. In order to validate the compromise as a factor
of contingency in project management in creative indus-
tries, additional agencies could be studied. There is only
one agency in quadrant II; it would therefore be interest-
ing to confirm the contingency effect of the compromise
for this particular competitive position.

Future research derives from this exploratory study. In particular,
it would be interesting to explore if this compromise is contingent
within organizations managing projects other than in creative in-
dustries. The tension in creative industries is situated between
the creative activities and the project management activities. We

creative projects.
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