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ABSTRACT ARTICLE HISTORY
News organisations are in need of creativity to enable their own Received 7 July 2023
innovation. Yet “creative autonomy”, the freedom to experiment, Accepted 17 January 2024
to be creative, and to investigate radical possibilities at work,
which is conditional to innovation processes, is still under-
researched in journalism studies. In this article we fill this gap by
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addressing creative autonomy in newsrooms in transformation behaviour: innovative
from an organisational perspective. We do so by using “innovative learning culture; social
learning culture” or “ILC" as a lens to understand how creative dynamics; newsroom
autonomy is perceived within the newsroom, and what innovation; newsroom

organisational aspects and social dynamics influence this creativity; production
perception. From a larger ethnographic study on innovative processes
behaviour in two national newspaper newsrooms in the
Netherlands, “creative autonomy” emerged as a relevant theme to

journalists in both organisations. Their perception of creative

autonomy is multi-layered, unevenly experienced across the

newsroom, and strongly influenced by hierarchy. We also find that

the perception of creative autonomy coincides with the perception

of having close communicative relations with management. We

argue that this can hinder the innovative behaviour of the majority

of news workers who are not part of elite groups and typically

perceive more distance from management.

Creative professionals such as journalists are a news organisation’s “most important
assets” (Malmelin and Virta 2016, 1041), since the quality and success of media products
largely depend on the novel and creative ideas of the people that produce them. In fact,
as workers’ new ideas “constitute the lifeblood” of innovation in organisations (Van den
Ende, Frederiksen, and Prencipe 2015, 482), this inherently presupposes the exchange
of new ideas at work (Porcu, Hermans, and Broersma 2022). As the capacity of organisa-
tions to innovate and transform themselves lies in social processes (Bergendahl and Mag-
nusson 2015), studying these social, creative processes is crucial both to newsrooms in
transformation and to the scholarly study of newsroom innovation.

CONTACT Ornella Porcu @ o.c.porcu@hum.leidenuniv.nl e Journalism and New Media, Leiden University, Reuvens-
plaats 4, Leiden, NL 2311BE, Netherlands

© 2024 The Author(s). Published by Informa UK Limited, trading as Taylor & Francis Group

This is an Open Access article distributed under the terms of the Creative Commons Attribution-NonCommercial-NoDerivatives License
(http://creativecommons.org/licenses/by-nc-nd/4.0/), which permits non-commercial re-use, distribution, and reproduction in any
medium, provided the original work is properly cited, and is not altered, transformed, or built upon in any way. The terms on which
this article has been published allow the posting of the Accepted Manuscript in a repository by the author(s) or with their consent.


http://crossmark.crossref.org/dialog/?doi=10.1080/17512786.2024.2310056&domain=pdf&date_stamp=2024-02-02
http://orcid.org/0000-0001-6384-6095
http://orcid.org/0000-0003-4986-9156
http://orcid.org/0000-0002-7342-3472
http://creativecommons.org/licenses/by-nc-nd/4.0/
mailto:o.c.porcu@hum.leidenuniv.nl
http://www.tandfonline.com

2 (&) O.PORCUETAL.

Traditionally, the newsroom has been studied foremost as a place where the news is
constructed (see Hendrickx and Picone 2020; Paulussen 2016; Stonbely 2015), not as an
organisation in transformation per se. And if newsroom innovation is studied, it is often
mainly analysed from a technological point of view (Posetti 2018; Schmitz Weiss and
Domingo 2010), a management perspective (Ekdale et al. 2015; Porcu 2020), or both.
Although there has been some attention for culture in the newsroom—i.e. as an obstacle
for innovation (Ryfe 2012; Tameling 2015, Usher 2014)—it is strikingly under-researched
how creative processes can enhance innovation in the newsroom. Only recently studies
have been mapping this vital social territory (see Koivula, Laaksonen, and Villi 2022; Mal-
melin and Virta 2016; 2017; 2019; Porcu 2020; Porcu, Hermans, and Broersma 2020; 2022).
By continuing to study the newsroom primarily as a news construction outlet, with a tech
or management bias while excluding social processes, scholars run the risk of losing vital
insights into how innovation in the newsroom can actually happen.

In this study, we therefore shift the focus towards an organisational perspective, study-
ing social processes that trigger learning, experimenting, and innovation in the newsroom
(Koivula, Saari, and Villi 2023; Malmelin and Virta 2019; Porcu 2020; Porcu, Hermans, and
Broersma 2020; Porcu, Hermans, and Broersma 2022). To study the newsroom as an
organisation in transformation we adopt “innovative learning culture” (ILC) as a lens
(Porcu 2020): a perceived culture that triggers and fosters innovation. By using ILC we
view the newsroom as a whole, including management and workers, encompassing
the social processes conditional to sharing and developing new ideas.

This research is part of a larger study on innovative behaviour in the newsroom using
ILC as a lens (see also Porcu, Hermans, and Broersma 2020; Porcu, Hermans, and Broersma
2022). From our ethnographic research “autonomy” emerged as a key, multi-layered
theme. The dominant view in journalism studies considers the professional autonomy
of journalists mainly in terms of political and commercial influence on the construction
of the news proper (Ornebring and Karlsson 2022; Sjgvaag 2013). This news construction
perspective can overlook the organisational pressures hampering creativity and inno-
vation processes beyond news construction (Malmelin and Virta 2017; Ornebring and
Karlsson 2022; Sjgvaag 2013). In order to enable more insights, in this study we make a
distinction between journalistic autonomy, understood as professional autonomy in the
literature, and “creative autonomy”, which we define as “the autonomy needed to be
flexible, to experiment, to be creative, and to investigate radical possibilities” (Porcu,
2020, 1559), relating it to innovation.

We thus aim to fill a gap in journalism studies, addressing the perception of creative
autonomy in newsrooms in transformation from an organisational culture perspective,
using ILC as a lens. In particular we seek to answer how creative autonomy is perceived
by news workers, and what organisational aspects and social processes impact these per-
ceptions in the newsroom.

Theoretical Context
Autonomy and Innovation Processes in Organisations

Autonomy in the workplace or “job autonomy” is part of the study of job characteristics in
the sociology of work (Hackman and Oldham 1976), and is used in the literature on
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human resource management and entrepreneurial and organisational behaviour. Saragih
(2011), following Hackman and Oldham, defines it as “the degree to which the job pro-
vides substantial freedom, independence, and discretion to the individual in scheduling
work and in determining the procedures to be used in carrying it out” (2011, 205). Job
autonomy is often studied in relation to overlapping phenomena: not only does it
strongly relate to a general “work satisfaction” and “performance”, it also strongly
relates to “innovation”, “proactivity” and “risk taking” (De Jong et al. 2015).

The relation between job autonomy and innovation processes has been established in
various studies and across several disciplines. Innovation processes are understood as the
development of creative or new ideas which are viewed as novel in their context, not yet
designed for an application (Amabile et al. 1996). Their relation to job autonomy is studied
in occupational and organisational psychology (Janssen 2000), human resource manage-
ment (Bos-Nehles and Veenendaal 2019), creativity and innovation management (De Jong
and Den Hartog 2010), innovation studies (Miller and Miller 2020), entrepreneurial studies
(De Jong et al. 2015) and management studies (Sanz-Valle and Jiménez-Jiménez 2018).
These studies pivot around the positive relation between workers showing innovative
behaviour and their perceived degree of job autonomy (Scott and Bruce 1994). Job auton-
omy, thus, is seen as essential for innovative behaviour (Bysted and Hansen 2015).

