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Abstract: The growing importance of creative knowledge workers as a resource of particular signifi-
cance for the growth of organizations is becoming one of the greatest challenges of the knowledge-
based economy. Thus, the growing role of creative organizations contributes to building the economic
potential of cities, regions, countries, but also of various organizations operating in the market. The
development of civilization at its current stage has always been a source of this type of activity.
Hence, the issue of understanding how creative knowledge workers operate has been and contin-
ues to be addressed by researchers around the world in recent years. The topic presented in this
article on the knowledge and creativity of employees and their impact on the growth of creative
organizations to a certain extent responds to this demand. The aim of the article is to clarify and
extend the conceptualization in terms of creative activities performed by knowledge workers and the
correlations with their characteristics and with knowledge initiatives. Achieving the set aim would
allow to indicate that modern development depends on the proper generation of knowledge and
creativity and the resources offered by an organization to facilitate its absorption in terms of growth
prospects. The article reviews the research on cognitive, theoretical, methodological, and empirical
issues regarding the development of creative knowledge workers employed in creative organizations
as well as characteristics of workers and knowledge initiatives introduced in organizations. The
analysis of the literature allowed to establish a research framework and indicate which knowledge
initiatives are important and which characteristics of selected employees may be related to creative
activities. Empirical verification was carried out through the analysis of basic descriptive statistics
with Spearman’s p rank correlation and the relationship between nominal and ordinal variables
using chi-square tests. The results of the study revealed significant relationships between the perfor-
mance of creative activities and certain characteristics of knowledge workers as well as between the
performance of creative activities and the introduction of knowledge initiatives. It turned out that
the knowledge of the nature of the connections between the mentioned activities and knowledge
initiatives is the basis for determining which knowledge initiatives in the case of a given creative
organization will bring the best results in the form of taking effective creative activities by knowledge
workers. Moreover, a person who performs creative activities has only some of the characteristics
presented in this article. The research results are particularly relevant to the development of creative
knowledge workers employed in creative organizations. Setting out guidelines aimed at changing
this state of affairs and the research conducted allowed the identification of areas for improvement
in order to ensure that they develop more effectively and meet the demands of competitiveness,
generating more innovative ideas.

Keywords: creative organization; knowledge worker; creativity

1. Introduction

In recent years, the approach to the issue of creativity in management has changed
fundamentally. It is now argued that no matter how much knowledge one has, what
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matters is the ability to process and apply it creatively. Therefore, a special role is assigned
to demographic and socio-cultural factors as significant determinants of the creative organi-
zation’s growth [1]. For this reason, both theoreticians and practitioners agree on the role of
creativity and knowledge as a source of business organizations” growth, which is discussed
in this article [2-7]. This applies to all organizations, albeit to a different extent. The
success of organizations operating in the creative sectors depends to a greater extent on the
proper management of knowledge and creativity than in industries where the competitive
advantage is determined primarily by the skillful use of classic production factors [1,8-25].
However, previous studies of the authors indicate that the actions taken in organizations
regarding knowledge and creativity management are often undertaken rather intuitively
than on the basis of knowledge, which does not bring the expected results and discourages
managers from further applying these concepts in practice. The reason for this is often
insufficient knowledge about the above-mentioned concepts of management, including,
among others, about knowledge initiatives and their connection with the undertaking of
creative activities by knowledge workers, who today, in the knowledge-based economy,
constitute the greatest wealth of the organization and the fundamental determinant of
their competitiveness. Moreover, although it is commonly believed that the increase in
employees’ knowledge is conducive to their creativity (due to the fact that as a result of
the development of knowledge, the possibilities of unique combination of new knowledge
with the existing knowledge of the employee increase, which may result in the emergence
of new ideas), there is a research gap in the area of identifying interrelationships between
knowledge initiatives and creative activities, as well as between the characteristics of
creative knowledge workers and creative activities. This research gap has become the
basis for determining the goal of the article, which is to explain and extend the conceptu-
alization in the field of creative activities performed by the surveyed creative knowledge
workers and the relationships of these activities with knowledge workers’ characteristics
and knowledge initiatives. To achieve this goal, the following research questions were
formulated: Is there a correlation between specific creative activities and characteristics of
creative knowledge workers? Is there a correlation between specific creative activities and
knowledge initiatives? The structure and content of the article have been designed in such
a way that it is possible to answer the research questions.

The first part of the article focuses on the analysis of the source literature. The study
investigated foreign and Polish literature which provided the basis for the critical analysis
and the research framework. It concerned the development of the concept of creative
organizations and the role of creative knowledge workers.

The second part of the article focuses on the research conducted using an original
questionnaire which included questions about the applied knowledge initiatives, creative
activities undertaken, and the characteristics of creative knowledge workers The obtained
data made it possible to determine the relationships between: knowledge initiatives and
creative activities as well as the characteristics of knowledge workers and the use of creative
activities. The research was conducted using Spearman’s correlation and the strength of
relationship between nominal and ordinal variables was measured using chi-square tests.

Conclusions from the literature studies and from the analysis of the results of the
conducted research made it possible to answer the research questions. In addition, the
article establishes a comprehensive theoretical framework for creative organizations in
which the allocation of knowledge and creativity plays an important role.

This paper contributes to the development of management theory (e.g., through the
proprietary models presented in Sections 1 and 2), but also has practical implications. By
identifying the relationship between knowledge initiatives and creative activities, it helps
managers make decisions regarding the implementation (or not) of specific knowledge
initiatives depending on the strength of their influence on employees’ creative activities. On
the other hand, the search for the relationship between the selected characteristics of creative
knowledge workers and creative activities allows for the appropriate selection of employees
in creative organizations, so that their work can generate more creative activities.
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2. Creative Organization—An Attempt at Conceptualization

Creativity is a key factor in innovation, competitiveness, and better performance of an
organization [2-7]. Creativity itself in an organization has no value until it is commercial-
ized and translated into a specific product, service, or process offered to the customer. The
results of the conducted research presented in the source literature revealed a statistically
significant and direct relationship between organizational creativity and organizational
effectiveness of a company and emphasized the role of creativity as a key capability of
a company [26], highlighted creativity as a strategically valuable resource, and a crucial
source of competitive advantage [27,28]. Furthermore, creativity has been identified as
the key to sustainable competitive advantage for organizations [29] by one of the better
known researchers on the subject—Amabile and her team [30]. It is also recognized that
creativity has contributed to some of the most important innovations in human history and
to solving some of our most complex and major problems [31].

According to the Sternberg’s investment theory, creativity is a confluence of six distinct
but interrelated resources: intellectual abilities, knowledge, styles of thinking, personality,
motivation, and environment [32]. Therefore, when applying existing values, creativity
may be considered the most effective method of adding value. This approach to creativity
is particularly important when discussed in the context of organizations, as it means being
able to do something new and useful (Figure 1) [33].

Creativity Innovation
(idea creation) (commercialization of an idea)

Novelty

CREATIVE
ORGANIZATION

Creative

~—a
+ process, product or service

e Utility

Figure 1. Interrelations between entrepreneurship, creativity, and innovation in a creative organiza-
tion. Source: created by the authors.

The foundations of contemporary organizational creativity according to Zhou and Shal-
ley [8] and Anderson, Poto¢nik, and Zhou [9] refer to Woodman, Sawyer, and Griffin’s [10]
interactionist model, Amabile’s [11,12] componential model, and Ford’s [13] model. The model
of Woodman et al. [10] was one of the first to actually highlight the multi-level nature of or-
ganizational creativity and different influences that it has at different levels. The cited author
divided these influences into three levels: individual (creative behavior, cognitive style/abilities,
personality, knowledge, and intrinsic motivation), group (group composition, characteristics
of a group and group processes, contextual influences), and organizational (organizational
design and structure, communication channels and information flows). Amabile’s [11,14] com-
ponential model of creativity also links individual creativity (i.e., motivation, creative skills
and expertise) to the work environment (organizational motivation to innovate, management
practices and resources) and thus to organizational creativity. Ford [13], drawing inspiration
from Csikszentmihalyi’s [15,16] systems model according to which creativity is developed
through the dynamic action of “a system composed of three elements: a culture containing
symbolic rules, a person who brings novelty to the domain and an expert domain”, proposed a
model of individual creative action (which results from a combination of meaning making, goals,
motivation, knowledge, and ability as well as emotions and beliefs about sensitivity and ability
connected with an individual’s beliefs about their own capabilities related to creativity and
tasks and potential reactions in this domain) that is influenced by multiple social domains [34].

