MODULE
PROMOTING

CHANGE AND
ENCOURAGING
ADAPTABILITY

COMPETENCIES

Using Power Ethically and Effectively
Championing and Selling New Ideas
Fueling and Fostering Innovation
Negotiating Agreement and Commitment
Implementing and Sustaining Change

254

rganizations do not exist in a vacuum. They operate in a complex world that

is constantly changing, In contrast to the internal process model, which

seeks to buffer the organization from the environment by implementing a
system of tight control, the open systems model accepts the need for fexibility and
crearivity.
Organisational Goals. The core assumption of the open systems maodel is that
continual adaptation and innovation are necessary to acquire the external resources
needed by the organization to be successful. As a result, the goals associated with the
open systems model are focused on adapting to changes in the environment, rather
than on resisting changes. Consistent with the Create action imperative, key activities
assoctated with the open systems quadrant tend 1o focus on obraining external support
through political adaptation and creative problem solving.

Paradoxes. In our discussion of power and influence, we encounter a key leader-
ship paradox: people yearn for powerful leaders and also distrust powerful leaders. We
also consider how successful creative endeavors and innovations often depend more on
habit than on spontaneity and why our efforts to implement changes often resulr in

increased resistance to those changes.
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ﬂﬂm\tlretenﬂ'el. Our first competency, using power ethically and f
ﬁz.-s dnfﬂ:rcnr sources of power and describes influence ractics that ma
‘:-"Ife continue with the theme of influencing others in championing .
ideas, »?rher!: we provide two frameworks, one that identifies the Chﬂfﬂc

ated with four basic types of managerial messages and another focused on ri:“"r-
ments required for effective presentations, In Sueling and fostering inmovati .
:x_plaln the differences between creative and critical tf;inlr.ing idcn:iﬁ- I:nn.ir:jmI .“”‘- 'Wc
ative thinking, and describe some roals 1o encourage crmrivit}. ngarlr'a':;'u ‘:” e
and commitment, the fourth competency in this module, discusses b;uxif ‘S:i:‘;_":!"’
that Managers can use to achieve win-win solutions, We conclude with im !‘fms 55
and sustaining change. After discussing forces for change and resistance o J"'Ji': gl
conclude with a discussion of four different approaches to bringing chan;cn:ljfl? ::
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Module 4 Competency 1

ASSESSMENT

Objective

Directions

Reflection

:J.m.; f:fl:.hc best ways to understand the concept of building and maintuning a power base is
2y thinking abour the people who have had the greatest influence on your life. This :-:m:n:ia;

gi Yo L s PPOmun & F‘
L u Crs I I
(=] II ¥ ¥ b0 assess your onal beliets ar 'EE EIP‘I:I:L“.“? 15 ahl:““; ].ll'..'l'l-'u'i. d.l]l!

1. .."!:']1:4.': someone who has greadly influenced your life. Who was this person? How did sh
influence _wuf? What did this person specifically do, and how did it affe . ”:‘t';':-l his
person have formal authority over you? Write down 5 to 10 things cf ek 14
ooy gs that this person did 1o

2. Now u}nsld.l'.'r your own personal power base. Who is within your cirde of influence? Why ;
you able to influence them? Whar have you done recently to increase your ability Iu-i fl ; '“."“'
others? Have you done anything recently to add ]H_‘uplf- to your circle of influenc ’n II"‘““"*'
i of influence? Why or

3. Finally, chink about how your attempis o influence people compare with how you were infl
cn-:ln-d by the person you selected in the first part of this exercise. Are the tactics thar .
o influence people similar or different? Can you think of ways © improve v'ﬂu"il_;"_‘]:'.” 'u“
influence others by adopring some of the tactice that helped influence wEr life? g

Sometime : .
2 mes the people who influence us the mast are not those with formal aurhority over us. In
T, W 4 catly 1 « y ) h
C A € may btr greadly influenced by peoaple whom we have never met, Perhaps we heard them
speak at - i 1 i
p 4 conterence or read their books. We may not think of these examples of influence as

bein i
- g relared 1o power, .|.'ILIT in fact they are—the power of ideas, the power to arreact an audience
and the power of effective communication skills. :
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Us

NG POWER AT THREE LEVELS
There are three levels from which to _xuul_\' power:

1. The macro or organizational level
. POWER: WHY ARE WE AMBIVALENT?

2. The group or team level

| 3. The individual or personal level
. rselves as they

Our perceptions of power are very revealing. They tell us as much abour ourselves as th

!

