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ABSTRACT

Social media has changed traditional advertising, driving, expanding, and shaping creativity in an
advertising agency and challenging its existing creativity management. As such, it represents one of
the most transformative impacts of information technology on advertising agency business and its
management. Social media has altered dramatically the ways organizations relate to the markets and
society, creating a new world of possibilities and challenges many aspects of an advertising agency,
from organization and operations to innovation and creativity management. Furthermore, it outlines a
broad research agenda for understanding the relationships among social media, advertising agencies,
and creativity management. The goal of the paper is to propose the framework featuring the role of
social media in creativity management and the connection with the creative process and successful
management of an advertising agency. The contribution of this paper is the exploration of the social
media role in advancing creativity management in advertising agencies.
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INTRODUCTION

Over the last decade, social media has dramatically shifted the media environment, changing how we
communicate, collaborate, and create (Di Gangi and Wasko 2009; Hanna et al., 2011). Social media
refers to digital technologies emphasizing user-generated content, interaction via web-based platforms
(Boyd and Ellison, 2007; Kaplan and Haenlein, 2010) that has diversified communication interaction
(Mangold and Faulds, 2009) and has a transformative impact on adverting agency business (Wind
and Sharp, 2009; Freytag and Clarke, 2012). Once dominated by mass media such as television,
radio, print, and outdoor, the advertising industry has expanded to include new technologies and
digital media that are more dynamic, interactive, and fragmented (Mangold and Faulds, 2009; Knoll,
2016). Advertising agencies also have adopted new models and expanded their services according
to new markets and advertisers’ needs (Okazaki and Taylor, 2013; Wind and Sharp, 2009; Hanna
et al., 2011). In addition, specialized digital agencies have been established to offer new expertise
and address the new forms of communication and advertising as traditional agencies were slow or
resistant to accommodate (Durkin and Lawlor, 2001; Freytag and Clarke, 2012). As a result, advertising
agencies quickly enhanced creativity to digital advertising as advertising shifted from traditional to
digital media space.
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The latest technologies and social media have significant implications on the marketing and
advertising industry (Tapp and Hughes, 2004; Hanna et al., 2011); increasingly transforming the
way agencies relate to employees and build relationships with remote talents, collaborate, and
crowdsource new ideas (Di Gangi and Wasko 2009; Argueta and Pérez-Latre, 2018). Moreover, social
media developments enabled higher interactivity, customization, diverse interactions and generated
various meanings for marketers and advertisers (Kotler and Lee, 2008). As consumers have shifted
attention and advertisers have expanded their requirements, advertising agencies are changing their
business models, organization, and services (Durkin and Lawlor, 2001; Freytag and Clarke, 2012).
With these shifts in demands and new markets, advertising agencies are developing their expertise
in a new set of skills and services, incorporating digital and new media strategies into integrated
campaigns. These new tasks require new knowledge and new types of experts that play new roles in
the creative process (Montalvo, 2011), and advertising agencies can no longer build on its existing
skills, mindsets, culture, and knowledge (Anderson and Tushman, 1990; Leonard-Barton, 1992).
Therefore, it is interesting to explore social media possibilities and how advertising agencies adjust
their activities regarding creative process and creativity management accordingly.

Social media provides and creates novel opportunities for individuals and communities, but also
for firms and organizations. However, these possibilities bring challenges in agency management
practice, creative processes, and their application at individual, group, organizational and cultural
levels. Placing social media into organizational communication preferences expands the possibilities
employees have at their disposal to display, test, and validate their work. Engaging employees through
social media, they accept augments learning while their expertise with social media increases the
likelihood of being more proactive and innovative (Sigala and Chalkiti 2015). Besides, interactivity
in the communication of brands and consumers is a process where the business clients benefit from
the creative and innovative deliverables produced by an advertising agency.

This paper focuses on social media and the use of its possibilities to enhance creativity and
innovation that take place in an advertising agency. The purpose of this paper is to achieve a better
understanding of the role of social media in creativity management in advertising agencies and
propose a framework for creativity management that includes social media contributing to creativity
in advertising agencies.

New technologies and consumer behaviour changes have significant implications for the
advertising industry (Tapp and Hughes, 2004), giving rise to the need for advertising agencies to
revisit creativity management and explore new ways of engaging all stakeholders during the project
and creative process. On the one hand, engaging stakeholders in advertising activities have opened
possibilities for novel creative opportunities; on the other hand, it has also brought challenges to
advertising agencies regarding management and new activities in creative work. Furthermore, there
are opportunities and challenges to advertising agencies and practitioners in responding to new
technologies and increasing social media platforms (West et al., 2019).

