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© A TURNAROUND STORY: HOW CREATIVE
PROBLEM SOLVING AND CREATIVE
LEADERSHIP REVIVED A THEATER COMPANY

Challenge

In 1972, two college theater instructors, with passion for inspiring
youth, founded Theatre of Youth (TOY) in Buffalo, New York. Their
mission was to create a company dedicated to meaningful theater
experiences for young people. TOY filled a need in the Buffalo com-
munity. Within 4 years, international guest directors, funding from a
variety of sources, and a reputation for producing quality professional
theater combined to make TOY a significant arts organization. In 1976,
TOY received the national Zeta Phi Eta-Winifred Outstanding
Children’s Theatre Award.

By 1992, however, the theater was in trouble for a variety of rea-
sons. TOY had begun producing plays for adult audiences and fewer
productions for children (a project that eventually took over the com-
pany’s resources and creative energies). A cycle of public funding cuts
had begun. The company’s artistic director abruptly resigned. The
remaining staff was left to face growing financial obligations. TOY was
disconnected from its true audience, and the public perception was
that the company had compromised its artistic identity. It was failing
fast. With only a few weeks before the beginning of the next theater
season, TOY was without an artistic director and a season of plays. The
organization was in crisis. Would TOY close or find a way to rebuild?

Using Creative Problem Solving to
Get Theatre of Youth Back on Track

Meg Quinn had been a founding member of TOY and had returned to
the organization for a few years as marketing director. However, by
1992, she had left the theater again to complete work on a master’s
degree in creativity. As the crisis unfolded, Meg offered to assist the
company as a CPS facilitator.

The situation was complex. The fundamental questions were
whether the company could be saved and rebuilt and who would be
willing to make the commitment? Quinn suggested that CPS was a
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productive way of understanding and exploring the situation. The
board of directors, managing director, and staff were very supportive
of a CPS initiative to analyze the company’s challenges, opportunities,
strengths, and weaknesses.

Quinn involved two other facilitators from her class, and they
planned a series of three CPS sessions. The resource group involved
TOY staff, community members, board members, and other people
familiar with TOY (including the media).

The first session concentrated on the Clarification Stage of CPS.
The group identified organizational strengths, weakness, and key chal-
lenges. Community members were asked to describe their past and
present perceptions of TOY. The theater’s founding mission and pro-
duction history were reviewed. Opportunities and resources were
listed. Energy and optimism were high after the first CPS session.
Quinn noted, “Using the CPS process gave people a sense that we
weren't just spinning around in a storm. It was possible to get control
of the situation.”

Over the course of the three CPS sessions, it was clear that,
although the organization had drifted away from its original purpose,
the staff and the community believed in the value of a children’s the-
ater. Ultimately, there was a strong consensus that the theater should
reorganize and create an action plan for the future. The board of direc-
tors would focus on taking a stronger decision-making role.

Therefore, the last formal CPS session shifted to idea generation
and action planning. Brainstorming and other idea generation tech-
niques where used to explore solutions to a variety of challenges.
According to Quinn, “CPS clarified how we were going to handle a
complex task. We were able to use CPS to take hold of our problems,
sort them out, and deal with them head-on in a constructive way.”
Because the CPS sessions were highly interactive and required every-
one’s input, there was a sense of ownership and accountability.
Participants became vested in the change ahead and rallied around the
refocused mission. The CPS sessions demonstrated to funders and the
public that TOY was serious about getting back on track. CPS provided
the road map that guided action steps.

Creative Leadership Promotes a Creative
Culture that Leads to Ongoing Success

The CPS sessions carried out by Quinn built confidence, support, and
significant momentum, but this was only the beginning of the story.
Shortly after the conclusion of these sessions, Meg was asked to take on




image9.jpg
Case Studies

311

the role of artistic director. A business plan was in place, but the com-
pany needed an artistic vision.