Autonomy in the Newsroom

Similarly, in journalism studies, “journalistic autonomy”—a core professional ideological
value—has been defined as job autonomy which, as mentioned, draws heavily on the
sociology of work (Ornebring and Karlsson 2022). The scholarly attention for journalistic
autonomy in the workplace has, therefore, focussed mainly on the degree of control
over processes and procedures within the context of the news construction process,
including the freedom to make decisions about one’s own news stories. This relative
freedom is constantly infringed upon by both external and internal forces, driven by pol-
itical, economic or other agendas, often in inexplicit ways (Ornebring and Karlsson 2022;
Sjevaag 2013). Although in the literature such freedom is almost always related to the
process of news construction, Reich and Hanitzsch (2013) distinguish two key parts of
this freedom: the freedom within editorial matters, and the freedom beyond such
matters which “captures the relative extent to which journalists can take part and
influence decisions that affect their work beyond operative procedures of reporting,
editing, and so on.” (2013, 136). According to the authors, the second part of this
freedom is “less obvious and probably less studied” (2013, 135).

Breed (1955) was the first to analyse the construction of the news also as “the product
of a workplace” (Ornebring and Karlsson 2022, 181) where organisational factors restrict
journalistic autonomy. He found that news selection is not only the result of professional
standards, but is also influenced by social factors such as hierarchy, conflict avoidance and
normative behaviour (Sjgvaag 2013). Editors and managers, indirectly, make sure that
news workers are actually prevented from exercising their full journalistic autonomy
while constructing the news (Ornebring and Karlsson 2022; Sjgvaag 2013). Newsroom
control mechanisms may ensure some creativity for journalists in reporting, editing,
and presenting stories, but these boundaries are quite narrow “so that journalists can
be trusted to act in the interest of the news organization” (Soloski 1989 in Sjgvaag
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2013, 157). According to Ornebring et al. (2016) news workers are not always aware of this
situation. The authors state that “journalists perceive autonomy on the everyday work
place level and, so long as no-one explicitly tells them to tweak a story to better suit
advertisers, they do not see their autonomy as threatened” (2016, 308). Bird-Meyer and
Erdelez (2021) confirm that restrictions are not always apparent to journalists themselves:
they point out that reporters say they work autonomously, but “this is true within certain
narrow frames or constraints” (2021, 445).

Creative Autonomy and Innovation Processes in the Newsroom

Where research on journalistic autonomy in journalism studies has focussed on the con-
struction of the news, its relation to innovation processes in the newsroom has yet to be
fully understood. Journalistic autonomy is mentioned in studies on newsroom innovation
(see Ekdale et al. 2015; Gade and Perry 2003; Nylund 2013), but it has a variety of mean-
ings referring to either a journalist’s concrete work in the newsroom, abstract professional
values, or something in between. However, if the creative boundaries are indeed so
narrow for reasons of newsroom control (Bird-Meyer and Erdelez 2021; Ornebring et al.
2016; Sjovaag 2013), this gives rise to the question how these narrow boundaries can
allow for creativity and innovation at all, within and beyond editorial newsroom practices.
Journalism is in need of creativity for its innovation (Deuze 2019). However, “creative
autonomy” in the newsroom has received little explicit attention so far.

In this article, we define creative autonomy as an important part of an innovative learn-
ing culture (ILC), in the context of newsroom creativity and innovation. The conceptual
lens of ILC relates explicitly to innovation processes and is understood as a prerequisite
for innovative behaviour, such as the exchange of new ideas (Porcu, Hermans, and
Broersma 2020; 2022). ILC is defined as:

a social climate that stimulates people to work and learn together, to grow as an individual
and as a group (team, organisation), and that provides people with the autonomy needed to
be flexible, to experiment, to be creative, and to investigate radical possibilities in order for
the organisation to have better chances for survival in the long run. This is facilitated by
serving leadership, open communication, mutual trust, a supporting culture, shared goals,
appreciation of individual achievement, and training and development. (Porcu 2020, 1559)

We argue that creative autonomy results from the social environment, enabling innovative
behaviour which enhances newsroom innovation. Based on the research above, similar to
the “within and beyond editorial freedom” distinction (Reich and Hanitzsch 2013), we differ-
entiate between journalistic autonomy and creative autonomy. We consider creative auton-
omy to be “dual layered”: it is composed of a basic journalistic autonomy in daily operations,
mainly related to a creativity limited to one’s own news stories, which is extended to a crea-
tivity in a broader sense, beyond one’s own stories. Creative autonomy, enabling newsroom
innovation beyond daily operations, could lead to innovative behaviour benefitting the
entire newsroom. To explore creative autonomy in the newsroom, we ask:

RQ1: How do news workers perceive creative autonomy in the newsroom?
RQ2: What are the organisational aspects that influence their perceptions?

RQ3: Which social dynamics drive these perceptions?
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Methodology

This article is based on a larger study on innovative behaviour in two national newspaper
newsrooms in the Netherlands (Porcu, Hermans, and Broersma 2020; 2022), containing an
ethnographic study to achieve an “in-depth picture” (Creswell 2014, 231) of a phenom-
enon in its native environment. Data have been collected in the newsroom of the rela-
tively large NRC Media in 2017 (228 persons contracted and 93 flexible) and the smaller
Trouw in 2018 (124 persons contracted and 47 flexible). These titles are selected for
their strong market positions, as we assume that they are more able to invest in inno-
vation than less established brands. This makes it more likely that workers experience
an ILC in their newsroom, which increases the probability of sharing and developing
new ideas (Porcu 2020; Porcu, Hermans, and Broersma 2020; 2022). The selection of
these titles, thus, reflects the focus of this study. To enhance internal validity we triangu-
late data of an ethnographic nature, which comprise notes of non-participant obser-
vations and of open, not priorly structured interviews. Field notes have been taken on
the spot, which have been edited into reports afterwards.

To observe social processes the researcher used “interaction” as a compass, attending
formally organised meetings, including those targeted at: daily production, special pro-
jects, “catching up”, and brain storm or evaluation sessions. Interaction in various informal
settings has been observed as well.

In addition, interviews were held across the newsroom and lasted approximately
60 min on average. Respondents participated upon selection by the researcher, based
on their availability, and out of their free will. Prior to the interview respondents were
given an explicit confidentiality warrant. Selection of the interviewees is based on
“maximum variation sampling” to develop multiple perspectives, and on “snowball
sampling” to find “information-rich” sources (Creswell 2014). The interviews started off
with an open question around the research theme (“Within the context of this news-
room’s culture, what do you experience as stimulating, and as non-stimulating, with
respect to sharing and developing new ideas?”). Then the interview could go in
different directions, depending on the experiences of the specific respondent.

Both newsrooms have been studied over a 15-week time period in the Spring of 2017
and 2018, with an average presence of the researcher of approximately 3,5 days per week,
resulting in 103 days and 132 interviews from 103 unique respondents (see Table 1). Some
respondents were so “rich” in information that they were interviewed more than once. At
NRC Media 41 news workers were interviewed once, and 12 more than once. At Trouw 40
news workers were interviewed once, and 10 more than once. Respondents vary in hier-
archical position, age, gender, and contractual relations.

All data have been analysed per newsroom in atlas.ti software for relevant themes
related to ILC, applying a bottom up inductive coding process (Braun and Clarke 2006).
In both newsrooms “autonomy” (defined here as “creative autonomy”) emerged as an

Table 1. Research observation days in the field and the number of open interviews held.

Newsroom NRC Media (2017) Trouw (2018) Totals
Data type
Observation days 52 51 103
Open interviews 70 62 132

Unique respondents 53 50 103
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important theme, after which the similarities in the findings between the newsrooms
have been studied. Subsequently, the findings and conclusions were integrated. The pat-
terns of both newsrooms related to creative autonomy were similar, despite the variation
in culture between them in terms of “how things are done around here”. Therefore, unless
indicated otherwise, “the newsroom” refers to both newsrooms.