While many researchers have examined social media advertising (see Kim and McMillan, 2008;
Ha, 2008; Dwivedi et al., 2015; Okazaki and Taylor, 2013; Voorveld et al., 2018; Alalwan, 2018;
Lee and Hong 2016) and new ways of advertising made possible through social media (Li, 2011;
Khang et al., 2012), no previous study has addressed the role of social media in the context of the
creativity management and arising creative process possibilities in advertising agencies. In addition,
it is interesting to examine creativity management in terms of new activities and collaboration
opportunities brought by advances in social media. Therefore, by examining changes influenced
by social media, this paper explores the role of social media for organization and creative process
to advance creative management in advertising agencies and stimulate research on the relationship
between social media and creativity management.

The paper examines activities that can be undertaken in interaction with social media for the
purpose of creativity and innovation and which use the role of social media in creativity management in
advertising agencies. The paper is structured in four parts. The first part of the paper is the introduction,
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and it is followed by the second part that explores the theoretical segment of creativity management
and the social media phenomenon. The third part of the paper discusses social media’s role in creativity
management in an advertising agency. The fourth part of the paper presents the creativity management
framework that includes the role of social media, and the last part is the conclusion.

BACKGROUND

Creativity Management

Establishing a fertile ground for creativity in an organization and among leaders is the first and most
important in building a sustainable business for the future, and social media plays a significant role
in supporting traction on sustainability (e.g., Peji¢ Bach et al., 2020). Creativity in the workplace
is typically defined as valuable and novel ideas addressing a specific problem (Amabile, 1997) or a
process leading to a new product to realize market demands (Zhou, 2008). Creativity in organizations
may include already seen approaches adopted from elsewhere that have been modified in some specific
way to address a job to be done, and they are thus new to the organization (Amabile, 1997; Shalley
and Zhou, 2008). According to Anderson et al. (2014), creativity and innovation are integral parts
of the same process and, as such, are defined as “the process, outcomes, and products of attempts to
develop and introduce new and improved ways of doing things. The creativity stage of this process
refers to idea generation, and innovation to the subsequent stage of implementing ideas toward better
procedures, practices, or products” (Anderson et al., 2014, pp.4). Hence, creativity stands for the
generation of novel and valuable ideas; innovation refers to the production of creative ideas as the first
stage and implementation as the second stage (Amabile, 1997). From the business and organizational
perspective, creativity has become an essential determinant of a firm’s performance, sustainability
and essential to its successful business growth (Anderson et al., 2014; Zhou, 2008).

Creativity in business is essential for business results, success, sustainability, and the 21st-
century global environment. Therefore, ideation has become an impactful competitive advantage as
organizations seek to foster creativity and innovation to solve problems (Rickards and Moger, 2006;
Makri and Scandura, 2010). Over time, repeated use of creativity in problem-solving and business
develops and strengthens the leader’s creative thinking skills (Makri and Scandura, 2010; Puccio
et al., 2011). Creative leadership deliberately engages one’s imagination to define and guide a team
toward a novel goal - a direction that is new for the team (Puccio et al., 2010), while creativity
management is a management process whose goals are to understand the problem and design solutions
through ideation, testing, implementing, and creating impact through solutions and values. While
many advertising agencies already affect the creativity of their talents, experts, and managers, the
emphasis of creativity management is to framework activities and processes to increase creativity
and innovation. As mentioned previously, an important focus is to leap creativity from a project to
an organization and manage it with increased innovation in business performance.

In an advertising agency, creativity is often viewed as a ‘connecting the dots’ activity that seeks
new solutions and ideas (Horsky, 2006; Hipperson, 2012). It is about solving a problem that often
entails sudden realization, inspiration, insight, recognition, or comprehension. Problem-solving is
also a skill that can be learned by having relevant knowledge and experience and improved practice.
Even though some people are more proactive and open to new approaches to problem-solving,
organizations can do much in the creativity management space and other activities that provide a
welcoming climate for those working on new ideas (Makri and Scandura, 2010; Xu and Rickards,
2007). Also, leaders and organizations can do a lot to increase creativity (Rickards and Moger, 2006)
and initiatives by fostering activities that enhance market and environment understanding, learning,
idealization, testing, and problem-solving through value delivery. Viewed in this way, the increase in
creativity in advertising agencies is essentially the result of managerial efforts for various activities
in the creative process.
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Creative leaders accept constant change and learning (Basadur, 2004). As Basadur said, creative
leadership refers to constant improvements in leading and understanding different needs, diverse ways
of thinking, and managing change (Basadur, 2004). Such leaders do not avoid the complexity and
transparency in the communication brought by social media. On the contrary, they use social media
to improve the creative process, encourage new activities, new ways of working, new collaborations,
and constantly look for new opportunities. They are also motivators, knowledge creators, and links
in managing a complex creative process involving internal and external stakeholders (Ackoff and
Greenberg, 2008). Therefore, creativity management in an advertising agency is inevitable, and
leaders could benefit from creativity management that includes the active role of social media as a
proactive approach to future business. Creative leaders should embrace new technologies, new ways
of collaborating, communicating, working, and managing (Makri and Scandura, 2010).