Therefore, considering different research concepts and different ways of understand-
ing them (cf. Table 1), modelling and defining a creative organization is difficult and
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ambiguous. It should be noted, however, that, referring to the definitions presented in the
article, the more appropriate way to understand the phenomenon of creative organization
is the analysis of their interpretation and its contextual character, in which it was and con-
tinues to be considered. The term creative organization refers to such aspects as: the ability
of an organization to find new relationships and connections, a certain type of creating
new relationships, the process of the emergence of new creative works, predisposition
to perceive innovation, mind activity in the individual and organizational dimensions
generating new discoveries, and a certain way of imagining new products, services or ideas.
This is also due to the fact that the diversity in modes of operation of business entities
in creative sectors demonstrates how different creative organizations can be from each
other. Some are small entities of several employees (e.g., advertising companies), while
others are large entities which need multi-task, complex organizational structures (e.g.,
research institutes, universities). Taking into account the aspects distinguished above, the
article proposes the following definition of this term: a creative organization is an entity
whose systemic activity is based on the utilization of tangible and intangible resources for
the effective use of individual mental activities to merge them into collective processes,
striving to achieve the creative process of a higher order at different levels of organization
and management. The major resource determining the creative process in an organization
is the proper potential of intellectual capital, including creatively active human capital.
Such a company seeks to achieve a rapid growth in value, including competitiveness, with
a view to accomplishing economic, social, cultural, and prestige objectives. Such entities
produce copyrighted ideas, products, or creative services [1].

Table 1. The concept of organizational creativity—a review of selected source literature.

Authors Definitions
Kao (1989) Creativity in an organizational context may be thought of as the sum of the following functions:
creative person, creative task and organizational context (culture).
Creativity is the production of new and useful ideas by employees. The definition of creativity
A . includes two essential elements: a product or answer that will be considered creative to the extent
mabile (1996)

Csikszentnihalyi (1990)
Woodman et al. (1993)

Oldham, Cunnings (1996)
Sternberg, Lubart (1999)
Ford, Goia (2000)

Zhou, George (2001)
Martins, Terblanche (2003)

Choi et al. (2010)
Munfard et al. (2011)
Basadur et al. (2012)

Zhou, Ren (2012)

Bratnicka, (2014)

that (a) it is both new and appropriate, useful, correct or valuable, relevant (b) the task is heuristic
rather than algorithmic.

Creativity is not an attribute of individuals but of a social system that forms judgments about an individual
Organizational creativity is the production of a valuable, useful, new product, service, idea,
procedure or process by individuals working together in a complex social system.

Creative work of an employee results in new and useful products, ideas and procedures that provide
an organization with an important resource for further refinement and possible implementation.
Creativity is the ability to produce work that is novel (original and unexpected /surprising) and
valuable (i.e., adaptively useful in terms of task limitation).

Creativity is not an attribute of a product but a judgement about its level of novelty and value made
by the most important persons in a particular field.

Creativity in an organizational context means producing new potentially useful ideas. An idea is
considered creative when it is both new and useful.

The concept of creativity may be defined as the production of new and useful, valuable ideas
regarding products, services, procedures, processes by individuals or groups of individuals in a
specific organizational context.

Creativity in organizations has been defined as the development of new and potentially useful
products, processes or solutions.

Creativity means the production of original, useful and neat solutions to problems that are novel,
complex or have an ill-defined structure.

Organizational creativity is the system of knowledge, process and skills needed for the execution of
the work process, tools and appreciation of differences in process execution style.

Organizational creativity is related to the production of new and useful ideas about products,
services, processes, practices, managers, business models and competitive strategies.
“Organizational creativity is defined as the ability of an organization to simultaneously generate both
new and useful ideas, resulting from hosting multiple contradictory structures and processes within
the same organization.”

Source: [10,12,35-46].
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The functioning of a creative organization consists of numerous co-existing and
interrelated factors. Researchers of the phenomenon refer to the role of creative resources
(employees and creative teams), including their knowledge, to creative leaders, the creative
environment of an organization, including the proper coherent management of creativity
and knowledge. It should be emphasized, though, that these two aspects are inseparable
as the novelty usually builds on the old and numerous useful innovations would not have
been developed if it were not for specialized knowledge [1,41,47-54]. According to the
results of the research, a team of employees in a creative organization should consist not
only of experts [55]. Individuals with experience and professional knowledge are highly
desirable members of creative organizations and contribute greatly to the achievement of
goals set. However, research demonstrates that the work of creative organizations relies
primarily on individuals with high knowledge absorptive capacity, as it is this capacity that
allows new creative ideas to be produced [56]. As nowadays even unrelated disciplines
sometimes work together to create novelties, teams should be composed of members with
diverse domain knowledge.

3. Creative Knowledge Workers

Creativity is a key factor in innovation, competitiveness, and better performance of
an organization [2]. Creative knowledge workers are one of the most important resources
of a creative organization operating in the knowledge-based economy [17-25]. The term
knowledge worker was introduced to the language of management science and practice
several decades ago, however no universal and commonly accepted definition of knowl-
edge worker has been developed yet. Most often knowledge workers are defined through
the prism of their characteristics, level of education, actions taken, knowledge, experience,
etc., as well as through the prism of the requirements placed on them by the organiza-
tion. Table 2 presents selected definitions of knowledge workers demonstrating different
perspectives of their authors.

Table 2. Definitions of knowledge workers.

Authors Knowledge Workers Are People ...
(Drucker 1957) who possess, utilise and create valuable knowledge
(Davenport, 2005) who “have high degrees of expertise, education or experience, and the primary purpose of their jobs
/ involves the creation distribution, or application of knowledge”
(Nickols, 2012) who work not only with knowledge and information, but also on them
“who have taken responsibility for their work lives. They continually strive to understand the world
(Gurteen, 2006) about them and modify their work practices and behaviours to better meet their personal and
! organisational objectives. No one tells them what to do. They do not take ‘no’ for an answer. They
are self-motivated”
(Morawski, 2003) who have unique skills as well as are: specialized in their profession, well-informed, active and
’ responsible, aware of their role and their self-worth, independent participants of the organization
(Skrzypek, 2009) who are paid for efficiency of thinking, and whose minds are regarded as the primary work tools
(Morello, Caldwell, 2001) “whom enterprises trust enough to make smart decisions within their respective domains”
(Serrat, 2008) who are employed because of their knowledge of a subject matter, rather than ability to perform
/ manual labor. They perform best when empowered to make the most of their deepest skills
(Nicholas, 2019) are: researchers, planners, analysts and/or developers who acquire, manipulate, and analyze information

(Rosenthal-Sabroux,
Grundstein, Iafrate, 2008)
OECD

(Surawski, 2019)

whose job depends on the processing and use of knowledge and information in work situations that
require decision making, and demand their initiative and responsibilities

who perform knowledge-rich jobs. Such workers are typically but not universally well educated.
who “work mainly on symbols (representations), transforming them in cognitive processes, which is
the main source of added value. To do that, they must command a large body of knowledge
equivalent to university education, understood and internalised, grounded in experience and
consequently updated. They perform complex tasks, focus on problem-solving, creating knowledge,
distributing it and applying to achieve results. They broadly use documents and ICT, and require
high dose of autonomy”.