In the following “journalist”, “news worker” or “worker” are used as synonyms, as is the
case for “middle management” and “chief”. Also “management” and the “editors in chief”
are used as synonyms. The latter terms comprise the deputy editors in chief, securing
anonymity at the individual level. For the same reason, all references attached to the cita-
tions have been removed. We refer to different social groups in the newsroom (Porcu,
Hermans, and Broersma 2022), which can be found in the appendix.

Findings
The Perception of Creative Autonomy in the Newsroom

Interestingly, when news workers talk about the freedom they experience in their work,
they mainly describe their perceptions of autonomy and creativity in relation to their
own news stories, which we have defined as journalistic autonomy. There are less
workers who perceive a larger autonomy which goes beyond their daily production,
which we define as creative autonomy.

Almost all news workers, independent of disciplinary background, state by default to
perceive ample manoeuvring space in their daily work, in terms of executing their own
ideas and making decisions with respect to the production of their own news stories.
They state, often in an exited fashion, that this is “self-evident”, stressing that working
independently is “of course” fundamental to their profession (“that comes with the
job"). Even when a news worker operates under severe time or other practical constraints,
(s)he maintains to perceive this regardless.

The idea of having to operate without this core value is therefore almost inconceivable,
it is observed. It is also observed that workers get severely frustrated by the idea of having
to operate against this value, as this means succumbing to the (newsroom) powers that
be which would hinder them in their work. As a consequence, and in trying to protect
their journalistic autonomy, news workers are convinced that their creative or new
story ideas cannot reach their full potential when these are “ordered” from “above”.
News workers, therefore, claim to execute their own story ideas, not someone else’s. A
middle manager (or “chief’) explains this “not-invented-here-culture” and why the
ideas from “others”, in particular managers — who can be perceived as a threat to journal-
istic autonomy—often fail:

The culture here is that other people [in the hierarchy] are not thinking about what stories
you should write, there is a lot of autonomy. [If someone else comes up with a good idea
for you] it's not invented here. Maybe it's a good idea, but it's not invented here.

But the ideas of “others” do not always fail. Middle managers and editors in chief are
keenly aware that any too bold attempts on their part to steer ideas in an explicit top
down manner, will risk non-execution with workers. However, it can happen within
daily news production that management wants a particular “urgent” story anyway and



JOURNALISM PRACTICE (&) 7

“orders” it, often with “news pressure” as an argument. Since news pressure is experi-
enced by the entire newsroom as an external dominant force, news workers tend to
experience such an order as an exception to the rule, which they seem to tolerate. It is
observed that news pressure is often related to what media competitors do with the
same story. This is understood as common logic. “Sometimes”, a chief states, “a story
just has to be written regardless.”

Without news pressure, managers try to steer some of the news production by working
around news workers’ need for journalistic autonomy. They do this, for instance, by
having one-on-one-conversations with journalists, who are then “suggested” to look at
a certain story with a specific angle. In this mulling over stories and angles managers
are careful not to undermine a news worker’s perception of journalistic autonomy, very
aware that the latter is a sine qua non for journalists to do their work at all. The smaller
of the two newsrooms even has a special term for this (“ultra-delicate cooperation”),
used by management only.

Organisational Aspects Influencing the Perception of Creative Autonomy

Working Contexts

When focussing on organisational aspects which can influence the perception of creative
autonomy, there are two main working contexts to consider. The first comprises activities
within daily operations, characterised by high routinisation, high production pressures and
tight deadlines. The second is concerned with activities beyond daily operations, which take
up more—and allow for more freedom in—time, collaboration, reflection, and organisation.

Within daily operations, as mentioned, all news workers state to perceive ample jour-
nalistic autonomy, mainly related to one’s own news stories. Journalistic autonomy can
also include taking the initiative to add creative or new elements, or execute small altera-
tions to the news product. Strictly speaking this goes beyond one’s own individual story,
such as: choosing a new format, a creative use of an existent genre, creative visual images,
clever ways of (multimedia) storytelling, or other small changes viewed as improvements.
In general, these alterations occur spontaneously within daily activities and across disci-
plines. It should be noted that even if the chiefs are involved, these alterations are
often claimed by workers as their “own” creative bottom up initiative.

Beyond daily operations news workers can experience a broader creative autonomy in
“special projects”. These are either news story related projects or organisation related pro-
jects. Examples for news story projects are: working (alone or with a peer) on time con-
suming in-depth stories or in projects of investigative reporting which can require
expert skills or collaborations with third parties. Examples of organisation projects
involve: launching a (more) user friendly website, introducing a collective digital
agenda system, experimenting with an entrepreneurial collaboration of workers and pro-
fessionals “from outside”, organising production in a new manner, and so on.

Initiating Special Projects

News story projects are observed to be mainly initiated bottom up by news workers,
whereas organisation projects are predominantly seen to be initiated top down by the
editors in chief. Projects are considered “special” not just because they occur outside
daily routines, but also because participation in them is not for everyone. This makes
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projects relatively exclusive, which can trigger a higher status for participants, leading to a
larger perceived creative autonomy by them, or ascribed to them, by other workers.
Workers can feel “special” by claiming, and by being granted, their own news story pro-
jects. Workers can also feel special when they are selected for an organisation project. In
terms of social groups (see also the appendix), workers rewarded a news story project can
be seen as the happy few, those selected for an organisation project as the usual suspects.
The majority of workers (i.e., the larger newsroom) hardly takes part in these special pro-
jects, unless production processes require this, for instance when introducing a collective
digital agenda system.

In news story projects workers actively “claim” their own project. They are often the
same workers who perceive creative autonomy as something “to fight for” and who,
when rewarded, view this as a personal accomplishment. Others contradict this, stating
that creative autonomy is for everyone (“it’s already there, there is no need to fight for
it"), but also confirm that it requires to be “claimed” by workers, which often does not
happen. As news story projects are mainly initiated and claimed from the bottom up,
we view these perceptions of creative autonomy as bottom up claimed.

In organisation projects, in which participation depends on selection by management,
news workers can also perceive a creative autonomy that feels larger than in daily oper-
ations. Such projects can be experienced as something new, as a creative break from
everyday demands. As organisation projects are mainly initiated and assigned from the
top down, we view these perceptions of creative autonomy as top down assigned.

Analysing both types of special projects, we find that rewarded news workers often
originate from elite groups in the newsroom and typically ascribe a rewarded project to
their personal qualities. Moreover, being rewarded a project can trigger or add to a
worker’s sense of creative autonomy by the experience of being supported, seen, recog-
nised, and validated for one’s work. It can be disappointing for other workers to perceive
they are not acknowledged in the same fashion.

News workers can be selected not only to staff but also to lead an organisation project.
The latter can consist of, for instance, a project aimed at shifting work routines towards
digital ones. This is something which other workers, often with a heavy workload, can per-
ceive as controversial “extra work” and not per se in their interest. Such projects, thus,
involve a certain risk for management in terms of the odds for a newsroom protest.
Often workers are convinced that the editors in chief typically delegate the lead of
risky projects to others (i.e., to the usual suspects) to avoid a potential protest themselves.
One usual suspect looks back on such an experience, describing it as “quite a shitty job” to
have to win over the entire newsroom to engage in online experiences: “If | were the
editors in chief | would proclaim this [to the newsroom], but they didn’t. [So | had to] con-
vince nearly every journalist personally, showing them that this experience is in their own
interest.”