The CPS sessions helped get TOY back on course, but it has been
Quinn’s ability to embody the principles of creativity in her leadership
style as artistic director that transformed the culture at TOY. As a con-
sequence, over the past 14 years, TOY has achieved new heights artis-
tically, culturally, and financially. When asked why TOY has been so
successful, Quinn is quick to respond, “Because of the people who
work there.” Collaboration and teamwork are highly valued at TOY.
People help and support one another. You won’t hear people at TOY
say, “That’s not my job.” People are comfortable giving ideas and tak-
ing risks. They have learned that trusting each other, trying many
ideas, and building on ideas is essential to ongoing success. Members
of this organization constantly challenge accepted practice, searching
for innovative ways of carrying out business both in terms of play
production and operations. According to Production Manager Chester
Popiolkowski, “People from other theater groups marvel at what we
accomplish considering the financial resources we have.” Through the
years, the culture of TOY has come to embody the principles of cre-
ativity and CPS. Creativity principles have become so well entrenched
that staff have developed hand signals to communicate things like
“this is just an off-the-top-of-my-head idea, so defer judgment” or “fol-
low my thinking over here for a moment!” Problem solving can be a
robust activity at TOY, so the nonverbal signals help everyone to keep
track of active conversations.

The development of a creative culture is no accident. Quinn’s abil-
ity to explicitly employ creativity principles and procedures on a regu-
lar basis has been infectious. Quinn values other people’s ideas and
input. She uses a facilitative style of leadership, embraces individual
styles, and models creative behavior. These four intertwining leader-
ship characteristics positively impact the organization artistically and
administratively. As Ken Shaw, head of design at TOY, observed, “Meg
is a strong facilitator who doesn’t shut off ideas until they have a
chance to be explored. This is one reason why she is a creative leader.”
When she assumed the role of artistic director of TOY, instead of taking
the challenge head-on solo, she saw the value of many minds working
together. She chose to use a process that tapped into people’s imagina-
tions and involved them in the decision-making process. These early
actions set the stage for a culture of creativity to bloom.

Quinn directs most of the plays that TOY produces. Her knowledge
of creativity has had an impact on how she directs. “I think that T am
able to get stronger performances from actors because I can recognize
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individual creative styles. I can better understand how each actor
needs to work through the rehearsal process.” As a director, she guides
a play toward a definite interpretation and vision. But, at TOY, time is
allowed for playing with ideas and risk taking. For instance, in
“Alexander and the Terrible, Horrible, No Good, Very Bad Day,” there
was a scene where a large copy machine broke down and rapidly
ejected volumes of paper. Quinn decided to build the machine by
having everyone physically enact all of the moving parts. Chester
Popiolkowski composed a sound track of electronic music that
sounded like a machine that was working well at first but eventually
overheated and exploded with paper. Quinn and the cast discussed the
movable parts of a copy machine. Then, the cast began improvising
a moving copier machine along to the recorded sound track. The
rehearsal became a physical Brainstorming session. One idea built on
another idea until the machine became an innovative interpretation of
the script. Allowing each actor to contribute to staging the copier made
the outcome far more energized and interesting than if it had been pre-
conceived and directed into place.

Whether Quinn is directing a play or working on an everyday chal-
lenge, she keeps tuned into the creative needs of the organization and
its employees. She notes that actors are inspired by the creative climate
at TOY and the opportunity to explore scripts in new ways.

Quinn’s ability to lead creatively shows in the strong working rela-
tionships among the employees. Personal styles are embraced at TOY.
People have gained an understanding of why people do what they do
and how to best utilize each other’s talents and habits. To leverage style
differences even more, she had her entire team take FourSight, (see
Chapter 13).

FourSight results showed how every member of the team was a
unique part of a balance of skills and competencies. The TOY team
works because the range of individual preferences and strengths com-
pliment and support the whole group. The information gathered
through this instrument helped individuals to strengthen their own
problem-solving abilities and to recognize in what ways the diversity
of preferences influenced communication and interpersonal relation-
ships. As Quinn observed, “Theoretical and practical knowledge of dif-
ferent creativity styles saves wear and tear on relationships and helps
to get the job done.”

Operating a not-for-profit theater requires inventive approaches to
problem solving on many levels. Deliberate creativity was essential in
helping TOY to rediscover its mission, rebuild its reputation, and
reinvent its business operation. Quinn’s style of leadership, along with
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the creative imagination of a talented staff, resulted in new successes for
TOY and the establishment of a secure theater dedicated to children.

Results: What Does It All Mean?

Now located in Buffalo’s historic, $3.5-million, renovated Allendale
Theatre, TOY is a viable theater business. Since December 1999, TOY
has produced 34 shows, employed 300 actors, and welcomed over
300,000 children and adults to its performances. TOY has also carried
on truly paradigm-breaking work, such as their recent venture with a
major pharmaceutical company to develop and perform a play to help
Buffalo public school children become more aware of the signs of
stroke. TOY receives many letters from students, foundation and cor-
porate support is growing, and employees are delighted to be part of
the organization.