Source: [57-68].
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The analysis of the above and many other definitions of knowledge workers indi-
cates different approaches of their authors to the understanding of this concept. These
approaches are a derivative of the disciplines represented by the authors and trends in
knowledge management described in the literature.

Based on the analysis of the source literature, Gaizauskiené and Tunc¢ikiene describe
three approaches to explaining the nature of knowledge workers [23]. According to the data
driven approach, knowledge workers are employees professionally related to particular
organizations, sectors, or institutions [69,70]. Representatives of job content approach
perceive knowledge workers as individuals who do a certain type of job [71-74], while
supporters of the conceptual approach explain the term from the point of view of employees’
importance for an organization and their style of working with knowledge [57,58].

When defining knowledge workers representatives of the process-oriented approach
to knowledge management pay special attention to their participation in the implemen-
tation of knowledge management processes (knowledge development, sharing, using,
etc.). In turn, representatives of the resource-oriented approach, in which knowledge
is treated as the most important resource of organizations operating in the knowledge-
based economy, define a knowledge worker through the prism of having this strategic
resource [57,58,64,66].

Different approaches to defining knowledge workers are also presented by represen-
tatives of two main trends in knowledge management namely: personal (soft, human
oriented) and technical (IT, hard, technology oriented) [75-78]. These trends differ mainly
in the way information and knowledge are perceived, which in turn determines the ex-
pectations with regard to workers working on knowledge in terms of their potential and
undertaken actions. Representatives of the technology-oriented trend in KM (often equated
with information management) treat information and knowledge as objects that can be
identified and processed by information systems. The knowledge worker is primarily
expected to be able to know and operate these systems. On the other hand, representatives
of the human-oriented trend, related to human resource management, treat knowledge
as processes, a set of skills, know-how, etc., which are constantly changing. They assign
a special role to people who work with knowledge and on the basis of knowledge and
focus on identifying and implementing methods and tools in the area of HRM that will
positively affect the implementation of KM processes by knowledge workers.

In our original definition, which combines various approaches to understanding the
essence of the knowledge worker, we describe such an employee as a person whose passion,
work and professional career are associated with active participation in the knowledge
management processes. Knowledge workers are characterized not only by the fact that
they have knowledge, experience, skills, etc., important for the organization in which they
work, but also the willingness and skills to develop these resources, share them and use
them in activities. However, this potential will not be fully realized if the organization
does not offer knowledge workers the opportunity to actively participate in the knowledge
management processes [79]. Knowledge workers characterized by non-linear and creative
thinking, who possess intrinsic creativity and perform creative work, can be considered
creative knowledge workers.

Knowledge workers perform knowledge work which is multidimensional in nature
and within each dimension there is wide variation in the essence of knowledge, level
of work routines and standards, and the role of the persons themselves in work [80].
This view is also shared by D. Morello and F. Caldwell who distinguish different types
of knowledge work, such as: task-based knowledge work, revolving around explicit
operational processes, pre-engineered routines, well-defined responses and administrative
activities, skill-based knowledge work which encompasses well-defined, well-prescribed,
demonstrable, conducive to hands-on training domains of expertise, as well as innovation-
focused knowledge work, which is characterized by tacit knowledge, high creativity,
intense collaboration, communities of practice, high improvisation and extensive role
versatility [63].
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Each of the above-mentioned types of knowledge work consists of a number of activi-
ties such as, inter alia: applying, presenting, sharing, analyzing, organizing, evaluating,
retrieving, storing, and securing information and knowledge in order to make decisions and
take actions. These activities are supported by the use of various IC tools and applications
which enable realization of knowledge management processes [81].

In the knowledge-based economy there is limited scope to make a clear distinction
between knowledge workers and other employees [25]. Based on the analysis of vari-
ous definitions and descriptions of knowledge workers, it may be concluded that what
distinguishes knowledge workers from other employees is: their knowledge, education,
experience, skills, their personal traits, attitudes, their core values, actions taken in the
process of work performance or their expectations. In this article, we want to examine this
issue in the context of mutual requirements of the knowledge worker and the organization
they work for.

Knowledge workers have high expectations of themselves, other people, and the orga-
nization in which they work; however, much is also expected of knowledge workers. The
expectations of the knowledge workers towards organizations may be broadly categorized
into those relating to appropriate: working conditions (financial, organizational, technical,
etc.), organizational culture (based on trust, cooperation, open communication, continuous
learning), and management of people (involving employees in management, recognition of
achievements, creation of professional development opportunities, feedback, professional
challenges, etc.). At the same time, knowledge workers are expected, above all, to take
actions on knowledge and based on knowledge, to have potential, and to present expected
attitudes and behaviors that enable and facilitate the above actions. The expectations listed
are interrelated and the categories presented are arbitrary.

The place of the creative knowledge worker in the creative organization is shown in
Figure 2.
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Figure 2. Knowledge worker in the creative organization. Source: created by the authors.
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Creative knowledge worker is at the center of the organization as the owner of
potential (including, above all, knowledge), the development and use of which are crucial
for the creative organization to achieve a high level of competitiveness on the creative
sector market. To make this possible, the shape of the KM processes, the applied methods
and tools of HRM, and the organizational culture must be conducive to the development
and use of the potential of creative knowledge workers to achieve organizational goals of
knowledge management. All elements of the internal organizational environment (people,
organizational structures, functional strategies, etc.) relate to each other, shaping the
broadly understood working conditions, which translates into the effectiveness of creative
knowledge workers. On the other hand, through their decisions, actions, and effects of their
work, they may, to a greater or lesser extent, shape this environment. Creative organizations
take widely understood resources from the external environment, providing it in turn with
the effects of their activities in the form of new (or improved) goods and services.

Taking actions on knowledge and on the basis of knowledge means active participation
of knowledge workers in the implementation of knowledge management processes, such
as: locating important knowledge sources, acquiring knowledge from various sources,
sharing knowledge with other employees, developing knowledge by using various learning
methods, preserving knowledge important for the organization, which leads to building
organizational memory, and finally using knowledge creatively in the process of decision-
making and taking actions, which is reflected in new or improved products, services,
processes, procedures, methods, etc. [82,83].

The appropriate potential of knowledge workers is an indispensable condition for
their active participation in knowledge management processes. Human potential includes
a set of positive and negative, used or unused, explicit or tacit traits, and competences of
an individual [84]. In the case of knowledge workers, a special attention should be paid to
such elements of potential as: knowledge, experience, and skills.

Having knowledge that meets the needs of the organization is a necessary yet insuf-
ficient condition for an employee to be considered a knowledge worker. Knowledge is a
heterogeneous resource and the literature describes many knowledge types [48,69,85-89].
Knowledge workers are required to have both general and specialist knowledge, with
particular importance being attached to tacit knowledge which is located in the human
mind and is more personal and less accessible than explicit knowledge. The potential of
a knowledge worker is determined to a great extent by their know-how and know-why,
as well as by the knowledge that distinguishes them from others, including advanced
knowledge enabling them to compete effectively on the market and innovative knowledge
that secures their position as experts in the industry.

Experience, sometimes referred to as practical knowledge, is derived from direct ob-
servation (of phenomena, processes, people, etc.), participation in events or in a particular
professional and non-professional activities (e.g., internships, professional training, previ-
ously performed work) that contributed to improvement of qualifications of the person in
a given profession.

Skills mean an ability to perform an activity (e.g., job) well. A set of skills important
in the knowledge-based economy includes both hard skills, resulting from experience
and knowledge acquisition (e.g., ability to use modern ICT tools), and soft skills result-
ing from personality traits, the possession of which can only be confirmed in practice,
through decisions and actions taken by the employee. In the case of knowledge workers
particular importance should be attached to skills enabling them to actively partici-
pate in knowledge management processes. These skills include, above all, the ability
of: working in a team, analytical thinking, flexible thinking and acting, taking the ini-
tiative, communicating, networking, learning, adaptation, problem solving, working
under stress, self-discipline, independent action, cooperation, active listening, work
organization, persuasion, perseverance, mentoring, openness to change, managing own
knowledge, and creativity.
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While all the skills mentioned above are crucial for the implementation of knowledge
management processes in organizations, in the case of creative knowledge workers, special
emphasis should be placed on their creativity in every area and aspect of their work.
Creativity should therefore concern not only the results of their work (including new or
improved products, services, procedures, etc.), but also the working methods used, the
tools employed, etc., as well as the development of other skills mentioned above. Examples
include creative approaches to problem solving, organizing one’s work or networking.