Other risky organisation projects can also be delegated, as another usual suspect
evaluates:

I'm glad [name project] is finally on the agenda. It is only disappointing that the editors in
chief themselves do not take the lead, with a sound plan, without being too afraid. Afraid
of the newsroom, | think, [there are already] too many changes. Now [the project] is comple-
tely delegated to someone else. | think that's odd.
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Editors in chief apply multiple ways to try to achieve digitalisation goals. They can, some-
times at the very same time, both delegate to a news worker the lead in a digital project to
speed up digitalisation processes in the newsroom, and also explicitly state to workers
that changes in routines towards digital ones are best shaped from the bottom up,
instead of from the top down. It is the best way, management assumes, to stay away
from too clear top down directives, which it knows news workers are allergic to—as
news workers can perceive this as a direct threat to their journalistic autonomy—and
which management presupposes yield only resistance. In general, editors in chief seek
to avoid potential upheaval. They do this, for instance, by not having an internal
debate on the digital strategy or on where the title is heading—even when news
workers ask for this, sometimes in desperation—as debates could lead to “discussions”
which could escalate into conflicts. To prevent this the editors in chief state to workers
that they should “sort things out for themselves”.

Paradoxically, when news workers are fully granted the creative autonomy to “sort
things out” in digital matters, they find this message puzzling and are quickly inclined
to interpret this as being “left to our own devices”. It seems like workers need a map of
the unknown territory first to understand where they can go.

In general, news workers perceive a lack in “leadership” in communication as well as in
action. Workers prefer clear and direct communication, both because of a personal need
to feel seen and recognised, and because of a professional need for a strategic vision on
the title’s future. The latter is perceived to require plenary discussions within the news-
room, as well as the translation of a strategy with regard to their own work which
enables them to move forward (“if there is no clear order from above, nothing ever
happens”). Often workers feel that these needs are not met. A large part of workers is
not in direct contact with the editors in chief, do “not know what their ideas are”, feel
“not heard”, and state to not know what is expected of them with respect to digital rou-
tines. Leadership in terms of action, from workers’ perspective, does not happen either.
They perceive delegating risky tasks as a “lack of leadership”, which is frowned upon.
All these experiences can undermine their perception of creative autonomy.

Newsroom managers perceive their own performance differently. With respect to com-
municating with the newsroom, they perceive themselves as clear, and communicating a
lot ("we’re communicating like crazy”). It should be noted that the larger newsroom
notices that management does in fact communicate, but in their perception it does so
mainly with the elites, not with them. Special projects involve direct social activity
between management and “special” workers, which differs from social actions with
workers in daily operations with whom editors in chief mainly communicate indirectly,
via the chiefs. This creates a distance between management and workers, which can
lead to not knowing each other, nor each other’s work and challenges, a news worker
from the silent majority states:

| think | would like to be informed more on what the editors in chief are actually doing. | truly
have no idea what they are doing. [Q: Do you ever talk to them?] No. [They] never drop by.
[They] are not into [our work].

News workers often find this lack of direct contact rather disappointing, another worker
from the silent majority explains:
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[The editors in chief do] not know me that well. Which | find kind of a shame, actually. | know
people complain that [they do] not talk a lot with news workers, that [they have] little feeling
for news workers. Although [they are] of a social nature, at least that's what I've heard.

Managing the Newsroom as an Art

Special projects can come from the bottom up or from top down, but deciding which
project or worker is going to be rewarded is, ultimately, a management decision. The
process of managing all newsroom activities proves to be an art in itself. There is
always the primary challenge of matching the available human capacity with all the activi-
ties to be performed at any point in time. Planning all news story activities, both within
daily operations as well as within news story projects, for instance, is not an easy task.
Trading off the value of a story and its production costs can also be a complex balancing
act. Furthermore, the combination of the management of daily operations, news story
projects, and organisation projects — all at the same time — can require different organ-
ising strategies and skills. This is particularly the case with respect to the systemic absorp-
tion of workers’ new ideas: only those new ideas shared with management can be
considered for further developed.

Bottom up initiated organisation projects are not impossible, but they are less
common than bottom up news story projects. This is not because news workers do not
have ideas from which the entire newsroom could benefit, but because they can be
afraid of possible negative reactions when they upwardly share their creative or new
ideas (“I'm certainly not going with this to [editors in chief], as [editors in chief] would
laugh right in my face”). Most workers (i.e., the larger newsroom) would rather not take
this risk. Therefore, perceptions of fear—unlike perceptions of trust—do not trigger but
rather hinder the perception of creative autonomy. When journalists state having tried
to share their ideas, this is often not experienced as a fruitful endeavour. Even though
editors in chief are known for their often widely expressed claim that “their door is
always open”"—which can be perceived as true for the elites—workers often perceive
that there is not much response to their ideas. When journalists talk about this, they
do so with slight disappointment and cynicism (“never heard of it again, of course”), or
they are amazed about the non-response (“it was such a great idea”). This does not stimu-
late sharing ideas with management the next time around.

Management states to be “always open” to workers’ creative ideas. It opposes workers’
negative perceptions for different reasons which may be related to newsroom size. Man-
agement of the smaller of the two newsrooms states it is “not aware” of missing out on
any new ideas. Management of the larger of the two states that the perception of workers’
new ideas are disregarded to be “a misconception”. It argues that this has to do more with
a lack of its project management skills than with openness to workers’ creative ideas. The
skills for selecting, adopting, and developing ideas systematically in the pressure cooker
context of the newsroom have yet to be fully mastered, a manager explains:

We still very much need to learn how to work systematically. We usually just begin, often
without an overview. People have a lot of new ideas but little structure. How do you keep
oversight over your projects, while you also have to take care of the daily news?

Nonetheless, special projects do occur. For a worker to never be rewarded with a project
at all can be experienced as a form of exclusion. The reason for this may need further
research, but it seems that enjoying journalistic autonomy, without the experience of
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being acknowledged for one’s work with managerial attention—which one receives in a
project—can undermine workers’ creative autonomy, and thus their inclination towards
creative behaviour. This can also result in disengagement, or even resignation. Workers’
perceptions of exclusion, however, do vary. For some, to not be selected for an organisa-
tion project is not the key issue, but to not have been consulted at all, is. For instance, a
worker with an expertise in a certain field, who would have liked to have shared their
thoughts with management on a project beforehand, feels overlooked afterwards
when they were not invited to do so. This is perceived as “not being seen” and as a
lack of recognition.

Just as management tries to be aware of activities in the newsroom, almost all workers
carefully and critically observe the moves, decisions, and actions taken, or not taken, by
their management. Whatever the topic may be, all actions of the editors in chief are cri-
tically analysed, commented upon, ready to be interpreted and explained in terms of poli-
tics and strategy. Furthermore, this careful watching is observed to be an activity that is
“position free”: whether or not close to management, all news workers appear to have
their “political antenna” out for what's happening.

Social Dynamics Driving the Perception of Creative Autonomy

The perception of creative autonomy seems to be related to the experience of being seen
and acknowledged. The social dynamics between management and news workers reflect
the negotiation between them in obtaining creative autonomy. These dynamics drive the
perception of creative autonomy and originate in who is “steering” creative autonomy
(bottom up claiming or top down assigning), how creative autonomy is obtained (passively
or actively), and in which working context these dynamics play out (daily operations or
special projects). We find four main social dynamics:

Passively Claiming (In Daily Operations)

The first dynamic is that workers passively claim creative autonomy in daily operations by
manifesting their expertise, provided this is viewed as scarce by others. The scarcer this is
perceived to be, the better the chances a worker has to obtain creative autonomy without
having to resort to an explicit go-out-and-get-it-attitude. A scarce expertise creates a fait
accompli, which is respected. The spontaneous alternations to the news product, as men-
tioned, can also be seen as a result of this.