! l in the organizations you On the organizational level, power can be viewed as the ability to influence the flow of
I about the A P - AR 5 1 .
do abour power. How do you fecl about the role power plays 1 ;

available energy and resources toward certain goals. This kind of power shows up in

activities such as ',:'l_;i.~|.1tin__1; |1n]i|.i|:-. and laws, 'vi'1'IiI'IIL'. rules and prnumhmﬂ,. bestowing

i I rlenCE { me 5 COIME
| have observed? When you think of power, whar people, experiences, and Memaores &

o mind?

I 5 - rewards and punishments, and making goals and plans. On the group or team level,
3 ! .r, and all of us arc influenced by others who have i, Some ol
All of us have power, and :
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veneral and distrustful of their motives and competence” (Maccoby, 2007, p. 2). He M4.1 MISCONCEPTIONS ABOUT POWER
| . )

g . * g 4 e i 5 'II".. 2 i e TCenl
cites a study conducted by the University of L _hu.u;u in 2005 in which onl perc
es @

i : : A of confidence’ in the execurive branch of
of the American public cxpn:.\'-ui a “greal deal of confidence

; ; Gt ber- Myth: { am the manager. I can do whar T want.

| the U.S. federal government, 29 percent in banks um_i |II1~1““4!.1”““[;”:1'"1"'_ “;-11 sip:'d Authority and power are not the same thing. People do not do whart you want simply because of
centage would probably be muc h lower nowl, '“"_J i l:c'i-* e jl t”ﬂ:; :r1:| the position you hold. It takes more than position to effectively influence people. When are you
relizion (Maccoby, 2007.p. 213). The l"ml”‘lf”" this r""‘"'“th_ il\r_'”:_ﬁlh T nt h.| ks . going to do a better job on a project: when your manager forces you to work overtime to finish
+'_t'|:i-\:li'|'-'t leaders sustain their influence by building and maingaining I:.II.J..\[ and he :u.n;, ASAP or when you fecl pessanally commirted w the prjoct outiafsespece for the aibiie
people perform at a higher level. In the long run, we grant power and influence only o :| I Realicy:  Yous ill b & Beaiias: Seader i vons Snisn compmismerns nuibar ihoss rogeios oot il
people we trust. : . G i1 Atined ox camcianiatl . I Myeh: Power i .:.lra.lrr.-r:.r..l:hg‘- people in higher pasitions exercise upon people in lower positions,

Inan -.srlL',.1[|1.f.'1[lH|1.;| setting, the rerm power 15 MOSE _” il ae ‘_ v e 1983 '1 Managers exercise power and influence on subordinates, but subordinates also exercise power and
“the capacity o mobilize pl.'ﬂ|1|l.' and resources '”. E“ ;]-,,,15,; done Il_}:“iilhlr' 1 n[ influence on MANAZETS, Power 15 :nnw:]ling that exists when [u-::p]:- are :|vpr|u|.|.r11 on ech other.
p. 213). ‘eople often say power 15 2 '|'u'-.'l'\'!~-lrl' evil” in ”TJF"'"""_”"'W" _n‘l'i::ﬂil;]”_: . "mr.m E'?L"fhlﬂc' have more power in :JI:__:'.I['II..".HII.I['IH than others, bur no one is -.'ul:l]drlc!_f. pllwfrrlcn.x.
assumes that power, in all its manifestations, is negative. Power 'Iﬂ "_‘11'“".”"';'_‘ '”' B 1 Think, hll:. .-.-:{.l.m.pln_'. of how an organization depends upon the discretionary i.'H.”FE of each
inescapable, bur is it inherently bad? Organizations €xist in ordel to get 1'-”;--“['-L "'1 . employee. |.||-:.' L‘il.}il.trl;'[“]r'ldr.‘r' effort is the 1_|.|“I:'FI..,‘['III.I'."'.l-'I{‘.‘I"-'-'t'L"II the |:'\'.:'| ol etton ’ru.'xtun.c':l to hold
Power concentrates aroiind the most important things an ”‘FJHH"“”_H Ih:“ m!“)i'::c ||; down .:! particular job .?m.l 1hi.'.l1:.J..\.!II1il:Ir.]l lr:.'n'u] of effort the person is capable of purting out. In
around the people who have the greatest access to the resources required to"do tho: ! My r:}lh.\. the range -:.ur.dlscrc:nnn.nrj.' effort is immense. In most cases, people cannot be forced o
E exert this extra effort. They can only choose to do so.