The elements of knowledge workers potential listed above are strongly interrelated.
The greater the knowledge, skills or experience, the more opportunities for a unique
combination of these elements in the process of creative work [90].

Knowledge workers are also expected to present desired attitudes, especially positive
and pro-active attitudes, which elicit specific behaviors of employees. Positive attitude
means focusing on the positive aspects of what is happening around an individual. A
knowledge worker is expected to have a positive attitude towards oneself, the organization,
co-workers, performed work, responsibility they bear, etc. Pro-active attitude means taking
responsibility for own actions and decisions, going beyond the call of duty, finding and
seizing opportunities, continued seeking (of inspirations, ideas, new solutions, possibilities
etc.), and going beyond daily routines. A pro-active approach of knowledge workers is
positively correlated with their creativity and innovativeness [90].

It should also be emphasized that organization’s requirements should be reflected in
decisions and actions taken by knowledge workers, and vice versa—employees’ expecta-
tions should influence decisions and actions taken by management of the organizations in
which they work. If the organization requires the knowledge worker to undertake certain
knowledge management actions, the knowledge worker should require the organization to
provide resources and capabilities to undertake these actions and to recognize the results
of work performed. Meeting many of the expectations of knowledge workers is possible
through their proper management.

The specific nature of knowledge workers management is due to many different
factors, however in the context of the issue discussed in this article, special attention should
be paid to:

the specific nature of knowledge as a knowledge workers’ strategic resource;

limited ability to observe and control the work performed by creative knowledge

workers;
e the consequences for the organization of not meeting knowledge workers’ expectations.

The degree to which an employee uses explicit knowledge can be controlled to certain
extent, however determining to what extent and how their tacit knowledge is used (which
is the basis of creative activities and the determinant of the competitiveness of individuals
and organizations) is not possible, as sometimes even the employee themselves is not
fully aware of tacit knowledge possessed. This means that the superior does not have full
information about the knowledge possessed by the subordinate, so they cannot assess the
extent to which it is used at work. The superior is also not able to accurately assess whether
the employee’s performance is the result of the full use of their knowledge or whether the
employee could have achieved more.

Moreover, the work of the creative knowledge worker is also not fully observable, as
it is mostly based on thought processes and takes place in the human mind. Just as the
extent to which an employee applies knowledge cannot be fully controlled, the effects and
manner of its application cannot always be predicted. Therefore, evaluating a knowledge
worker is not an easy task and poses a challenge for managers.

The consequences of not meeting the expectations of knowledge workers can be very
severe for an organization operating in the knowledge based economy. A dissatisfied
knowledge worker is less committed to their work, focuses on routine activities, or looks
for another job and this exposes the organization to the possibility of losing their tacit
knowledge which perhaps no one else in the organization has.
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It should also be borne in mind that in a knowledge-based economy, due to the
requirements imposed on knowledge workers concerning the actions they undertake,
the roles they perform and the responsibility they bear, the distinction between superior
and subordinate is gradually blurred. Therefore, managing knowledge workers poses
significant challenges to managers, including in respect of their knowledge, experience
and skills. Since a manager is also a knowledge worker, apart from the aforementioned
requirements imposed on all knowledge workers, superiors are additionally required to
possess such skills as e.g.,: delegating tasks (especially those that go beyond daily work
routine), team management, motivating (to constant development, sharing knowledge,
crossing barriers, etc.), decision-making and leadership, inspiring trust, and courage in
taking risks.

The scope of manager’s competences and their skillful use has a pro-active influence
and inspires creativity not only in the organization as a whole, integrating the actions
taken, but also effectively influences the attitudes and actions of employees. Hence, there
is a need for a creative organization to manage employees not through a carrot and stick
method, but with dignity.

4. Materials and Methods

Research on creative organizations was originally initiated by a desk research on
the subject of creative sectors. Initially, these studies were conducted by A. Sokdt, and
then both authors undertook qualitative research in the field of creative organizations,
especially in the area of determinants of the knowledge and creativity development in
such organizations. The subject matter discussed in this article required a review of the
source literature. Articles were identified on knowledge acquisition opportunities, potential
sources of knowledge and creativity in terms of creative organization growth. This part of
the desk research was dedicated to establishing the theoretical framework and acquiring
broader understanding of the relationship between the components selected for the study.
The verification procedure adopted in this article involved the examination of certain
interrelations between observable phenomena or facts, without any intervention of the
researcher. The research was diagnostic and exploratory in nature. The aim of the research
was to acquire knowledge about the phenomena in question and to analyze them in order
to test the theory, i.e., to confirm or refute it. Moreover, the analysis conducted allowed the
authors to organize knowledge and definitions related to the discussed issue.

The main research problem, which is also the subject of the study, is to explore the
relationship between creative activities and characteristics of creative knowledge workers as
well as knowledge acquisition initiatives. Furthermore, the discussion and final conclusions
focus on the impact of the above relationships on the creative organization growth. As the
aim of the authors was to carry out an in-depth analysis of the research problem identified,
due to a wide research area, hypotheses relating to the following selected issues have
been formulated:

Hypothesis 1 (H1). There is a relationship between selected creative activities of employees and
selected characteristics of creative knowledge workers.

Hypothesis 2 (H2). There is a relationship between creative activities and knowledge initiatives
undertaken in creative organizations.

The definition of a creative knowledge worker is presented in Section 3 of this article.
Creative activities are those activities undertaken by an employee that are new, previously
unknown to him, thanks to which he enriches himself (through the development of knowl-
edge, increase in authority, etc.) and the environment (through new products, services,
processes, etc.). In turn, knowledge initiatives are defined as all activities undertaken by an
individual aimed at achieving the goal (s) of knowledge management in an organization.

To verify the hypothesis, self-report research with the use of an original questionnaire
was used in the article. This method allows to assess the behavior and opinions of the
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respondents taking into account the diagnostic areas selected by the researcher, therefore,
it was found to be one of the best methods to verify the research assumptions of this article.
In the questionnaire, special attention was paid to questions regarding the performance of
creative and reproductive activities in organizations by the respondents. The design of the
questions did not allow respondents to guess whether the activities they perform at work
are classified as creative or not. Such a solution was applied intentionally in order to obtain
the most reliable information on which employees work creatively and which do not. It is
important to realize that the more creative activities in an organization, the more creative
solutions are produced and the more likely a creative organization is to grow. The source
literature often describes creative workers by their personality traits defined by well-known
and widely used psychological methods, which allow determining whether an individual
has such a potential or not. The authors have also carried out numerous analyses in this
respect in their studies. It is assumed that all people are creative, and differ only in their
level of creativity. However, working as an employee with creative potential does not
always mean carrying out creative activities. For this reason, this study takes a focused look
and sets out to investigate whether and to what extent employees in creative organizations
perform creative activities on a daily basis. The above procedure was adopted to analyze
the work of the respondents. Further questions concerned the characteristics including
creative attitudes of knowledge workers and knowledge acquisition initiatives as sources
of knowledge development in creative organizations.

At this point, it should be added that the survey questionnaire, apart from the ques-
tions analyzed in this article, also included other research questions that identify various
areas related to the development of creative organizations and resources such as creativity
or knowledge. The respondents were asked, inter alia, about the number of creative work
performed in the last few years, barriers to the development of knowledge and creativity
in the organization, types of information and communication technologies used in the
organizations where research participants work, preferred ways of learning and applied
methods of solving problems related to knowledge and creativity management. When
constructing the questionnaire, care was taken to make it transparent and understandable
to the respondent. This article begins a series of thematic studies based on the research
results obtained by the authors, which will be successively presented in scientific journals.
The questionnaire used in the study was based on the authors” many years of experience
in exploring the subject of knowledge and creativity management, which was reflected in
many scientific publications [1,18,91-94].