The turnaround is even more impressive on the financial side.
Earned income accounts for 75% of TOY’s operating budget. This is a
complete turnaround from 15 years ago when less than 60% of total
operating income was earned. Corporate sponsors, such as Rite Aid,
Wendy'’s, BlueCross BlueShield of Western New York, and Fisher-Price,
help to make up the other portion of operating income.

What really drove this great turnaround story? Director Quinn
firmly believes it stems from respecting the creative potential of each
person and creating an environment where people are proud and
happy to do their best work.
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CREATIVE CLIMATE

© WORK ENVIRONMENT ALLOWS
IDEO TO DELIVER PROMISE OF INNOVATION

The Challenge

Pepsi, Nike, Prada, and other outstanding companies knock on your
door when they are in need of an innovative product. Apple calls on
you when they are stuck on a challenge and need a breakthrough. Your
services promise the creation of breakthrough solutions, and your entire
existence as a company rests on your ability to deliver innovation on
demand. Are you up for the challenge, and what will it take to succeed?

The Company

Who could meet the challenges above, and how do they do it? IDEO,
the now-famous design firm headquartered in Palo Alto, CA, has cre-
ated innovative products and solutions for over 20 years. Because he
disliked corporate rules and was motivated to create a company that
was fun to work for, David Kelly started what is now IDEO in 1978
under the name David Kelley Design. In 1991, Kelley’s company was
renamed IDEO, with a focus on industrial design. Today, IDEO helps
companies design innovative products, services, and processes,
employing approximately 350 people worldwide.

Since ABC’s Nightline news show reported on IDEQO’s innovation
process firsthand, the world has become familiar with their impressive
achievements. Fortune magazine described their visit to IDEO as “a day
at Innovation U.” The Wall Street Journal called IDEO “imagination’s play-
ground.” There is consensus in the business and organizational world
that IDEO is a leader in the area of innovation. What is that enables them
to consistently produce innovative solutions? Do they have more creative
talent? Is it a charismatic leader? Do they have a secret formula?

Cultivating Creative Consistency

If you take a close look at IDEO and examine how they have consis-
tently produced well-known innovations, such as Crest’s Neat Squeeze
stand-up toothpaste tube, you won't find any magic bullet. What you
will find is a combination of effective leadership behaviors, creative
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work environment practices, and a variety of processes that work syn-
ergistically together to produce a culture that exemplifies creativity.

Leadership

One of the first clients Kelley worked for was Steve Jobs of Apple. The
lessons he learned from this experience were more valuable than the
paycheck he earned. He was inspired by Apple’s dynamic culture, and
the atmosphere there reinforced his belief that having fun while work-
ing could be productive.

Although founder David Kelley is no longer involved with the
day-to-day operations at IDEO, his early actions set the tone for cre-
ativity to flourish. As the founder and early leader, Kelley frowned on
rules. He participated in pranks and other fun antics, all of which
made it clear that, in his shop, it was OK to be playful. Kelley’s
actions influenced the way new and up-and-coming leaders of IDEO
would behave.

Leaders at IDEO have worked hard to eliminate the us-versus-
them mentality. Traditional indicators of hierarchy, such as plush
corner offices and titles, are missing. Employee performance is
more important than seniority, and the behavior of IDEO leader-
ship consistently demonstrates that flexibility is in and rigid rules
are out.

Leaders understand that risk taking is essential and mistakes will
occur. An example of how risk taking is encouraged and practiced is
through in-house design challenges. Unlike a design challenge for pay-
ing customers, these in-house challenges typically have an open time-
line and very few criteria. For example, a challenge was held to see
who could design the best solution to a sun glare problem created by
the office skylights. A simple and artistic solution, using umbrellas
dangling upside-down, won the people’s choice award.

Whether it's modeling the way, helping design the work space or
supporting creative processes, IDEO leaders keep a focus on inspiring
employee imagination and innovation.

Work Environment

Because it understands the value of employees, IDEO pays a great deal
of attention to the work environment, both physical and psychological
(emotional). Nothing is out of bounds if it is for a good cause. One
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employee built a pulley system to suspend his bike in the air over his
work space to get it out of the way. It turned out to be such a hit that
others followed his lead.