Creative management and creativity do not happen by accident. Both come from complex
environments and interactivity, which is a significant element in today’s advertising business. Leaders
who are serious about success in uncertain times can lead teams to bring diverse perspectives that
advance creativity management in an organization and lead to innovative thinking. With enhanced
importance of creativity and innovation for the future of creative problem-solving, success requires a
continuous creation of new ideas and critical thinking and the organization which advances activities
and processes with technology, digital and social media.

The Phenomenon of Social Media

Out of the worldwide population, approximately 48.3% of the global population were social media
users in 2020 (Statista, 2020). Social media is now clearly a part of our daily lives, and social
networking is one of the most popular online activities worldwide, with global social media audiences
amounted to 3.6 billion users in 2020 (Statista, 2020). Social media is an omnipresent element of
society and business. It has changed how organizations communicate, collaborate, and create, and as
that represents one of the most transformative impacts of new technologies on business, inside and
outside the organization (Tajudeen et al., 2018). Moreover, social media has dramatically changed
the ways organizations relate to the market and consumers, creating new opportunities for all aspects
of business, from workflow and ideation to organization and human resource management (Voorveld
et al., 2018; Holt, 2016; Kaplan and Haenlein, 2010). In the marketing space, social media has been
an essential part of advertising campaigns and interaction with consumers (Mangold and Faulds,
2009). However, the interactive power of social media extends beyond aspects of communication,
marketing, and advertising.

The development of new technologies and social media has broad implications for communication
and will impact the creative industry in terms of organization and management (Tajudeen et al., 2018).
In addition, the algorithms on which social media is based, the way users interact with social networks,
and the growing value of interactions within social media change the way of working, organization,
and managerial practices that are interesting for business and research.

Technology continues to evolve, changing the way and amounts of data storage and processing,
resulting in various data-based tools. This data-driven infrastructure is the basis of the emerging Web
3.0, which uses complex algorithms, incredibly high computing power, and machine learning to scan
and synthesize data from various databases to change the user experience (Berners-Lee et al., 2001).
Thus, social media tools have become more advanced and adaptable, and users frequently communicate
without a clear sense of interaction with another human or computer program behind the person on-
screen (Lim and Reeves, 2010). In addition, social media increasingly takes advantage of its channels’
ubiquitous and personal nature, changing the scale of communication interactions by allowing mass
messages to be received, interpreted, and responded to interpersonally (Di Gangi and Wasko, 2009).
With these foundations and possibilities, communication is designed for a mass audience, using web-
based platforms to connect with large and diverse audiences (Kaplan and Haenlein, 2012) where
users create, collaborate, publish, and edit different content. All mentioned spans possibilities for
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business collaboration, remote working, testing ideas or concepts, communication with consumers
and launching products.

Social media has undergone tremendous development and growth. It influences every business
and consumer segment, regionally and globally (Kotler and Lee, 2008). Moreover, it has led to joint
decision-making, which is defined as consumers making their decisions in the environment around
them, such as family, friends, and co-workers (Alalwan, 2018; Dessart et al., 2015; Kaplan and
Haenlein, 2010). Traditionally, consumers make purchasing decisions based on information they
receive through the mass media (television, print, radio, outdoor), but nowadays, social networks can
influence consumer purchasing decisions (Lee and Hong, 2016). Today’s consumers are creators and
actively shape media content regardless of socio-demographic or geographic boundaries. They have
become creators encouraged to contribute and access any content whenever and wherever they want
across various social networking platforms (Dessart et al., 2015) transforming communication with
firms and brands (Krishnamurthy and Dou, 2008).

Social media has transformed social interactions with changing workflow, shaping organizations,
and creating new markets (Creeber and Martin, 2008). The rise of various digital media and platforms
has contributed to a new form of the networked society. It has been described as the digital culture,
values, practices, and expectations people use to communicate and interact (Miller, 2020). In this new
world of digital culture, people have become more than contributors. They are creators and designers
of values and expectations through participation and interaction. For example, research has reflected
how publicity from consumers through blogs and other social media platforms can substantially
impact generating positive attitudes towards brands (Miller, 2020).

Today, people perceive information about products and services on social media as relevant
and reliable, which significantly influences their purchasing decisions. Digital culture has brought
a strong sense of personalization through individualization, interactivity, and enabling individuals
to express their opinions. For example, influencers and bloggers become significant creators and
producers of content that brands engage in their communication with the target audience. In these
new forms of cooperation, interaction, and communication, it is increasingly difficult to delineate
and define the roles and activities of media producers and consumers because they are constantly
changing and depend on the context.