Expertise, thus, functions as a “natural” protector against interference from, in particu-
lar, managers. Interference can infringe upon a workers’ perception of creative autonomy.
News workers feel that managers with the same expertise as them often will interfere.
There are also managers with similar expertise who will not interfere. The latter is per-
ceived to grasp that this is not productive for a worker's creative autonomy, and is
seen by workers to be more “trustworthy” than the former.

The “natural” tendency of management to want to interfere with certain news desks is
often understood by workers as being due to “personality issues”, but also as a result of
“news pressure”, which can be high. Such pressure combined with a perceived non-
uniqueness of a news desk’s expertise makes top down “interference” almost predictable.
This combination of forces can explain why the “pressure from above” is felt more acutely
with the national news desk, including the political desk. A lot of news workers and their
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managers believe they are qualified to speak about “their” national news, while they
refrain from commenting on the work of other desks, like the foreign or the science
desk, perceived as more specialist. A worker from the newsroom establishment explains:

There are two positions in the newsroom you do not want to end up in: one is editor national
news desk and the other is editor at its [political] desk in The Hague. Everyone thinks they're
an expert. It's today’s news. And [the editors in chief] interfere with everything.

The “penalty” for not having an expertise considered scarce, can also be observed across
disciplines. For instance, picture people (Lowrey 2002) often perceive less creative auton-
omy than word people due to their historical position as a “supporting” discipline. Word
people, in general, are perceived to be more assertive than the often more introvert
picture people. Inevitable discussions about visual choices are typically won by a word
worker, leaving an often tongue-tied picture peer behind. A picture worker from the
silent majority explains how journalists tend to overestimate themselves, infringing
upon the creative autonomy of their more expert colleague:

Journalists immediately come up with an image themselves. [...] | don’t even get the time to
think of something, a plan b. That's where the friction lies. They are on my territory. This
happens across the entire newsroom. That's why you don’t end up with the best image.
Because, yes they will find an image, but often that is just a cliché.

Actively Claiming (In Special Projects)

The second dynamic is that workers actively claim creative autonomy by taking the initiative
to share their new ideas for a story project with management. To actively claim it is stimu-
lating, as claiming something and succeeding in itis inherently empowering. Moreover, it is
also stimulating when one’s ideas are accepted by management. Both these elements can
boost a worker’s self-confidence and their perception of creative autonomy, which can
trigger the likelihood that (s)he will try this again. Successful “claimers” often fully
ascribe their success to their traits and talents, such as assertiveness or being a self-
starter. Not only do they perceive their success as a personal accomplishment, they also
consider this to be an individual responsibility, as a worker from the happy few explains:

There is room for new ideas, but you have to share them yourself as you are responsible for
experimenting with them. This is not necessarily being encouraged, but it's not stopped
either. There is room, but you will have to seize the opportunity yourself.

Next to the traits of being assertive and self-propelled, to successfully claim creative
autonomy one also has to “fight for” it and be able to oppose orders, another worker
from the happy few states:

Innovation is something in your head. And if you are creative and you can translate this into a
doable plan, | think a lot is possible.[...] | feel | have the time to research things well. A large
autonomy. [...] It is not self-evident, | fought for it. [...] This causes friction with the strategy of
[publisher]. [...] It is a conscious decision to shield myself from that strategy.

To “not be bothered by anyone” and to be exempted from routines or “chores”, is con-
sidered the ultimate form of creative autonomy. This carte blanche is perceived to be
granted by management to only some of the happy few, based on their priorly manifested
journalistic talent(s), such as: being an extraordinary intelligent or creative (investigative)
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reporter, writer, or analyst. What seems crucial is that “talent”, similar to “expertise”, needs
to be perceived as scarce to be rewarded this special status.

Interestingly, a lot of workers do not take advantage of the opportunity to actively
claim their creative autonomy for a project of their own, which requires upwardly
sharing their own ideas. They seem to shy away from this even when management
actively promotes that there are resources to fund such projects. The motives for such
behaviour are mixed. Being a shy or introvert worker, resulting in not daring to speak
to management, is only one. Some workers perceive themselves to not be in the “pos-
ition” to do so, which can indicate that actively claiming creative autonomy presupposes
a higher position. Others actually would like to claim their own project but state to not
find the time to organise things (“heavy workloads”). There are also workers who state
to feel a lack of enthusiasm and say they need encouragement from management first,
in order to feel motivated to claim their creative autonomy. Still others experience a
kind of resignation and, hence, of distance towards management, possibly due to pre-
vious not rewarded attempts. The successful “claimers” view the “non claimers” from
yet another perspective. A worker from the happy few states to be “fed up” with the atti-
tude of colleagues who “avoid” claiming their creative autonomy:

You cannot always hide behind the back of the editors in chief! You need to make a contri-
bution yourself. A lot of people don't do this. A lot of space to do something is consumed by
people’s grudges and frustration [...] Instead you can also consider: how can | change this
situation for the better?

Passively Assigning (In Daily Operations)

The third dynamic is that current management most of times passively assigns creative
autonomy to certain workers as well as to specific news desks on historical grounds.
These are journalists who were previously in a management position or who have other-
wise acquired a certain status across time (for instance the newsroom establishment). Such
an “inherited” creative autonomy from management’s predecessors also applies to certain
news desks. This “baked in” differentiation in certain news desks’ creative autonomy is
maintained most of times. The latter is argued to be strategically productive for the
“mix” of content of the newspaper and occurs particularly with those desks further
away from the “hard news”. While guarding this inheritance, the expectations among
the chiefs of these news desks are clear from the outset: they have a lot of creative auton-
omy, as one of them explains:

This newspaper has never hindered me [in my creative autonomyl. | hardly interfere with the
organisation, so | always have the idea [that it is a] very open and fast organisation. The
autonomy is huge: go take it.

Actively Assigning (In Special Projects)

The fourth dynamic is that management actively assigns creative autonomy by developing
a project and actively selects workers, either to lead it or participate in it. Selection
appears to trigger a mutual trust and loyalty between management and selectees,
which can result in reciprocal advantages. Communicating in close knit ties appears to
trigger in workers a sense of being seen. At the same time, selection provides manage-
ment with a ring of hand-picked entrusted workers. This can result in a mutually perceived
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“safe space” in which both “dance” with each other, each negotiating their own creative
autonomy.

A clear indication that editors in chief attempt to strategically take the lead in this
dance is that the managements of both newsrooms stated, using the exact same vocabu-
lary, that when they came into office “the first thing” they did was to “change all the
chiefs” by appointing new ones to “get a grip on the newsroom”. Strategic thought
can also drive management'’s initiatives for special projects: organisation related projects
are usually said to future proof the newsroom in some way. In the larger of the two news-
rooms such projects are also viewed by management as a “learning experience” for par-
ticipants. Moreover, such projects are sometimes initiated with a dual purpose: not only
with the intention to learn from them, but also to prevent inertia or discontent, by enga-
ging workers in a novel experience. When energies are low, a manager explains, projects
are used “to shake things up”:

Not having projects, not having a common goal, is a breeding ground for disintegration. This
is the case for all organisations. People get bored, look around, grumble. | actually mean this
in a positive way: projects have a necessity. [...] If you don't have a common goal [...] then |
notice here [...] that one [person] starts to grumble, and then there are more to come [...]

Management can also actively “assign” creative autonomy for projects to the entire news-
room. At the time of research in the larger of the two newsrooms there was the plan to
systematically win more journalism prizes. Every journalist had to come up with a story
project idea, which after approval, would be rewarded with resources to develop it.
When management did invite everyone to participate, in the larger newsroom the sugges-
tion of ideas “on demand” was seen as stifling creativity. Also, workers from the elites
viewed this as an order. Someone from the usual suspects stated that (s)he interpreted
this as a “disciplinary measure” against the newsroom, explaining how upsetting it was
when this occurred:

Because the editors in chief are behind it, it has a mortgage on it. Most good ideas cannot be
organised like that. [...] Organising [prize] worthy productions. It is disciplining the news-
room. [...] Then in fact you're saying: until now we have not been doing good enough in
that field, that should be improved.