Physically speaking, IDEO’s offices look and feel like a cross
between a college dorm, a day care playroom, and an art studio. Work
areas are clustered together in different locations. Mind maps and flip
chart paper fill up walls. Old and new prototypes lie around or hang
from the ceiling, providing fuel for new innovations. Magazines and
unique gadgets are also in abundance throughout the work space, pro-
viding even more fuel for ideas.

There is some method to their madness. IDEO has learned that having
the right size work space makes a difference. Too much work space
decreases energy and slightly tight space generates energy. There are
opportunities for spontaneous interactions among people. A studio system,
similar to a movie studio, helps keep work groups small and flexible as the
company grows. These studios are designed like little neighborhoods, hav-
ing common areas where people can collaborate and private areas for solo
time. They even have their own distinct personalities. Work spaces are
modular and moveable to accommodate changing projects, new teams, or
any crazy needs that arise. Most importantly, employees have the freedom
to customize their personal areas beyond the simple family pictures.

When it comes to the human psyche, the environment at IDEO
doesn’t miss a beat. Their leadership practices reflect an environment
where workers are energized, ideas flow, confidence is high, and imag-
ination is plentiful. Some of these practices include allowing employ-
ees to select projects of most interest to them; bringing guest speakers
in on a regular basis; providing generous amounts of food and drink
for employees; and putting on interesting end-of-year work parties.
There are fun project trips and spontaneous excursions to the movies.
According to Scott Underwood of TDEO, such practices keep employ-
ees sharp and the environment buzzing with energy.

Another very important aspect of IDEO’s creative work environ-
ment is the presence of teams. According to Tom Kelley, “Teams are the
heart of the IDEO method.” With a strong belief against the lone inven-
tor, IDEO establishes teams for all types of tasks and projects. By lever-
aging diverse knowledge bases, personalities, and experiences, IDEO
teams generate countless breakthroughs. Teams provide continuous,
open exchange of information and ideas. In many cases, employees
work on multiple project teams at one time, which helps promote
crossbreeding of ideas. It is also very common and welcome for people
outside a project team to spontaneously drop by and offer ideas during
a Brainstorming session.
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Are Ekvall’s 10 Dimensions of a Creative Climate Present at IDEQ?
At IDEO:

M Challenge & Involvement:

® Brainstorming and other practices encourage all to participate
o Reputation & setting big goals challenges IDEOers
e Fun design challenges given by leadership

Freedom:

o Freedom to customize work space with more than just pictures
e Freedom to select projects of most interest

o Freedom to have some downtime at work when needed

M Idea Time:

e Brainstorming is considered almost a religion
o Movies and other types of excursions take place

o Work space promotes spontaneous conversations

M Idea Support:

o Constant encouragement /coaching by leadership
o Easy to get supplies for ideas/concepts

o Off-project ideas supported

Trust & Openness:
e Lack of rules and procedures
e Peer evaluations a common practice

® Team members interview and help make hiring decisions

M Playfulness & Humor:

e Practical jokes are common at IDEO
e Project teams often give out fun awards

 |DEQers are given the permission to play

(Continued)
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(Continued)

Debates (Viewpoints and ideas are appropriately challenged.):

® The evaluate & refine step of IDEO’s innovation process provides time for
discussion of different viewpoints.

M Low Contflict (little or no presence of interpersonal tension):

o Strong efforts are made to blur the lines between management and
workers.

e Intensive interviewing occurs to find employees that best fit IDEO's culture.
M Risk Taking:
o “Fail often to succeed sooner” motto promoted by leadership

® New things consistently tried knowing some failures will occur

M Dynamism:
e Past project prototypes appear throughout the organization
o Flexible work spaces changing continuously with projects

o Regular guest speaker events

Source: Creative climate dimensions based on Ekvall (1996).