After defining the sampling frame, i.e., a set of items in a statistical population used to
verify the formulated hypotheses, a research sample was drawn. The sample was drawn
using a stratified non-proportional random sampling method. The sample group, as in-
dicated above, consisted of individuals employed in creative organizations who perform
creative activities. Continuous knowledge acquisition was another criterion for classifica-
tion in the sample group. Hence, the sample was drawn from adults who were not only
employees but also management students at the last two years of their studies (hereinafter
also referred to as subjects, sample group, respondents). This decision was based on the
fact that studies allow continuous acquisition of new knowledge and development of
creativity. Due to their availability, the respondents were a group of individuals from the
Zachodniopomorskie Province studying at the same university. This fact did not affect
their responses and facilitated the control and evaluation of the study population.

The respondents were informed about the purpose of the study and the method of
completing the questionnaire. Due to the limitations of the COVID-19 pandemic, the
respondents were asked to complete a questionnaire in the electronic form (online) within
1 clock hour. In addition to the metric questions, the survey questionnaire contained 13
closed and semi-open questions and was pre-tested on a control group of 30 people. In
order to assess whether the prepared questionnaire would be fully understandable to the
sample group, pilot studies were carried out on one of the selected faculties. After assessing
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the results, the proper study was conducted. The study was conducted between 20 October
2020 and 15 May 2021.

In order to ensure an adequate number of questionnaires, it was decided to survey
350 respondents. A total of 280 properly completed full questionnaires were returned.
This quantity met the minimum sample size criterion and allowed a lower error rate to be
achieved. 157 of the respondents were women. The respondents aged up to 25 accounted
for 77.5% of the surveyed group, and those aged 26 to 35—nearly 14%. The majority
of respondents had work experience ranging from 1 to 5 years (209 people), 30 people
indicated 6 to 10 years of professional activity, and the remaining group of participants had
worked for more than 10 years. The respondents worked in organizations of different size
of employment. 27.5% of the respondents worked in organizations employing less than
10 employees, three out of ten persons surveyed—in those employing from 11 to 50 people,
13.9% of the survey participants were professionally connected with organizations employ-
ing from 50 to 250 employees, and the remaining participants were employed in business
entities employing more than 250 people (18.2%) or did not answer this question.

The collected data were coded in a research matrix in an Excel file and further analyzed
using SPSS program. The results obtained, discussed in the context of the hypotheses
formulated, are presented in the following section.

5. Results

The theoretical considerations were verified by empirical analysis carried out accord-
ing to research sequences based on findings emerging from the questionnaire responses.
The first stage (stage I) of the analysis involved the processing of the data obtained. This
was followed by a verification of the hypotheses (stage II) and a comparison with the theo-
retical part of the material obtained. Stage III presents the final conclusions and suggestions
for managers of creative organizations on how to stimulate the development of creative
knowledge workers so that they undertake more creative activities and extend their knowl-
edge. To test the hypotheses made, statistical analyses were performed using the IBM
SPSS package. Spearman’s correlation coefficient was calculated to measure the association
between ordinal variables. Next, the strength of relationship between nominal and ordinal
variables was measured using chi-square tests. The limit of statistical significance was
p <0.05.

The first research aspect was to assess the relationship of the characteristics prevalent
among creative knowledge workers and the characteristics of activities defined as creative.
For a better understanding of the results of the conducted analysis, it is worth noting that
the characteristics of a creative knowledge worker as well as creative and reproductive
activities were developed on the basis of the scientific literature in the field of psychol-
ogy [95-103]. The individual columns of Table 3 indicate the following characteristics of
the employee: (1) precision, reliability, efficiency, methodicalness, discipline as well as
conformism, (2) focusing on problem solving rather than problem identification, (3) looking
for proven solutions to problems, (4) dealing with problems through effective actions with
maximum continuity, (5) being perceived as a conformist, dependent person, (6) relying
on known means of achieving goals, (7) being rarely bored, performing time-consuming
tasks with great precision, (8) taking over leadership within existing structures, (9) rarely
questioning established rules and only with strong backing, (10) having a tendency to
lack self-confidence, reacting to criticism with even greater conformism, falling under
social influence and power, (11) being relevant to the operation of an organization, yet
sometimes revealing tendency to hide (immerse) in one’s work, (12) attention to stability,
order and effective cooperation when working with innovators, (13) sensitivity to other
people, fostering group cohesion and cooperation, (14) laying a secure foundation for risky
behavior of innovators. In turn, the individual lines of Table 3 represent the activities
described as follows: (1) known, perceived many times activity, (2) known, repeated or
even algorithmized activity, (3) known, used many times activity, (4) usually a simple
activity, reduced to a minimum, of an imitative nature, (5) activity condensed in time,
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(6) usually fixed, often even automated and habitual activity, (7) immediate feedback
activity, positive reinforcement, (8) unknown, new, unique, interesting activities (9) new,
non-routine, frequently changing, challenging activities performed at work, (10) the use
of new tools, new, interesting, frequently changing methods in the process of performing
activities, (11) surprising and creative decisions enabling innovation, (12) non-routine,
unspecified time of performing activities, (13) variable activities related to new tasks.

Table 3. Correlation between the tested values.

1 2 3 4 5 6 7 8 9 10 11 12 13 14
1 0.001 0.717 0.466 0420 0.220 0470 0.437 0.033 0.000 0.055 0.046 0.421 0.010 0.054
2 0.000 0.684 0.151 0.021 0.711 0.436 0.501 0.144 0.000 0.016 0.760 0.197 0.420 0.476
3 0.211 0993 0.075 0.326 0.653 0.004 0.737 0.008 0.091 0.513 0.392 0.668 0.836 0.030
4 0.004 0.341 0.823 0.740 0258 0.566 0.989 0.011 0.006 0.209 0.827 0.391 0.965 0.062
5 0.001 0216 0.783 0.645 0.606 0.534 0.666 0.370 0.036 0.505 0.085 0.379 0414 0477
6 0.000 0.818 0.263 0.002 0.463 0.816 0.008 0.211 0.004 0.347 0.339 0.228 0.043 0.022
7 0.000 0.153 0956 0.155 0.377 0539 0.263 0.204 0.604 0.167 0.924 0.004 0.402 0.056
8 0.294 0.013 0218 0.441 0.328 0.003 0.713 0480 0.061 0.009 0.138 0.600 0.887 0.940
9 0.878 0.018 0.490 0.526 0.241 0.017 0911 0.139 0.853 0.469 0.850 0.739 0.298 0.534
10 0.295 0.005 0.191 0.076 0.001 0226 0.315 0.799 0.191 0.082 0.356 0.074 0.326 0.705
11 0.011 0.013 0.752 0.036 0.009 0.001 0.411 0.745 0.024 0.000 0.173 0.056 0.558 0.836
12 0.098 0.004 0.017 0.078 0.008 0.049 0.626 0.270 0.312 0.000 0.005 0.750 0.546 0.023

13 0.311 0.020 0.307 0.270 0.003 0.011 0.056 0.340 0.865 0.011 0.018 0.892 0.047 0.641

Source: Own research.