Discussion and Conclusions

In this article, we have analysed how creative autonomy is perceived by news workers and
how it influences innovative behaviour—such as sharing creative or new ideas—in news-
rooms in transformation. We argue that creative autonomy is dual layered: a basic journal-
istic autonomy, which consists of job autonomy with a creativity limited to one’s daily
news stories, extended with a larger creativity beyond one’s daily news stories from
which the entire newsroom can benefit. Overall, we find that the organisational structures
crucially impact news workers’ perceptions of creative autonomy. These perceptions are
found to be multi-layered, unevenly experienced across the newsroom, and strongly
dependent on hierarchy. In particular, we find that the perception of creative autonomy
appears to be connected to the perception of being seen and acknowledged by news-
room leaders. We also find that these perceptions coincide with having close communi-
cative relations with newsroom leaders, experienced mainly by newsroom elite groups.
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The newsroom majority on the whole perceives a lack of direct contact with newsroom
leaders and, as a result, often does not feel that their communicative needs, nor their
need to be seen and acknowledged by newsroom leaders, are met.

Relating these findings to the context of an innovative learning culture or “ILC", the
broader lens for this study and a prerequisite for innovative behaviour, we conclude
three main things.

First, it is the perception of creative autonomy—which makes up a crucial part of ILC—
that enables innovative behaviour which can be beneficial for the entire newsroom. Jour-
nalistic autonomy is not enough to trigger innovative behaviour beyond one’s own news
stories. Although research outside journalism studies considers job autonomy (i.e., the
basis for journalistic autonomy) to be a key driver for innovative behaviour (Bysted and
Hansen 2015; De Jong and Den Hartog 2010; Sanz-Valle and Jiménez-Jiménez 2018;
Scott and Bruce 1994), this only partly holds true in the newsroom. As we find, some
news workers expand their creative scope beyond journalistic autonomy by claiming
their own (special, innovative) projects. Such projects, however, require the upwardly
sharing of new ideas. In order to do so, workers need to perceive a creative autonomy,
which is mainly experienced by elite groups. Still, we find journalistic autonomy is con-
ditional for journalists to perform in the newsroom: almost everyone states to experience
it. This default reaction seems to answer to an ideological (and perhaps psychological)
need of journalists: they find it hard to operate without feeling autonomous. This can
be explained by professional ideology which dictates operating independently from
the power influences from outside the newsroom and, ideally, also from those from
inside (Breed 1955; Ornebring and Karlsson 2022). Indeed, our study shows that journalists
try to protect their journalistic autonomy by executing mainly their own story ideas. Or by
having an expertise seen as scarce, which functions as a “natural” protector against inter-
ference from the hierarchy.

Second, the organisational structures, and the social dynamics they induce—touched
upon by Ekdale et al. (2015), Gade and Perry (2003), Malmelin and Virta (2016) who state
how crucial communication skills and processes are in the newsroom—notably impact
the perception of creative autonomy, and thus ILC. As is shown, creative autonomy is
pursued and obtained, related to social dynamics between management and the news-
room. These dynamics are clearly influenced by hierarchy. A distinction in working con-
texts can create a hierarchy of more or less exclusiveness (such as initiating special
projects for “special” people). The latter results in different social groups in various
working contexts enjoying dissimilar perceptions of creative autonomy. Furthermore,
some groups in the social hierarchy, such as the usual suspects or the happy few are
part of the newsroom elites which enjoy a larger perception of creative autonomy,
related to relatively closer communicative ties with management. The majority of
workers (i.e., the larger newsroom), however, hardly takes part in any project, which can
result in a relatively distant relationship with management. Due to this distance the
editors in chief and the larger newsroom often risk misunderstanding each other, which
does not stimulate perceptions of creative autonomy. These findings go beyond those
of Ekdale et al. (2015) and Hendrickx and Picone (2020) on newsroom leaders’ poor com-
munication skills in innovation only. We find that the perceived lack of direct communi-
cation structurally impacts the larger newsroom negatively in terms of their perception of
creative autonomy, as most workers already experience a hierarchical distance from their
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editors in chief. The close communicative ties management has with the elites, which
reinforce their perception of creative autonomy, are missed by the larger newsroom,
which undermine theirs.

Third, the findings show that the factors that facilitate ILC—such as open communi-
cation, serving leadership and shared goals—need improving if an overall ILC is to be per-
ceived. For example, future proofing the newsroom requires sufficient knowledge and
skills from management to organise simultaneous activities without missing out on
new ideas. This proves to be a work in progress. Not picking up on new ideas can lead
to missing out on innovation opportunities, as well as to disappointment among idea
sharing news workers, who may not share their new idea a next time around. Further-
more, management tends to lead and transform the newsroom in a somewhat under
the radar fashion in order to prevent discussions or protests in the newsroom, as these
may escalate. This conflict avoidance also appears to motivate editors in chief to commu-
nicate to workers that, when dealing with certain digital tasks, they should “sort things out
for themselves”. At the same time, however, workers like to know what is expected of
them.

All things considered, we argue that before workers can “sort out” how they can inno-
vate and deal with new digital routines, they need to know what the boundaries are,
either to stay within them or to go beyond. We call this the “autonomy paradox”. More
research is needed, but a perceived lack of “role clarity” (Frare and Beuren 2021) may
explain why a majority of news workers does not claim opportunities for creative auton-
omy at all. This strongly differs from Ryfe (2012), who argues that predominantly the
“habits” and “investments” in journalism practices limit newsroom innovation.

Workers often perceive that conflict avoidance has a higher management priority than
attention for their communicative needs, such as being informed on the newspaper’s
future strategy and, in essence, to be seen and appreciated. We find that this can under-
mine the perception of creative autonomy of the larger newsroom—sometimes desperate
for more communication—which can become a breeding ground for the discussions
management is trying to avoid. We call this the “strategy paradox”.

The autonomy and the strategy paradoxes are interrelated: when there is no direct top
down communication, there can be either inertia or turmoil. In order to enlarge the per-
ception of ILC of the majority of workers, editors in chief need to walk a complex thin line:
management is expected by the newsroom to communicate sufficiently, directly, and
just-in-time to answer worker's communicative needs, without being too top down.
This careful balance is difficult to navigate for the editors in chief.

As we conclude that the organisational structures, and in particular the hierarchy
within it, impacts the perception of creative autonomy, it follows that ILC is crucially
influenced by the newsroom’s organisational structures. We therefore argue that pro-
fessional culture may not be “the biggest stumbling block to change”, as Ryfe (2012,
25) and other scholars observe (Tameling 2015; Usher 2014), but that hierarchical struc-
tures, and the communicative needs that come with them, are.

To improve perceptions of creative autonomy across the newsroom, we argue that
creative autonomy should be shared more widely beyond the newsroom elites. This
study indicates that the barriers to achieve this can be lifted by being very aware how
hierarchy can impact perceptions of creative autonomy negatively, while bridging exist-
ing hierarchical gaps through direct communication between management and workers.
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This time investment, we argue, pays off in the long run, counterbalancing the short term
“efficiency creep” (Magnusson, Koutsikouri, and Pdivarinta 2020), or efficiency mindset,
newsrooms appear to be locked into. Investing in and focussing on social processes
around creative autonomy also enlarges the perception of ILC, and maximises the inno-
vative capacities, which ultimately are required to future proof the newsroom. As this
study is focussed on the perception of social processes that enable, and therefore
precede, creative and innovative ideas, more research is needed regarding the material
quality of these ideas, and how these are related to ILC.