Processes

Over the last 20 years, IDEO has developed a five-step new product
development process that harnesses the collective imagination of
project teams. Not only is the process repeatable, it also compliments
and strengthens their culture. The five-step process used during most
new product development projects consists of understand, observe,
visualize, evaluate and refine, and implement.

o Understand. When taking on a project, IDEO employees try to
understand all of its aspects. This may include things such as the
market, the client, and any possible constraints.
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e Observe. IDEO invests much time and energy into understanding
consumer needs and wants. Conducting real-world observations
provides a great deal more insight beyond the typical interview
process. For example, observing mountain bikers in action
inspired a water bottle that keeps mud out of a rider’s mouth.

e Visualize. This step is the most Brainstorming intensive. It
includes the generation of many ideas or concepts, some rough
prototyping, and in some cases, even storyboard-illustrated
scenarios.

o Evaluate and Refine. Supporting one of their company’s motto,
“Fail often to succeed sooner,” this step is essential for developing
well thought-out innovations. Clients, consumers, and other
IDEQers evaluate and refine some of the key prototyped concepts.

o Implement. Moving ideas from concept to commercialization is
typically the longest step in the process. Implementation is one
of the most rewarding steps for IDEO employees because it val-
idates the whole process of making ideas into a reality and
developing innovations.

Brainstorming is a miniprocess with a significant influence on the
IDEO culture. According to General Manager Tom Kelley, Brainstorming
is a crucial activity at IDEO. Although Brainstorming sessions are loose,
freewheeling thinking sessions at IDEO, they are also taken seriously.
Rules are not just posted on the walls; they are painted on in big letters.
Leaders sometimes join in and always support the Brainstorming ses-
sions with all types of resources. Because Brainstorming is viewed as a
skill, everyone works to continuously improve how well they do it.

Although Brainstorming is most evident in the visualize step of
the IDEO innovation process, it has a ripple effect throughout the
company. [t encourages people to collaborate and share ideas even out-
side of sessions. Productive Brainstorming sessions fire up teams with
confidence, optimism, and energy, making it one of the engines behind
IDEQO’s culture.

What Are the Results?

With thousands of successful products over a 20-year history, it is easy
to find examples of innovation. Although there is not a single factor
that causes this innovation, it is clear that the blending of leadership
that actively facilitates creative thinking, a work environment that
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supports employee imagination, and a product development process
that is repeatable do much to ensure ongoing innovation.

How successful has IDEO been? Since the beginning, it has never
had an unprofitable quarter. Potential clients are continuously knock-
ing on their door, and many are turned away for lack of time. The
turnover ratio for key employees is less than 5%. IDEO has played key
roles in the creation of many well-known innovations, including the
first consumer computer mouse, the Aerobe football, and the Palm V.
Their products, such as the Forerunner portable heart defibrillator,
have also saved lives.

As IDEO continues to be recognized for its accomplishments, win-
ning awards, gracing the cover of popular magazines, and of course,
being featured on prime-time television, its reputation and creative
legacy grow. The creative climate and commensurate culture are pow-
erful examples of the bottom-line effectiveness of how creativity and
leadership work together.

Sources
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Becoming a Creative Change Leader

© MANIFESTING A VISION: HOW ONE PERSON BECAME
A CREATIVE CHANGE LEADER IN HER ORGANIZATION

Challenge

How do you create a full-time position for yourself focused on innova-
tion with a successful international company? To make the challenge
even more difficult, you're currently not on the management fast track,
there is a hiring freeze, and most people in your organization don’t
know you exist. Can it be done?

One person has shown us how she went from relative obscurity to
prominent player in her organization’s quest for continuous innovation
with the help of CPS. This case will chronicle how Shari Rife found her
vision, laid the groundwork for her new position, and followed through
in a way that positively impacted the company and validated her role.

Initial Exposure to Creativity:
Developing a New Career Vision

With an undergraduate degree in business, 15 years of experience as an
administrative support person in the IT division of her company, and
3 years’ experience in customer service and logistics, Shari Rife’s career
was alive but moving slowly. Though she consistently worked hard
and pursued opportunities, she lacked a vision for her career.

Shari works for Rich Products Corporation, headquartered in
Buffalo, New York. Rich’s was founded in 1945 and is known around
the world as an innovative company. They are the founders of the
nondairy segment of the frozen food industry and a leading supplier
and solutions provider to the food service, in-store, and retail market-
place. Rich Products has grown from a niche maker of soy-based
whipped toppings and frozen desserts to a major U.S. frozen foods

303
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manufacturer. Since the 1960s, the company has developed products
such as Coffee Rich (nondairy coffee creamer) and has expanded to
include frozen bakery and pizza doughs and ingredients for the food
service and in-store bakery markets, plus RICH-SEAPAK (seafood) and
Byron's (barbecue). Overall, Rich Products markets more than 2,000
products in about 75 countries.