Social media has democratized the internet allowing individuals to express their opinion and share
their content freely, moving to a new era of sharing and collective creativity (Kotler and Lee, 2008).
Although the democratized impact of social media can be overstated, there is no doubt that digital
technologies have changed the relationship between brands and consumers, therewithal cooperation
between marketers and advertising agencies. Today, consumers reach for product information, interact
with brands, and engage with advertising as part of their everyday lives. Social media enables them to
express, participate in and co-create marketing activities for brands and with brands (Deuze, 2007).
Through social media platforms, consumers regularly create and share information, communicate
and generate content about diverse topics and brands.

Furthermore, social media is becoming a relevant source of information, enabling users to
share content on social media as a credible source of information and peer-to-peer conversations or
reviews as trusted to influence purchasing decisions (Creeber and Martin, 2008). With user-generated
content and brand conversations as sources of information, marketers and advertisers do not control
the conversation as a push medium but join and moderate conversations (Mangold and Faulds, 2009)
and become active participants in brand communication.

Changes in Advertising Agencies Due to Social Media

Changes in the advertising industry are emerging by changes in the media landscape, how consumers
interact with brands, new dimensions of community powers, and ways brands reach new markets
(West et al., 2019; Jothi et al., 2011; WARC, 2021; IPA 2019). Social media is more interactive,
measurable, and adaptable than traditional media and, as such, changed the media landscape. As a
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result, new communication possibilities encourage advertisers to expect new services, faster realization,
and novel performance from advertising agencies. Besides, social media opens new communication
channels among all advertising industry stakeholders - advertisers, agencies, research firms, and
consumers (Kaplan and Haenlein, 2010). With the help of social media, agencies can add value to
their creative process to provide new dimensions of creativity and innovation through their services
(Lee and Hong, 2016).

Social media enables and demands from advertising agencies to tailor services to individual
clients, both in creativity and in delivery for diverse clients and different business purposes (Hanna
et al., 2011). In addition, a new organizational approach using social media in communication and
business activities could contribute to better business decisions as organizations gain information,
feedbacks, and testing possibilities (Hackley and Kover, 2007; West et al., 2019; Durkin and Lawlor,
2001). Therefore, advertising agencies are enabled to enrich their creativity and innovation (de Waal
Malefyt and Morais, 2010) and improve creativity management through the framework that leverages
the role of social media through activities in the following manner:

e  Operations: Describes how advertising agencies use specific social media features; and how
to implement these features to enable new technologies to amplify creativity and innovation to
achieve business goals (e.g., crowdsourcing).

e Strategy: Describes how advertising agency uses social media and create strategies that best
meet their needs or achieve their business goals (e.g., new services, partnerships, collaborations).

e Management: Describes how an advertising agency manages and allocates processes, talents,
and technology needed to develop, deploy, use, and interact with social media to meet their needs
or achieve business goals (e.g., learning, talent management).

Social media is transforming how advertising agency businesses relate to stakeholders,
outsourcing experts when needed, and crowdsourcing new ideas. Moreover, it remodels learning
within organizations, advances expertise, and accelerates innovation in developing new products (de
Waal Malefyt and Morais, 2010). Social media has disrupted the advertising industry among many
other industries and transformed advertising agencies (Freytag and Clarke, 2012; Horsky, 2006;
Stuhlfaut and Windels, 2019).

SOCIAL MEDIA AND CREATIVITY MANAGEMENT

The Advertising Agency Workflow Including Social Media

Social media has introduced a new element in managing creativity in an advertising agency through
adding new activities and transformation of existing processes and even revealed several new processes
that support the development and evaluation of new ideas (Ashley and Tuten, 2015; Horsky, 2006).
It should be noted that, although creativity management wants to increase participation, it does not
expect or require everyone in the organization to create new ideas but that there is knowledge of the
process and available information about the project.

Interactivity and collaboration for creativity and innovation are no longer just within the
organization (Tajudeen et al., 2018) because expanded to the firm’s environment and stakeholders.
In that sense, there is the possibility of involving not only the client-advertiser but also the consumer.
Although some stakeholders do not participate in the creative process, they are part of the creative
process and have other significant roles in their organizations that are recognized in other contexts
(Di Gangi and Wasko 2009). Therefore, the advertising agency workflow, which includes the role
of social media in the creative process and innovation, contributes to understanding the problem,
designing a solution, and diffusing it to the market (Figure 1).
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Figure 1. The role of social media in advertising agency workflow (Source: Author’s illustration, 2021)
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Figure 1 shows the creative process from Razzouk and Shute (Razzouk and Shute, 2012)
expanded to advertising agency workflow and how it relates to social media. Creativity management
focuses on the three parts of the creative process and innovation, from understanding the problem
to designing solutions and creating the impact. The workflow also shows a “creative process that
engages in opportunities to experiment, create and prototype models, gather feedback, and redesign”
(Razzouk and Shute, 2012, p. 330) within of creativity management that stimulates and realize ideas
to products: idea generation (ideation), prototyping, testing, and idea realization (implementation).
These four elements are sequential and work in tandem.