Disclosure Statement

No potential conflict of interest was reported by the author(s).

ORCID

Ornella Porcu 2 http://orcid.org/0000-0001-6384-6095
Liesbeth Hermans (2 https://orcid.org/0000-0003-4986-9156
Marcel Broersma 2 http://orcid.org/0000-0002-7342-3472

References

Amabile, T. M., R. Conti, H. Coon, J. Lazenby, and M. Herron. 1996. “Assessing the Work Environment
for Creativity.” Academy of Management Journal 39 (5): 1154-1184. https://doi.org/10.2307/
256995.

Bergendahl, M., and M. Magnusson. 2015. “Creating Ideas for Innovation: Effects of Organizational
Distance on Knowledge Creation Processes.” Creativity and Innovation Management 24 (1): 87—
101. https://doi.org/10.1111/caim.12097.

Bird-Meyer, M., and S. Erdelez. 2021. “Newspaper Editors’ Interactions with Journalistic Serendipity.”
Creativity Research Journal 33 (4): 437-449. https://doi.org/10.1080/10400419.2021.1929682.
Bos-Nehles, A. C,, and A. A. Veenendaal. 2019. “Perceptions of HR Practices and Innovative Work
Behavior: The Moderating Effect of an Innovative Climate.” The International Journal of Human

Resource Management 30 (18): 2661-2683. https://doi.org/10.1080/09585192.2017.1380680.

Braun, V., and V. Clarke. 2006. “Using Thematic Analysis in Psychology.” Qualitative Research in
Psychology 3 (2): 77-101. https://doi.org/10.1191/1478088706qp0630a.

Breed, W. 1955. “Social Control in the Newsroom: A Functional Analysis.” Social Forces 33: 326-335.
https://doi.org/10.2307/2573002.

Bysted, R., and J. R. Hansen. 2015. “Comparing Public and Private Sector Employees’ Innovative
Behaviour: Understanding the Role of Job and Organizational Characteristics, Job Types, and
Subsectors.” Public Management Review 17 (5): 698-717. https://doi.org/10.1080/14719037.
2013.841977.

Creswell, J. W. 2014. Educational Research: Planning, Conducting and Evaluating Quantitative and
Qualitative Research. 4th ed. Harlow: Pearson Education Limited.

De Jong, J., and D. Den Hartog. 2010. “Measuring Innovative Work Behaviour.” Creativity and
Innovation Management 19 (1): 23-36. https://doi.org/10.1111/j.1467-8691.2010.00547 .x.

De Jong, J. P, S. K. Parker, S. Wennekers, and C. H. Wu. 2015. “Entrepreneurial Behavior in
Organizations: Does Job Design Matter?” Entrepreneurship Theory and Practice 39 (4): 981-995.
https://doi.org/10.1111/etap.12084.

Deuze, M. 2019. “On creativity.” Journalism 20 (1): 130-134. https://doi.org/10.1177/
1464884918807066.


http://orcid.org/0000-0001-6384-6095
https://orcid.org/0000-0003-4986-9156
http://orcid.org/0000-0002-7342-3472
https://doi.org/10.2307/256995
https://doi.org/10.2307/256995
https://doi.org/10.1111/caim.12097
https://doi.org/10.1080/10400419.2021.1929682
https://doi.org/10.1080/09585192.2017.1380680
https://doi.org/10.1191/1478088706qp063oa
https://doi.org/10.2307/2573002
https://doi.org/10.1080/14719037.2013.841977
https://doi.org/10.1080/14719037.2013.841977
https://doi.org/10.1111/j.1467-8691.2010.00547.x
https://doi.org/10.1111/etap.12084
https://doi.org/10.1177/1464884918807066
https://doi.org/10.1177/1464884918807066

18 0.PORCU ET AL.

Ekdale, B., J. B. Singer, M. Tully, and S. Harmsen. 2015. “Making Change: Diffusion of Technological,
Relational, and Cultural Innovation in the Newsroom.” Journalism & Mass Communication
Quarterly 92 (4): 938-958. https://doi.org/10.1177/1077699015596337.

Frare, A. B,, and I. M. Beuren. 2021. “Fostering Individual Creativity in Startups: Comprehensive
Performance Measurement Systems, Role Clarity and Strategic Flexibility.” European Business
Review 33 (6): 869-891. https://doi.org/10.1108/EBR-11-2020-0262.

Gade, P. J, and E. L. Perry. 2003. “Changing the Newsroom Culture: A Four-Year Case Study of
Organizational Development at the St. Louis Post-Dispatch.” Journalism & Mass Communication
Quarterly 80 (2): 327-347. https://doi.org/10.1177/107769900308000207.

Hackman, J. R., and G. R. Oldham. 1976. “Motivation Through the Design of Work: Test of a Theory.”
Organizational Behavior and Human Performance 16 (2): 250-279. https://doi.org/10.1016/0030-
5073(76)90016-7.

Hendrickx, J., and I. Picone. 2020. “Innovation Beyond the Buzzwords: The Rocky Road Towards a
Digital First-Based Newsroom.” Journalism Studies 21 (14): 2025-2041. https://doi.org/10.1080/
1461670X.2020.1809494.

Janssen, O. 2000. “Job Demands, Perceptions of Effort-Reward Fairness and Innovative Work
Behaviour.” Journal of Occupational and Organizational Psychology 73: 287-302. https://doi.org/
10.1348/096317900167038.

Koivula, M., S. M. Laaksonen, and M. Villi. 2022. “Practical, not Radical: Examining Innovative Learning
Culture in a Public Service Media Organization.” Journalism Studies 23 (9): 1018-1036. https://doi.
org/10.1080/1461670X.2022.2065339.

Koivula, M., T. Saari, and M. Villi. 2023. “I Love Learning new Things” An Institutional Logics
Perspective on Learning in Professional Journalism.” Journalism, 14648849231167786.

Lowrey, W. 2002. “Word People vs. Picture People: Normative Differences and Strategies for Control
Over Work among Newsroom Subgroups.” Mass Communication and Society 5 (4): 411-432.
https://doi.org/10.1207/515327825MCS0504_03.

Magnusson, J., D. Koutsikouri, and T. Pdivdrinta. 2020. “Efficiency Creep and Shadow Innovation:
Enacting Ambidextrous IT Governance in the Public Sector.” European Journal of Information
Systems 29 (4): 329-349. https://doi.org/10.1080/0960085X.2020.1740617.

Malmelin, N., and S. Virta. 2016. “Managing Creativity in Change. Motivations and Constraints of
Creative Work in a Media Organisation.” Journalism Practice 10 (8): 1041-1054. https://doi.org/
10.1080/17512786.2015.1074864.

Malmelin, N. and S. Virta. 2017. “Managing for Serendipity: Exploring the Organizational
Prerequisites for Emergent Creativity.” International Journal on Media Management 19 (3): 222—
239. https://doi.org/10.1080/14241277.2017.1308947.

Malmelin, N., and S. Virta. 2019. “Seizing the Serendipitous Moments: Coincidental Creative
Processes in Media Work.” Journalism 20 (11): 1513-1529. https://doi.org/10.1177/
1464884917707121.

Miller, L, and A. F. Miller. 2020. “Innovative Work Behavior through High-quality Leadership.”
International Journal of Innovation Science 12 (2): 219-236. https://doi.org/10.1108/1JIS-04-2019-
0042.

Nylund, M. 2013. “Toward Creativity Management: Idea Generation and Newsroom Meetings.”
International Journal on Media Management 15 (4): 197-210. https://doi.org/10.1080/14241277.
2013.773332.