Approximately 18 years and 2 positions into her career at Rich’s, Rife
received a surprising invitation to interview for participation in an inten-
sive company-sponsored training program. The training focused on the
CPS process. Rife knew nothing about CPS, but she was willing to learn.
Of the 50 people who interviewed, Shari was 1 of the 15 selected to attend.

Aftter 15 years of using outside creativity consultants to boost per-
formance and innovation, Rich’s was sold on the value and principles of
CPS. The CPS training program was designed to complement the exter-
nal consultants with internal consultants skilled in CPS, thus building an
internal base of expertise in creativity. To ensure employee follow-
through, all participants attending the training were required to make a
2-year commitment not only to learn but also apply their CPS skills
throughout the company. Specifically, this multinational company stipu-
lated that employees involved in the CPS training would need to devote
25% of their time in applying what they learned to real business issues.

The training program began with a full week of intense CPS instruc-
tion, followed by a second week of CPS facilitation skills training. Once
the classroom training was complete, each participant was required to
facilitate a set number of problem-solving sessions with coaching sup-
port. Monthly lunch and learn sessions took place over the first year to
hone the participants” skills, and a call center was created to market and
coordinate the utilization of the newly trained CPS facilitators.

Rife was very much taken by the training program. Struck by the
usefulness of the CPS process, Shari gained self-confidence and the
desire to apply the skills and principles on a much broader scale within
the company. “At that point, I knew what I wanted to do with my
career,” said Rife. She had found her vision and was now on a mission
to make it a reality.

Laying the Groundwork for a Full-Time CPS Position

Rife was aggressive during her 2-year commitment to apply CPS within
Rich’s. Anytime a need arose, she would make herself available. She took
every opportunity to apply her new CPS skills while maintaining her
other responsibilities. “T went from not being able to speak in front ofa
group to being in front of the room guiding teams through various
problem-solving sessions,” said Rife. These CPS experiences allowed her
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to begin internalizing the process and recognize how the principles and
tools could be applied to a multitude of business problems. It became
clear to Shari that her role could be much bigger within the company.

About a year into her CPS training program, Rife discovered and
pursued a graduate degree, specializing in the CPS process and cre-
ativity. Not only did this move demonstrate her commitment, it also
helped facilitate the transition to her new career. During one class
assignment, she was asked to state a goal and develop it using the con-
vergent tool PPC® (see Chapter 10). While Rife was clear about her
vision—to become a full-time CPS facilitator in her company—she was
uncertain as to how to make this a reality.

Her class assignment forced her to articulate and strengthen her
career vision. More specifically, she listed pluses, potentials, and concerns
of creating a full-time CPS and innovation specialist position in Rich'’s.
She then generated ideas for overcoming the identified concerns, such as
“how to prove this is impacting the bottom line.” The end result of Rife’s
assignment was a recommendation for management outlining why they
should hire her full-time to lead the CPS and innovation initiative. The
accompanying box highlights excerpts from her PPC work. Management
reviewed Rife’s recommendation and approved the new position based
on the fact that they had experienced the value of CPS, had seen Rife in
action, and were inspired by her commitment and vision,

Follow-Through: Personal Growth
and Impact Within the Organization

With her self-created position, Manager of Creative Process and
Facilitation, Rife was given the freedom to define her duties and respon-
sibilities. She described her role as an internal consultant and facilitator
focused on bringing creativity, open-minded thinking, and planning to
everyday meetings and processes. She was focused on encouraging all
associates to display the principles of CPS every day in every way. Now,
it was her time to prove herself and stimulate innovation.

During the early stages of her new role, most of Shari’s time was
spent providing CPS facilitation sessions. She would help groups
have more productive problem-solving sessions and meetings. As her
experience and reputation grew, she began receiving more requests from
groups throughout her organization and discovered new areas in which
she might apply her facilitation skills. Upper management also began ask-
ing Rife to work alongside outside consultants to learn other processes,
such as strategic planning, and to be sure there was an effective interface
between established internal processes, such as CPS, and new processes.
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PPCP Section of Recommendation

uses (likes)

Focused attention

Increased usage of CPS

Consistency in the process

Services offered to customers that no
other manufacturer provides

Project tracking—measurements,
$ saved and earned

Ability to see the process through to
implementation

More implementation and success
stories

Less money spent on outside
consulting

More visibility  throughout  the
company

Supports key initiatives

Builds credibility and furthers
company reputation in the industry
as alearning organization
Introduces more customers 10
company campus