Social Media and Creativity in the Understanding Phase

Social media has transformed how advertising agency operates and have influenced the creative
process (Stuhlfaut and Windels, 2019) enabling operations to expand and efficiently conduct business
activities beyond their organizational borders and in continuous and informal ways (Krishnamurthy
and Dou 2008). Indeed, social media enables information, crowdsourcing, communication, and
validation of ideas from various sources to create new ideas and solutions. Advertising agencies and
their employees join social networks to stay informed professionally, participate in projects, or sharing
experiences (Hanna et al., 2011). In addition, social media allows communication and interaction
(Knoll, 2016; Kaplan and Haenlein, 2010), which is extensively used in advertising agency operations
from preparation of a project all the way to deliverables. According to Roblek et al., organizations
recognize the added value of social media, and social media is no longer just part of the service but
also part of the organization and operation of the advertising agency related to specialized departments,
professionals, and management (Roblek et al. 2013).

As digital crowds have become creators and influential cultural innovators, a new phenomenon
of crowdsourcing culture (Holt, 2014) becomes a part of the creative process. Moreover, brands
collaborate through crowdsourcing, monitor market needs, gather information, and benefit from
dynamics in the marketplace. Interactivity becomes possible in every part of creativity management.
It means the openness of the process to different teams or stakeholders, which is undoubtedly a
challenge for new activities for management. Holt writes more about branding in the age of social
media and that today there is a rise in crowdsourcing around almost any topic (Holt, 2014). Therefore,
it can be assumed that crowdsourcing deflates traditional creativity management and makes social
media activities and interactions in advertising agency management and organization valuable and
even more powerful.

Changes in social behavior relating to social media implement both opportunities and challenges
for creative industries such as content creation, communication, advertising, and production (Ashley
and Tuten, 2015). Focusing on the advertising context, the social media environment has altered the
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relationship between marketers and consumers (Mangold and Faulds, 2009). Furthermore, content
flows in two directions, from the brands to consumers and from consumers to firms. There are three
principal components of the social media ecosystem: media convergence, participatory culture, and
collective intelligence (Creeber and Martin, 2008). All three of these components indicate that the
importance of participation and the community nature has required marketers and advertisers to
rethink the role of consumers concerning content creation and consumption of messages (Creeber and
Martin, 2008). Consumers’ increasing engagement with content and draws technological, cultural,
economic, and social impacts together (Ashley and Tuten, 2015; Dessart et al., 2015).

New technologies and consumers’ behavioral changes significantly impact an advertising agency,
requiring agencies to develop new ways of engaging consumers in the communication process (Knoll,
2016). Thus, advertising agencies are paying increasing attention to social media for marketing
communication and advertising activities to be more competitive in this changing market environment
(Kaplan and Haenlein, 2010). It is not only for competitiveness; social media becomes efficient for
advertising, brand, and media investments as it delivers greater measurability in ROI, engagement,
targeting, and micro-moment timing than traditional media (Kotler and Lee, 2008).

Social media can provide advertising tools for brands and help increase consumers’ engagement,
create interest, and stimulate word-of-mouth communication (Dessart et al., 2015). The new form
of consumer culture created by social media has significant implications on advertising agencies’
operations.

Social Media and Creativity in the Design Phase

Technology is advancing rapidly, impacting every area of advertising agency organization. From
solving problems to creating products, social media rapidly affects advertising agencies, disrupts
competitive categories, and even introduces new business models (Stuhlfaut and Windels, 2019).
Changes in technology have always had significant impacts on the advertising business and agencies
¢ organizations and management. Since the 1950s, advertising agencies have been an innovation
driving engine for the marketing and advertising industry. Still, accelerated social media growth has
brought new challenges for advertising agency management and organization.

Social media tools improve, and organizations can utilize social media for gathering information
or scanning consumers’ interests, allowing better design, reacting faster, and more accurate targeting
(Voorveld et al. 2018; Lee and Hong, 2016). Collecting and analyzing large amounts of real-time
data also facilitate organizational monitoring and response (Lee and Hong, 2016), and interactivity
through dialogue between advertising agencies and their stakeholders (Durkin and Lawlor, 2001;
Gensler et al., 2013). Changes in the advertising industry and advertising agencies seem unavoidable
in an era where social media is pivotal to survival for many brands and campaigns (Holt, 2016; Lee
and Cho, 2020).