The analysis of the results demonstrated statistically significant correlations in the
sample group between (Table 3):

1. such personality traits as precision, reliability, efficiency, methodicalness, discipline as
well as conformism and taking surprising and creative decisions enabling innovation;

2. focusing on problem solving rather than problem identification and unknown, new,
unique, interesting results of activities performed at work; new, non-routine, fre-
quently changing, challenging activities performed at work; the use of new tools, new,
interesting, frequently changing methods in the process of performing activities; tak-
ing surprising and creative decisions enabling innovation; non-routine, unspecified
time of performing activities; performing variable activities related to new tasks;

3. looking for proven solutions to problems and a non-routine, unspecified time of
performing activities;

4.  dealing with problems through effective actions with maximum continuity and taking
surprising and creative decisions enabling innovation;

5. being perceived as a conformist, dependent person and performing variable activities
related to new tasks;

6. relying on known means of achieving goals and a non-routine, unspecified time of
performing activities;

7. being rarely bored, performing time-consuming tasks with great precision and the use
of new tools, new methods, interesting, frequently changing methods in the process
of performing activities; taking surprising and creative decisions enabling innovation;
non-routine, unspecified time of performing activities; performing variable activities
related to new tasks;

8.  taking over leadership within existing structures and unknown, new, unique, interest-
ing results of activities performed at work; new, non-routine, frequently changing,
challenging activities at work; taking surprising and creative decisions enabling
innovation; performing variable activities related to new tasks;

9.  rarely questioning established rules and only with strong backing no correlation with
the characteristics of creative knowledge workers;
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10.

11.

12.

13.

14.

having a tendency to lack self-confidence, reacting to criticism with even greater
conformism, falling under social influence and power no correlation with the charac-
teristics of creative knowledge workers;

being relevant to the operation of an organization, yet sometimes revealing ten-
dency to hide (immerse) in one’s work and taking surprising and creative decisions
enabling innovation;

attention to stability, order and effective cooperation when working with innovators
and unknown, new, unique, interesting results of activities performed at work; new,
non-routine, frequently changing, challenging activities performed at work; taking
surprising and creative decisions enabling innovation; non-routine, unspecified time
of performing activities; performing variable activities related to new tasks;
sensitivity to other people, fostering group cohesion and cooperation and non-routine,
unspecified time of performing activities; performing variable activities related to
new tasks;

laying a secure foundation for risky behavior of innovators and usually immediate
feedback, positive reinforcement.

Due to the importance of knowledge and the necessity of its continuous acquisition in

the development of creative attitudes and performance of creative activities in creative or-
ganizations, at the next stage of the study, the relations between the performance of creative
activities by employees in their everyday work and knowledge initiatives determining
the execution of knowledge management processes in organizations were examined. The
first step in evaluating the results of the study was to analyze the relationships between
nominal and ordinal variables using the chi-square test. The results revealed significant
relationships between the following variables:

1.

activities usually involving immediate feedback, positive reinforcement and the
following knowledge initiatives: (1) developing knowledge maps; (2) creating contact
books; (3) internal training /workshops (4) external training/workshops; (5) formation
of knowledge teams to develop KM methods and tools; (6) anecdotes and internal
case studies; (7) using procedures to document information; (8) cooperation with
research centers, universities; (9) conducting own market research; (10) outsourcing;
(11) conducting employee evaluations;

unknown, new, unique, interesting activities and the following knowledge initiatives:
(1) development of knowledge maps; (2) establishment and development of so-called
communities of practice; (3) benchmarking; (4) obtaining information from providers;
(5) development of own computer-based knowledge management systems; (6) estab-
lishment of career paths; (7) providing employees with trade and professional press
and publications; (8) cooperation with other companies; (9) cooperation with research
centers, universities;

new, non-routine, frequently changing, challenging activities with the following
knowledge initiatives: (1) external training/workshops; (2) formation of knowledge
teams to develop KM methods and tools; (3) development of own computer-based
KM systems; (4) organizing chat rooms or other meeting places for employees; (5) or-
ganizing brainstorming sessions; (6) team analysis of successes and failures following
project completion (After Action Review, AAR);

activities requiring new tools, new methods, interesting, frequently changing meth-
ods with the following knowledge initiatives: (1) external trainings/workshops; (2)
benchmarking; (3) formation of knowledge teams to develop KM methods and tools;
(4) conducting research on customer needs; (5) providing employees with trade and
professional press and publications; (6) cooperation with research centers, universi-
ties; (7) relocating employees to other companies (e.g., for internship); (8) building
a network of experts from within and outside an organization; (9) participation in
conferences, seminars;

activities related to surprising and creative decisions enabling innovation with the
following knowledge initiatives: (1) formation of knowledge teams to develop KM
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methods and tools; (2) conducting research on customer needs; (3) obtaining infor-
mation from providers; (4) conducting own market research; (5) participating in
conferences, seminars; (6) outsourcing;

6. non-routine, unspecified activities with the following knowledge initiatives: team
building trips or meetings;

7. variable activities related to new tasks with the following knowledge initiatives: (1)
establishment and development of so-called communities of practice; (2) external
training /workshops; (3) conducting research on customer needs.

6. Discussion

Due to turbulent environment and a fast rate of change, organizations urgently seek
more effective methods of operation. Creative organizations rely on the resources of
creativity and knowledge to achieve success. Their aim is to ensure the development
of employees providing these resources, to gain competitive advantage. Hence, such
organizations most value managerial employees and distinguished professionals with
unique knowledge and creative potential. Their value comes from exceptional skills
that comprise the organization’s core competencies. These employees are so valuable to
the organization because, among other things, they are the ones who mainly promote
change and come up with new ideas, products, or services. The formation of a creative
entity and the emergence of a new type of employees—creative knowledge workers—
additionally affect the nature of the work carried out by managers. Hence, the work of the
management staff, including creative managers, is nowadays focused on building human
capital as a strategic asset of an organization that allows it to compete effectively in the
highly competitive market. In the light of the above, the study first examined selected
characteristics of creative knowledge workers who perform creative activities in their daily
work. These creative activities have been described as: unknown, new, unique, interesting
results of activities performed at work; new, non-routine, frequently changing, challenging
activities; the use of new tools, new, interesting, frequently changing methods in the process
of performing work; taking surprising and creative decisions enabling innovation; non-
routine, unspecified time of performing activities; including performing variable activities
related to new tasks. This was followed by the verification of the characteristics of creative
knowledge workers in the context of the above activities.

The analysis of selected skills of creative knowledge workers indicates that they
should undertake new tasks at work and should not be apprehensive about their level
of difficulty—even if they have not performed the task before and are afraid of making
mistakes. Making mistakes is inherent in a creative search for solutions. Mistakes made
may ultimately lead to the right solution. Moreover, a creative knowledge worker should
be committed to work—creativity requires intellectual effort, knowledge, and time.

The data obtained from the study indicated that creative activities generally char-
acterized by immediate feedback and positive reinforcement were the only ones that
demonstrated association with the predisposition of a creative knowledge worker to lay a
secure foundation for risky behavior of innovators. Research presented in the literature
shows that creative activities require making prompt decisions and decisions teetering
on the edge of risk [104]. According to Sternberg et al. [105], there is a certain level of
uncertainty associated with creative projects and activities that should not be avoided but
managed by an organization. Not all creative projects will succeed; however, this is not a
reason to avoid creative experimentation, as possible failures will be compensated by other
successful projects.

It is worth noting that respondents who performed creative activities aimed at using
new tools, new, interesting, and frequently changing methods in the process of perform-
ing activities are rarely bored and perform time-consuming tasks with great precision.
The source literature suggests that this may be related to one of the characteristics of a
creative knowledge worker, i.e., openness to experience. This factor is considered to be
the most indicative of creativity e.g., [106]. It has been proven that creative individuals
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demonstrating great openness to innovation produce significantly more new ideas [107].
Openness includes such qualities as intellectual curiosity, originality, non-conformity;,
active imagination, aesthetic sensitivity, and a preference for variety. Individuals who
demonstrate great openness to experience are considered to be broad-minded, progressive
and non-traditional [106]. Furthermore, openness to innovation stems from two other
creativity-correlated personality traits which include: divergent thinking and cognitive
style. Divergent thinking characterizes an individual who is adept at producing original
ideas [108,109]. Cognitive style is an individual style of thinking and retaining information
allowing a person to solve problems and make decisions which are considered part of
creative processes [110]. In addition, creative knowledge workers should adhere to their be-
liefs and views and believe that their ideas will gain approval from others. They should be
firm but, at the same time, open to opinions of others. Contradictions and conflicts regard-
ing a given problem have often led to the desired solutions. Creative knowledge workers
should properly select the necessary means which will be most effective in communication
with those collaborating on a task.