Makes higher profile in the customer
community (not selling them but
partnering with them)
Enhances/sharpensskills for dedicated
CPS agents

Creates a value-added, competitive
advantage

Solidifies customer relationships
Matches vision of the company—
brings it to life by actually solving
problems and coming up with
customer solutions

Potentials (opportunities)

e More (CPS-facilitated  sessions
conducted, resulting in innovative
ideas, savings, and earnings

o |mplementation
e Bigimpact on Drive 2005 initiative

o Could sell service/expertise to other
companies

o Increased  business  customer
partnerships—care about helping
their businesses grow, not just selling
them

Concerns

o How to (H2) insure the position is not
eliminated in a year or when budgets
get tight?

e H2 prove this impacts the bottom
line—is it a valuable business tool?

o H2 not add to head count?
e H2 convince management that a full-
time position is required?

o H2 educate associates to insure they
know how to use the process when
needed?
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Overcoming Key Concerns
H2 not add to head count?
o Fill with two existing associates and not replace their positions
o Replace an open position with this position
o Transfer associates from wholly owned subsidiaries
o Have associates agree to work for nothing and get a % of everything impacted
H2 prove this impacts the bottom line? H2 insure positions are not eliminated? H2 con-
vince management a full-time position is required?
o Document all success identifying $$ and time saved
o Show cost savings between internal full-time versus paid outside consultant
o Start to educate nonmanagers of the power and impact of the process
o Introduce CPS to the entire corporate body—bottom-up approach
o Introduce CPS service at trade shows to show customers this value-added service
o Offer off-site sessions for priority customers who attend trade shows we par-
ticipate in
o Run problem-solving sessions with customers and get feedback on how they
impacted their business

Shari believes the principles and procedures of CPS have provided her
with an ideal foundation for understanding and incorporating other group
processes and credits CPS for much of her success. “Since my introduction
to CPS, my career has blossomed—I travel worldwide, have speaking
engagements for various organizations, train others, lead groups, and
absolutely love what I do!” She consistently helps her organization inno-
vate and succeed worldwide in all types of ways. These include:

o Facilitating Internal Ideation Sessions to develop new product
ideas, naming products, marketing opportunities, and so on.

s Leading Discovery Events to find out what consumers want and
then figuring out how to solve the need.

o Facilitating Quarterly Leadership Meetings to assist in setting
objectives and agendas and help ensure efficient, effective meet-
ings for the international division of her company.

o Leading Custoner Innovation Events to develop strategies and sig-
nature products in a creative and collaborative way in customer-
specific meetings.
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CREATIVE LEADERSHIP

o Facilitating Strategic Planning to promote international long-range
planning in such venues as Brazil, Mexico, the U.K., and India.

* Redesigning Processes to challenge the current design by driving
efficiency into processes.

e Driving Efficiency in Meetings to identify clear objectives and
agendas, facilitating teams, and modeling behavior.

e Informal and Formal Coaching to help others drive innovation and
internalize the CPS process.

e Coordinating Innovation Events to promote a celebration and
sharing of implemented ideas across the organization.

e Facilitating Governance Procedures to implement and facilitate a
process for driving accountability and decision making for key
corporate initiatives.

o Training to deliver workshops on facilitative behaviors and cre-
ative leadership that promote foundational CPS and improve
management skills throughout the organization.

Closing Thoughts

In a short 5 years, Rife transformed her career and now contributes sig-
nificantly to the success of her company. She has clearly demonstrated
her value and the value of CPS throughout Rich’s. She receives
requests for her services from all levels of the company. Rife has also
played a part in the creation of numerous new product concepts,
process redesigns, and customer innovations.

In the face of worldwide change and competition, Rich’s continues
to lead its industry and is known for being innovative. When asked
why the demand of CPS facilitation has increased, Rife simply states,
“It has increased because it works.”

As for the others who participated in the intense CPS training,
most have seen their careers advance. “CPS skills are critical manage-
ment and leadership skills that can enhance a person’s career,” says
Rife, whose overarching goal is to insure everyone applies these skills
“every day in every way.” Shari’s story highlights both the personal
transformation that can be realized through CPS and the positive orga-
nizational effects it has on groups. Shari Rife epitomizes what it means
to be a Creative Change Leader.