The omnipresence of social media will enable advertising agencies to communicate, manage and
collaborate differently, internally with employees and externally with clients, collaborators, experts,
or consumers. Moreover, elements and activities of social media directly impact the assessment of
service quality and the intermediary role that knowledge management plays concerning social media
elements or activities and the quality of services (Kascéelan et al., 2020). Rather than onsite facilitating
communication and interaction, social media affords a virtual place for advertising agencies and
individuals with common interests to engage in communications and interactions (Li, 2011; Ashley
and Tuten, 2015; Steinkuehler and Williams, 2006).

Social media allows advertising agencies to conduct environmental scanning, monitoring and
evaluating their business efforts, including employees, clients, collaborations, and stakeholders
(Tajudeen et al., 2018; de Waal Malefyt and Morais, 2010). It enables advertising agencies to tap
into a vast pool of talents and at the same time manage talent, culture, and stakeholders’ relationships
more interactively. As more advertising agencies implement proprietary intranet-based social media
platforms due to remote work or geographical allocation, workflows also streamline in line with
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diverse communication and interaction (Li, 2011; Mangold and Faulds, 2009), providing a place for
individuals and teams to share and collaborate around diverse professional interests, which encourages
experimentation and learning (Tajudeen et al., 2018).

Changes in employees’ interactions have inevitably led to new value systems within agency
culture, characterized by a value system and shared expectations. Employees remix personal and
professional, sharing and collecting information, their activities forming network empowered
culture that is individualized yet connected (Deuze, 2007). Social media advances how employees
interact internally in an advertising agency (Tajudeen et al., 2018), notably on projects for clients
participating in diverse activities like gathering information or validation and influence the business
through digital platforms.

The challenge for creative leaders today is integrating different disciplines of creativity and
interactivity in advertising and organizational activities (Horsky, 2006; Rickards and Moger, 2006).
The technical part includes the knowledge and skills required for task completion among different
processes and technology, and the culture part refers to the demand for knowledge of the entire
process from traditional and new media perspectives (Freytag and Clarke, 2012; Hipperson, 2012).

The challenges faced by the advertising agency require traditional advertising agencies to expand
their range of services and to activate new ways to engage stakeholders in communication (Kaplan and
Haenlein, 2010). Based on these challenges that advertising agencies have been facing, advertising
agencies move beyond the traditional organization and management and recognize the importance of
social media - new channels of communication, interactions, and activities. Social media is a valuable
platform and tool for advertising agencies, including their environment to collaborate, create, share,
and communicate.

The organizational challenges discussed above undoubtedly have implications for advertising
agencies, their leaders, and managers. Any changes to their working practices and organizational
activities require understanding new situations, roles, and perspectives.

Social Media and Creativity in the Impact Phase

Advertising agencies as professional services firms provide knowledge and expertise, and with the
accelerated growth of social media, they face different challenges and opportunities (Lee, and Cho,
2020. Truong et al., 2010). Social media has permitted advertisers to interact with consumers and
provide them with a richer experience through attaining direct feedback and content exchange, valuable
viral advertising, and relationship building (Lee and Cho, 2020; Ashley and Tuten, 2015). Moreover,
social media has led to a fragmentation of consumers, making it more difficult in some respects for
advertisers to reach their target audience (Gensler et al., 2013). The more complex and blurred line
has been placed between media and agency services in traditional and digital spaces, significantly
impacting communication strategies.

Social media has significant strategic implications for advertising agencies’ business and the
advertising ecosystem. Even though an advertising agency may initiate new services, collaboration,
or partnerships, this cannot be done in isolation from the environment (Durkin and Lawlor, 2001).
Agencies have various relationships with business partners and stakeholders to be maintained,
developed, or transformed (Durkin and Lawlor, 2001; Freytag and Clarke, 2012; Horsky, 2006; Argueta
and Pérez-Latre, 2018). Often a change in an advertising agency in which strategy is embedded
requires developing a new business model - changes in existing collaborations, the development of new
collaborations, and the termination of some existing collaborations at a certain point in time. Strategic
activities are embedded in an advertising agency, and it may be a resource and time-consuming to
make changes as it is difficult to establish, change and disrupt collaborations (Freytag and Clarke,
2012; Stuhlfaut and Windels, 2019). Nevertheless, as value is often co-produced in interaction with
other business partners or stakeholders, the possibilities and limits of the agency depend on interaction
with other actors of the firm and with actors from other firms (Durkin and Lawlor, 2001).
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DISCUSSION

Creativity Management Transformation Due to Social Media

Creativity is the foundation of the advertising profession (Smith and Yang, 2004). Agency creativity
as an integral part of advertising creativity refers to the creative quality of agency teams in creating
innovative ads (Pratt, 2006), which is why most advertising agencies emphasize creativity as their
fundamental strategy. Therefore, creativity management is crucial in advertising agency organization
and operation.