Ornebring, H., and M. Karlsson. 2022. Journalistic Autonomy: The Genealogy of a Concept. Columbia:
University of Missouri Press.

Ornebring, H., J. Lindell, C. Clerwall, and M. Karlsson. 2016. “Dimensions of Journalistic Workplace
Autonomy: A Five-Nation Comparison.” Javnost — The Public 23 (3): 307-326. https://doi.org/10.
1080/13183222.2016.1215833.

Paulussen, S. 2016. “Innovation in the Newsroom.” In The Sage Handbook of Digital Journalism,
edited by T. Witschge, C. W. Anderson, D. Domingo, and A. Hermida, 192-206. London: Sage.
Porcu, O. 2020. “Exploring Innovative Learning Culture in the Newsroom.” Journalism 21: 1556-1572.

doi:https://doi.org/10.11771464884917724596.


https://doi.org/10.1177/1077699015596337
https://doi.org/10.1108/EBR-11-2020-0262
https://doi.org/10.1177/107769900308000207
https://doi.org/10.1016/0030-5073(76)90016-7
https://doi.org/10.1016/0030-5073(76)90016-7
https://doi.org/10.1080/1461670X.2020.1809494
https://doi.org/10.1080/1461670X.2020.1809494
https://doi.org/10.1348/096317900167038
https://doi.org/10.1348/096317900167038
https://doi.org/10.1080/1461670X.2022.2065339
https://doi.org/10.1080/1461670X.2022.2065339
https://doi.org/10.1207/S15327825MCS0504_03
https://doi.org/10.1080/0960085X.2020.1740617
https://doi.org/10.1080/17512786.2015.1074864
https://doi.org/10.1080/17512786.2015.1074864
https://doi.org/10.1080/14241277.2017.1308947
https://doi.org/10.1177/1464884917707121
https://doi.org/10.1177/1464884917707121
https://doi.org/10.1108/IJIS-04-2019-0042
https://doi.org/10.1108/IJIS-04-2019-0042
https://doi.org/10.1080/14241277.2013.773332
https://doi.org/10.1080/14241277.2013.773332
https://doi.org/10.1080/13183222.2016.1215833
https://doi.org/10.1080/13183222.2016.1215833
https://doi.org/10.1177/1464884917724596

JOURNALISM PRACTICE (&) 19

Porcu, O., L. Hermans, and M. Broersma. 2020. “Unlocking the Newsroom: Measuring Journalists’
Perceptions of Innovative Learning Culture.” Journalism Studies 21 (10): 1420-1438. https://doi.
org/10.1080/1461670X.2020.1758956.

Porcu, O., L. Hermans, and M. Broersma. 2022. “Trust and Fear in the Newsroom: How Emotions Drive
the Exchange of Innovative Ideas.” Journalism Studies 23 (9): 999-1017. https://doi.org/10.1080/
1461670X.2022.2061577.

Posetti, J. 2018. Time to Step Away from the ‘Bright, Shiny Things’? Towards a Sustainable Model of
Journalism Innovation in an Era of Perpetual Change. Oxford: The Reuters Institute For the
Study of Journalism.

Reich, Z., and T. Hanitzsch. 2013. “Determinants of Journalists’ Professional Autonomy: Individual
and National Level Factors Matter More than Organizational Ones.” Mass Communication and
Society 16 (1): 133-156. https://doi.org/10.1080/15205436.2012.669002.

Ryfe, D. M. 2012. Can Journalism Survive?: An Inside Look at American Newsrooms. Cambridge: Polity
Press.

Sanz-Valle, R, and D. Jiménez-Jiménez. 2018. “"HRM and Product Innovation: Does Innovative Work
Behaviour Mediate That Relationship?” Management Decision 56 (6): 1417-1429. https://doi.org/
10.1108/MD-04-2017-0404.

Saragih, S. 2011. “The Effects of Job Autonomy on Work Outcomes: Self Efficacy as an Intervening
Variable.” International Research Journal of Business Studies 4 (3): 203-215. https://doi.org/10.
21632/irjbs.4.3.203-215.

Schmitz Weiss, A., and D. Domingo. 2010. “Innovation Processes in Online Newsrooms as Actor-
Networks and Communities of Practice.” New Media & Society 12 (7): 1156-1171. https://doi.
org/10.1177/1461444809360400.

Scott, S. G., and R. A. Bruce. 1994. “Determinants of Innovative Behavior: A Path Model of Individual
Innovation in the Workplace.” Academy of Management Journal 37 (3): 580-607. https://doi.org/
10.2307/256701.

Sjevaag, H. 2013. “Journalistic Autonomy: Between Structure, Agency and Institution.” Nordicom
Review 34 (s1): 155-166. https://doi.org/10.2478/nor-2013-0111.

Stonbely, S. 2015. “The Social and Intellectual Contexts of the U.S. “Newsroom Studies,” and the
Media Sociology of Today.” Journalism Studies 16 (2): 259-274. https://doi.org/10.1080/
1461670X.2013.859865.

Tameling, K. 2015. En wat doen we online?: crossmediale dilemma’s op de Nederlandse nieuwsredactie.
Amsterdam: Boom Lemma.

Usher, N. 2014. Making News at the New York Times. Ann Arbor, Ml: New Media World.

Van den Ende, J., L. Frederiksen, and A. Prencipe. 2015. “The Front End of Innovation: Organizing
Search for Ideas.” Journal of Product Innovation Management 32 (4): 482-487. https://doi.org/
10.1111/jpim.12213.


https://doi.org/10.1080/1461670X.2020.1758956
https://doi.org/10.1080/1461670X.2020.1758956
https://doi.org/10.1080/1461670X.2022.2061577
https://doi.org/10.1080/1461670X.2022.2061577
https://doi.org/10.1080/15205436.2012.669002
https://doi.org/10.1108/MD-04-2017-0404
https://doi.org/10.1108/MD-04-2017-0404
https://doi.org/10.21632/irjbs.4.3.203-215
https://doi.org/10.21632/irjbs.4.3.203-215
https://doi.org/10.1177/1461444809360400
https://doi.org/10.1177/1461444809360400
https://doi.org/10.2307/256701
https://doi.org/10.2307/256701
https://doi.org/10.2478/nor-2013-0111
https://doi.org/10.1080/1461670X.2013.859865
https://doi.org/10.1080/1461670X.2013.859865
https://doi.org/10.1111/jpim.12213
https://doi.org/10.1111/jpim.12213

20 0.PORCU ET AL.

Appendix

Table A1. Social hierarchy in the newsroom: five relevant social groups.

Social status
(from high to

low) Social sub-group Definition group participants
Newsroom Newsroom Individuals with a contract in an established position, rooted in experience.
elites establishment Sometimes ex-management, but not always. Hold a writing position.

Usual suspects

Happy few
Larger Silent majority
newsroom
Flex people

Viewed by others as “untouchable” and independent from management.
Individuals with a contract targeted by editors in chief to participate in special
projects and receive special attention. Hold a writing position. Viewed by

others as privileged by, as well as close to, management.

Individuals with a contract who share creative or new ideas with editors in
chief on their own initiative and have their support. Hold, mostly, a writing
position. Viewed by others as privileged by, as well as close to,
management.

Individuals with a contract, part of the majority of the newsroom. Hold a
writing, editing (word people) or image (picture people) job. Viewed by
others as neutral in privileges and closeness to management.

Individuals with a flexible contract and at the bottom of the hierarchy. Work in
shifts in text/image editing, online/multi-media and writing positions.
Viewed by others as the non-privileged and distant from management.

Source: Adopted from Porcu, Hermans, and Broersma (2022).
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