Unfortunately, the research also reveals a negative aspect, as individuals who perform
creative activities (aimed at using new tools, new, interesting methods in the process of
performing activities) tend to focus on problem solving rather than problem identification.
This stands in opposition to the other characteristics of a creative knowledge worker
indicated above, who should rather be innovation-oriented.

The analysis of the next research area revealed an interesting research aspect: indi-
viduals performing activities with unknown, new, unique and interesting results as well
as new, non-routine, frequently changing, and challenging activities at work tend to take
over the leadership within the existing structures and be attentive to stability, order, and
effective cooperation when working with innovators. This broad category includes all
activities carried out by such people that influence organizational creativity. It is also
about their direct responsibility and their behavior. Filipczak [111] and Bresnahan [112]
emphasize the importance of the role played by managing in generating value for the
organization resulting from creative work. Analyzing the literature on the subject, it can
be indicated that for the climate of creativity at the level of management support, it is
important that [1,112-115]: managers set a role model for their employees; employees were
provided with autonomy in action and decision making; employees were provided with
appropriate (not only mental) support and encouraged to undertake creative activities; the
leadership style motivated employees to work.

Another aspect of the respondents’ creative activities was taking surprising and
creative decisions enabling innovation. It should be emphasized that creativity requires
quick and risky decisions [104]. It is believed that there is a certain level of uncertainty about
creative projects and activities that an organization should not avoid but manage [105].
Not all creative projects will be successful, however, this is not a reason to avoid creative
experiments, as possible failures will be compensated by other successful projects. The
data showed correlations with such characteristics as: being rarely bored, performing time-
consuming tasks with great precision (the same correlation was observed with activities
aimed at using new tools, new, interesting methods in the process of performing activities),
taking over leadership within existing structures, being relevant to the operation of an
organization, yet sometimes revealing tendency to hide (immerse) in one’s work, paying
attention to stability, order and effective cooperation when working with innovators.
Surprisingly, such individuals also displayed traits such as precision, reliability, efficiency,
methodicalness, discipline, and conformism, in addition to focusing on solving problems
rather than problem identification, dealing with problems through effective action with
maximum continuity.

This was followed by an analysis of creative activities of a non-routine nature and
unspecified time. It is true that creativity requires not only a certain amount of resources,
but also time [115-118]. The first ideas require discussion and verification. The more
time is spent on ideas and their generation and implementation, the higher the level of
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creativity can be achieved. According to the results of the study, such individuals were
also characterized by sensitivity to other people, fostering group cohesion and cooperation,
attention to stability, order and effective cooperation when working with innovators. The
source literature suggests that a creative knowledge worker should be oriented towards
individual work but also towards group work. Working together can often produce more
creative solutions than working alone. However, it is worth stressing that it is not a rule and
the above statement is debatable, as everything comes down to the task to be performed,
the sector, as well as the potential that is at the disposal of an organization. Nevertheless,
certain tasks require individual solutions. According to the results of the research, a creative
knowledge worker tends to focus on solving problems rather than identifying them, look
for proven solutions to problems, and rely on known means of achieving goals.

Another creative activity connected with the performance of variable activities related
to new tasks showed correlation with being rarely bored, performing time-consuming tasks
with great precision, attention to stability, order, and effective cooperation when working
with innovators, sensitivity to other people, fostering group cohesion and cooperation,
but also with being perceived as a conformist, dependent person. It is worth noting that
this type of workers consider unfamiliar situations as interesting, exciting, harmless and
inspiring creative responses [119]. Such a worker should also be characterized by moderate
conscientiousness. Individuals with a high degree of conscientiousness are described as
careful, orderly, persistent, reliable, responsible and composed. However, creative workers
should display moderate conscientiousness. Overly conscientious individuals can often
take actions that inhibit creativity. Research shows that there is a strong domain relationship
between conscientiousness and creativity, which means that depending on the type of
creativity, conscientiousness increases or decreases its level. It has been demonstrated, for
example, that artistic creativity is not correlated with conscientiousness [120-122] after [107].
Creativity is associated with perseverance to see actions through to completion. It is
determined by appropriate motivation—achievement motivation and intrinsic motivation.
When combined, these character traits are extremely important for creativity, as they allow
a reasonable and effective evaluation of the actions taken to develop new ideas, processes
or products [123] However, it is worth noting that extrinsic motivation can reduce creativity,
while intrinsic motivation can increase it [107].

Moreover, creative workers should use the power of intuition and their intelligence.
Hunches, although not very tangible, highly individual and attributed to a specific person,
may be the proper point of reference for finding the right solutions. It is also recommended
that they have a high degree of extroversion which is characterized by the following
traits: active, energetic, expressive, sociable, optimistic [123]. Optimism is a strong belief
that positive events will prevail in the future. This attitude determines the motivational
potential to undertake difficult and unusual tasks. Optimism is also associated with a
good mood which contributes to many new ideas. According to certain studies, however,
a creative worker’s bad mood does not always lead to a reduction in creative potential.
Sometimes anger may give rise to new solutions. In such a situation, perseverance in
the pursuit of goals is of crucial importance [106,124]. It is worth noting that one of the
well-known theories by Scheier and Carver [125] attributes a significant role to functional
optimism in motivational processes.

Unfortunately, the research once again indicates a negative aspect, as people perform-
ing this kind of creative activities (involving variable activities related to new tasks) focus
on problem solving rather than problem identification and take over leadership within
existing structures.

Finally, it is worth noting that there are also creative activities listed in the study that
did not show an association with the listed characteristics of creative knowledge workers.
These included the following:

1.  rarely questioning established rules and only with considerable backing;
2. having a tendency to lack self-confidence, reacting to criticism with even greater
conformism, falling under social influence and power.
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In conclusion, it is considered that creative knowledge workers should adhere to
their beliefs and views and believe that their ideas will gain approval from others. They
should be firm but, at the same time, open to opinions of others. Contradictions and
conflicts regarding a given problem have often led to the desired solutions. Creative
knowledge workers should properly select the necessary means which will be most effective
in communication with those collaborating on a task.

The relationships between selected creative activities and knowledge initiatives were
then examined. Knowledge initiatives involve any actions taken by employees aimed
specifically at achieving knowledge management objectives derived from the organiza-
tion’s objectives. Knowledge initiatives affect how knowledge in the organization is created,
shared and embedded in the products of human labor. There are attempts to make prac-
tical use of knowledge, to accomplish objective of the organization through the unique
connection of the man, technology and content on the basis of: [126]. It may be said that
knowledge initiatives include actions taken on and based on organizational knowledge,
which are interrelated and pertain to different areas of knowledge management (personal,
cultural, technological). Certain initiatives are introduced with awareness of their pos-
itive impact on the implementation of KM processes in organizations, while others are
introduced intuitively, even by those organizations that have not implemented knowledge
management concepts. Analysis of knowledge initiatives reveals a certain set of patterns
of solutions adopted that may be modified to creatively solve new problems arising in an
organization, develop new products, services, improve processes, etc.

The analysis of correlation between creative activities and specific knowledge initia-
tives undertaken by creative knowledge workers indicated certain associations and led to
certain conclusions.

The largest number of knowledge initiatives (eleven) are associated with activities that
generally involve immediate feedback, positive reinforcement. Nine knowledge initiatives
are associated with activities that are unknown, new, unique, interesting, and with activities
that require new tools, new, interesting, frequently changing methods. The awareness
of these associations is important in terms of effective knowledge management as well
as human resource management and knowledge worker creativity management. This is
because it allows the identification of initiatives which, in relation to individual knowledge
workers performing specific creative activities, may produce extraordinary results, and then
taking action to enable and motivate employees to actively participate in these initiatives.