Changes in the advertising environment have accelerated the need for creativity management
transformation (Hackley and Kover, 2007). However, rapid developments in technology and social
media increase consumer empowerment and engagement levels have led to the blurring of boundaries
of the creative process and between the activities performed in traditional advertising agencies. Social
media has offered a platform for consumers to create content and participate in a conversation and
for advertisers to incorporate consumer-generated content into advertising campaigns to become
co-creators and producers (Krishnamurthy and Dou, 2008; Dessart et al., 2015). Interactions
among consumers and brands via social media platforms and the rise of user-generated content is a
challenge for advertising agency organizations, more precisely for creativity management. Changes
in communication dynamics, collaboration, and possibilities introduce new ways of working and thus
new activities for creativity management (Hackley and Kover, 2007).

Creativity management in advertising agencies is a management practice that can improve the
innovation process by encouraging agency organizations to act and respond with increased creativity
and initiative (Argueta and Pérez-Latre, 2018). Advertising agencies are increasingly searching for
new ways to accelerate innovation by encouraging new ideas and initiatives internally and externally
through collaboration. Social media has a role in driving and shaping creativity management in an
advertising agency, and therefore, it is relevant to consider their valuable odds for the advertising
agency’s creativity and innovation. Creativity management is essential as leaders and managers
increasingly need a framework to initiate and support many initiatives, diverse collaborations, and
blurred lines of creation and ideation with a significant role of social media (Figure 2). Figure 2 presents
creativity management that includes capturing and delivering value in interaction with social media.

Creativity management, which considers the role of social media, is portrayed as a relationship
to jump-start innovation by inducing advertising agency professionals to use interactions for ideas,
change, and processes (Xu and Rickards, 2007; Durkin and Lawlor, 2001; Nov and Jones 2006).
Thus, creativity management which includes social media as a tool and communication platform, is
an expanded framework for creativity management that targets the innovation process, generating
new and actionable ideas.

The importance of creativity management is to provide the framework for activities to capture
value from the environment (e.g., information, collaboration, co-creation) and deliver high value to a
sizeable market (e.g., communication, campaign). With the role of social media, creativity management
includes capture- and deliver-value loops that fuel interactions for creativity and innovation. The
creative process, capturing and delivering value through the interaction with the environment and
stakeholders, is the pursuit of the entire advertising agency. Finding the creativity management
framework that supports the right activities and advances the creative process to work and succeed is
the responsibility of the agency leadership. However, it is sustainable when employees are invited in
to participate. When a creativity management framework is onboard, loops serve for the framework’s
flexibility, interact, and respond quickly to the needs of the creative process.

The transformation in creativity management due to the role of social media is the modifications
of existing processes by activities that implicate the role of social media and new activities to support
the development and validation of new ideas, solutions, products, and services. The framework
presented below emphasized social media-related activities within creativity management from the
perspective of operation, strategy, and organization (Table 1).
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Figure 2. The role of social media in creativity management (Source: Author’s illustration, 2021)
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Source: author, 2021

The framework endorses the position of Sigala and Chalkiti that “social media significantly
support innovation processes by changing the way people search, read, share, and discuss information”
(Sigala and Chalkiti 2015, pp.56). The use of social media in creativity management empowers
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people to engage conversationally and collaboratively, which in turn enriches employees’ cognitive
and creative processes.

The framework incorporates activities for creativity management within an advertising agency,
which is necessary for competing in today’s markets. In the operations, social media amplify
creativity and innovation by enabling information from the market or consumers, crowdsourcing
ideas or solutions, exchanging information among stakeholders, and providing validation for ideas or
solutions. The use of social media to create strategies is focused on enabling effective partnerships,
collaborative work on various projects, discovering and realizing new markets and services. Social
media in the organization space enables and enrich employees’ cognitive processes (e.g., searching,
storing, and reading information) and support conversational and collaborative processes (e.g., sharing,
discussing, and synthesizing information from various networks) with a purpose to fuel and enhance
creative processes and outcomes.

A collaborative team creates advertising campaigns within and beyond advertising agencies,
including various contracted or freelance professionals (West et al. 2019, Hipperson, 2012; Turnbull
and Wheeler, 2016). Combining different talents with diverse skills and specialized work areas also
brings their tastes and interests to their creative organizations. The advertising creatives, including
artists, copywriters, art directors, and creative directors, have long played an essential role in creative
idea generation and creative production, bringing advertising ideas to life and managing the creative
process. Therefore, the skill sets employed by creatives in realizing creative strategies and advertising
campaigns are crucial in maintaining excellence in advertising (Puccio et al., 2010; Rickards and
Moger, 2006).