The initiatives associated with four i.e., the largest number of creative activities de-
scribed in this article include the formation of knowledge teams to develop knowledge
management methods and tools and external training/workshops. Both initiatives are
associated with activities that usually involve immediate feedback, positive reinforcement,
with activities that are new, non-routine, changing frequently, and challenging, and with
activities that require new tools, new, interesting and frequently changing methods. The
former initiative has also been linked to taking surprising and creative decisions, while the
latter to variable activities related to new tasks.

Related to the three types of creative activities are initiatives such as cooperation
with research centers, universities, and conducting research on customer needs. Both
initiatives are related to activities that require new tools, new, interesting, and frequently
changing methods. Cooperation with research centers, universities is also correlated with
activities which usually involve immediate feedback, positive reinforcement, as well as with
unknown, new, unique, and interesting activities. Conducting research on customer needs
as a knowledge initiative is associated with surprising and creative decisions enabling
innovation, as well as with variable activities related to new tasks.

It should be emphasized that the initiatives connected with the highest number of
creative activities are the initiatives aimed primarily at the development of knowledge
through teamwork, joint action, knowledge sharing and learning. These activities, and
knowledge sharing in particular, require mutual trust [79,127,128], which is integral to an
organization’s culture that fosters knowledge management and creativity.
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Knowledge development, allowed through active participation in knowledge initia-
tives, is positively correlated with creativity, as it creates more unique opportunities to
combine knowledge with experience and skills in the process of producing creative works.
It is important to remember that in order for creative ideas of knowledge workers (as is
the case with knowledge) to bring about measurable effects, i.e., increased effectiveness
of the organization’s operations, they must be put into practice [127,128]. Furthermore,
it is indicated that it is the organization’s ability to use knowledge and creativity that
determines the strength of knowledge and creativity impact on the results achieved by
an organization [129,130]. However, expertise, as pointed out by P. Mannucci [131] may
become “an inflexible, airless mass” and inhibit creativity. For this reason, creative knowl-
edge workers are advised to undertake activities which go beyond their area of expertise
in order to maintain flexibility of cognitive processes. Attending conferences or reading
articles are, according to the author quoted above, examples of activities that can effectively
counteract the cognitive rigidity of employees and that constitute knowledge initiatives.

Therefore, all knowledge initiatives, including those oriented towards knowledge
development, should be given considerable importance not only in respect of knowledge
management in an organization, but also management of knowledge workers’ creativity.

7. Conclusions

Creativity in the context of organizations may be defined as the ability and motivation
of in individual to constantly seek and use in practice the results of scientific research, new
concepts, inventions and patents. To succeed in the 21st century, an organization must
continually improve and transform itself into an entity of the future. It also entails tolerance
for diversity and otherness. Lasting success requires not only foresight, but shaping future
that is part of forward thinking. Therefore, nowadays, individuals and organizations that
learn, produce knowledge and turn it into innovations are in the lead. They offer growth
prospects using mechanisms of permanent renewal, a kind of revitalization, and above
all—as part of modernization measures to comply with the emerging model of a flexible
enterprise—they introduce the concept of management based on knowledge and creativity.

Considering the above, attention should be paid in a creative organization to the
development of creative knowledge workers who are the source of knowledge and cre-
ativity. The ability of an individual to perform certain work in such an organization and
display behaviors that produce expected results is extremely desirable. Therefore, the
efficiency of action, including undertaking activities of a creative nature, or the ability to
apply knowledge should be measured on the basis of predictors, i.e., the qualities and
characteristics of an individual constituting a certain potential which, through appropriate
management, motivation methods and organizational support, may be unlocked.

Thus, to sum up the above reflections on creative knowledge workers as well as the
research results obtained, it should be noted that a person who performs creative activities
is characterized by:

attention to stability, order, and effective cooperation when working with innovators;
sensitivity to other people, fostering group cohesion and cooperation;

laying a secure foundation for risky behavior of innovators;

being relevant to the operation of an organization, yet sometimes revealing tendency
to hide (immerse) in one’s work;

taking over leadership within existing structures;

being rarely bored, performing time-consuming tasks with great precision;

relying on known means of achieving goals;

dealing with problems through effective action with maximum continuity;

However, interestingly enough, such a person may also: be seen as a conformist,
dependent person, focus on problem solving rather than problem identification or be char-
acterized by precision, reliability, efficiency, methodicalness, discipline, and conformism.

Furthermore, the article demonstrates a relationship between creative activities and
knowledge initiatives. Creative knowledge workers form a heterogeneous group whose
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work and responsibilities cover a wide spectrum of creative activities. Understanding the
nature of associations between the discussed activities and particular knowledge initia-
tives is crucial for identifying the knowledge initiatives which will bring the best effects
to a given organization through effective performance of creative workers. Significant
correlations (the second hypothesis) were demonstrated in particular for the following
initiatives which were of great importance for the achievement of the above-mentioned
effect: forming knowledge teams to develop knowledge management methods and tools;
external trainings/workshops; cooperation with research centers, universities, as well as
conducting research on customer needs. Above all, these initiatives enable the development
of knowledge, facilitate knowledge sharing and its creative application in decision-making
and taking action, contributing to the success of creative organizations operating in a
knowledge-based economy.

The analysis carried out in this article concerns creative organizations and creative
knowledge workers. This research is part of both the knowledge and creativity manage-
ment processes in the organization. The results obtained in this study enrich the literature
on this subject, but also allow to indicate the implications for people managing this type of
organizations. According to the authors, the above results, and to some extent the guide-
lines, can be successfully applied to all organizations, because in each of them one can find
the dimension of the development of knowledge and creativity. The difference is that some
organizations are primarily creative-oriented, while others make little use of creativity.
Bearing in mind the above aspects, it is possible to list a number of benefits that result
from the conducted research for the organization, which will: generate added value in the
organization, contribute to an increase in the competitiveness of the organization, better
stimulate the development of the individual, introduce new ideas, products or services to
the market more efficiently, improve the functioning within the organization in terms of
creative solutions, support the individual creativity of employees, which contributes to
increasing the creativity of the team and better determine the actions of the group and its
members to think.

Summing up the above considerations it should be emphasized that the scientific
goal of the article was achieved by explaining and extending the conceptualization in the
field of creative activities performed by the examined creative knowledge workers and
the relationships between them and both their characteristics and knowledge initiatives.
However, in the context of this study, several limitations need to be acknowledged. One of
them concerns the selection of the questions used in the questionnaire, despite the fact that
it was prepared with careful care and based on available analyzes, theories, reports as well
as the knowledge and experience of the authors. A limitation is also the fact that the study
was conducted on a narrow group of studying creative knowledge workers, therefore
turning the obtained results into the entire population of creative knowledge workers may
be a subject to error. Another limitation concerns the issue of the methods used and other
possible research results concerning research aspects not discussed in this article. Therefore,
it is suggested to conduct an empirical study to demonstrate the relationship between
selected research areas with the use of different complementary diagnostic tools (e.g., focus
studies). The last limitation is related to the fact that selected characteristics of creative
knowledge workers may be subjective in the readers’ opinion.

The described limitations are the starting point for determining further research
directions. On the one hand, it is suggested to further develop diagnostic tools allowing
for even better, more detailed research in the field presented in this study, and on the other
hand, to expand the research group. Being aware of the fact that the obtained research
results do not exhaust the issues related to the development of knowledge and creativity
in a creative organization, but constitute an introduction to further research and analysis,
the authors plan to investigate the impact of other aspects related to knowledge and
creativity management (e.g., elements of organizational culture conducive to knowledge
and creativity management, such as trust, cooperation, continuous learning) on creative
activities undertaken by creative knowledge workers. The analysis of these issues in the
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theoretical and empirical dimensions will allow to indicate other additional areas for the
development of creative organizations, such as the absorption of new knowledge in creative
activities or improvement of the organization of creative processes.
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