Practical Implications

Social media has increased the need for creative managers to handle the various activities needed to
drive the change through an emerging future. Business and media landscape complexity has risen
dramatically stakeholder expectations beyond the obvious from advertising agencies (Durkin and
Lawlor, 2001; Turnbull and Wheeler, 2016). Creativity management means being competent in
solving problems, encourage activities, and manage change in uncertain times - an intersection where
creativity and management increase their importance and presence in the advertising agency business.

Creativity management requires new knowledge, skills, and tools to maximize the benefits of
new opportunities and improved ways of working (Xu and Rickards, 2007). Creativity and innovation
are essential for an advertising agency’s business (Turnbull and Wheeler, 2016), and therefore, the
creativity management framework supports activities enabled by new technologies and social media
to make the business sustainable. However, no matter where the organization of the advertising agency
stands on the readiness of creativity and innovation within creativity management, the following
elements and skills could play a role in the future of creative problem-solving:

e  Integrative thinking can help expand the boundaries of possibility as a problem-solving approach
that uses conflicting ideas as a basis for innovation (Martin, 2009). It is based on the ability to
keep a range of different and conflicting data and models in mind and exploit the tension that
creates the encouragement of innovative solutions.

e  Business design uses principles and practices of design to help organizations create new value
and new forms of competitive advantage (Norman and Verganti, 2014). A human-centered
approach to innovation works at the intersection of customer empathy, experience design, and
business strategy.

e  Change management is a methodical approach to managing and implementing strategies for
effecting change, controlling change, and helping organizations adapt to change (Kotter, 2012).
As business continues to evolve and accelerate, managers need a change management mindset to
tackle complex challenges, navigate uncertainty and manage change all the time (Kotter, 2012).
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The advertising agency environment has become complex, and there is a need to manage constant
change, make strategic decisions, and incentivize creativity and opportunities for innovation.

o The fearless organization because creativity management requires an environment that provides
psychological safety (Edmondson, 2018). According to Edmondson, for innovation to thrive,
organizations need psychological safety for creativity, learning, and belonging (Edmondson,
2018).

CONCLUSION

This paper has examined the emergence of social media and how it has influenced creativity
management in an advertising agency. The rise of social media has led to many changes within the
advertising industry and, therefore, the role of advertising creatives specifically. Although advances
in social media significantly support creativity in advertising agencies by changing the way people
search, create, share, and interact with information (Hanna et al., 2011; Kaplan and Haenlein,
2010), no research has yet examined social media’s role in creativity management. By exploiting a
creativity management framework approach, this study explained the role of social media on creativity
management by showing how social media can enrich the advertising agency operations, strategy,
and organization, introducing and supporting activities for the creative process. The paper also
contributes to the advertising agency creativity literature by providing a framework for delivering and
capturing relations and interactions with social media. Moreover, the paper provided a few practical
implications about exploiting social media for the advertising agency creativity process. The findings
also provided valuable ideas for advancing research even further.

It is no longer enough to merely include social media as a communication channel and as an
element of a marketing plan. Instead, advertising agencies need to include social media as part of
creativity management whereby its activities work together toward a common objective - whether to
understand market needs or reactions, communicate a product or service, or further engage stakeholders
in a meaningful and interactive dialogue.

Overall, the main implication of this paper is the growing need to expand the emphasis in creativity
management from managing creative individuals and creative processes to understanding and using
the capabilities of social media in the context of activities and management. Furthermore, research
should extend from relatively constant elements that determine creativity in an advertising agency
to understand and manage the dynamic interactions of activities in an organization and the creative
process that increases the creativity of agency individuals and organizations.

As social media continue to advance, new social media platforms have emerged, and marketing
communication opportunities have arisen. Social media has a role in driving and shaping creativity
management in an advertising agency, and it is essential to look at its implications for the advertising
industry. Successful advertising agency management today relies heavily on someone’s ability to
answer effectively and proactively drive positive change (Puccio et al., 2010). Hence, successful leaders
manage change, lead organization, talents, and collaboration by navigating uncertainty for growth.

This study has limitations that lead to a recommendation for future research and provides an
overview of how creative management can be improved with the role of social media. Today, many
advertising agencies have found a specific way to use social media as part of their business, but like
many firms use social media as a communication channel but have difficulty using social media for
creative and innovation purposes (Roberts and Piller, 2016). Future research could include interviews
with advertising agency managers and creative leaders to further develop and test the framework.
The second limitation is the fast-changing technological innovations and accelerated social media
progress, which implicates the constant introduction of novel possibilities for creativity management
and continued research in the future.

Today opportunities and competitive advantage can disappear with a pace of change, and for
advertising agencies, it means the transformation of creativity management - to introduce and support
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activities on the future-readiness spectrum. As technology progresses rapidly and the way people
interact with social media is changing, this environment implicates how the advertising agency is
organized and creativity is managed. Therefore, further research is required to understand better the
dynamic interactions of creativity management and social media’s role in the agency’s creative process.
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