1hmg:';;.ﬂrl.;ing for an overbearing leader may be frustrating, but working for I.t. wfii.k I Reality: ]-En;:.-'.’fbr a better leader if you respect the concerns of others, vather than expect their blind
leader can -also-be a liabiliry. Working for a great leader, .nru: who uses i"“‘:lﬂ-'l F“f“'l b . a. edience.
vively, can be one of life's best experiences, I'he purpose of this chapues 18 ta heip TTI‘ Myeh: 3"'".-":""'”'“”n o ””(M'G_v mandgers are potwerless.

g . the kind of leader you would like to have—one who uses power in 2 Way that ['his statement is partially true. Some are powerless. However, supervisors and managers are never
Reogme the o { lifting people. Leaders with lirtle influence cannot powerless unless they choose to be. Often supervisors and middle managers claim 1o be powerless as
brings results while ”1_“':’”_| ng :lml 11 X !-'1] e l;;h-;_'.lT .u|-_- 15, or acquire the resources they a way to reduce responsibility. Because the organization is dependent on supervisors and managers,
"Tmm”dlrhchhwd.\ [ﬂ Il.l::ILPT”F:;,I’;}“:_]‘U{-_r 21727} .[ caders who know how to use they do, in fact, have latent power.

- i jobs (Rotter, UG, pp. led=daif ! .

Iﬁ:::x:l:.rw;m::[:xli ._I'.1J| do all these things, Box M4.1 highlights some misconceptions Bealion

You will be a better leader if you take responsibility, rather than make excuses.

about power.
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relocation would allow the system to cancel an expensive building lease in Albany. The current
offices in Albany are now inadequare, and expansion would be very expensive and pose some
legal difficulries with zoning, The board of directors has created an interunit task force to discuss
the passibility of the move. This rask force has to come up with a recommendation to the board,
The department must move as a whole or not ar all,

The rask force consists of managers from the following areas:

1. Kim Ingo: Client Financial Services

It

. Robyn Pinegar: Accounting
. Carlos Armando: Stock and Bond Transfer

. Lynn Stot: Personnel

L R

. Chris Jacobs: Facilitator

2. If your instructor provides you with a role description, read iv carefully and develop a plan wo
try to influence the other members of the task force wo agree with your position abour the
move. Come to class prepared to play a role if one has been assigned ro you. If you have not
been assigned a role, be prepared ro analyze the power and influence attempes used by other
students as they act out the role-play,

Each role descriprion outlines an initial position or opinion as to the advisabilicy of the
move: for, against, neurral. This is only an initial position, however, and you should feel free
to switch sides and/or be influenced by the others. Assume and display the power-personality
characreristics outlined in your role description.

A secrer-ballor vore will be taken ar the end of the meeting, and the results will be
announced, The board has asked for a recommendation from a task force of managers. You
should assume that the recommendation of the group will scrongly influence the board’s final
decision of whether or not to relocate, At the conclusion of the role-play, you will all be asked
to complere a questionnaire on your assessment of each characrer’s ability w persuade and
influence the other managers.

3. In class, your instructor will provide directions for how the role-play will be performed, If vou
are assigned a role, you should attempt to influence the other members of the task force. If you
are part of the audience, you will be observing the role-play and providing feedback after it is
complered, so make notes on the influence attempts vou observe. After the role-play is finished,

Observation Sheet: Assessing and Improving Influence Attempts

Inflsence Tactics Sources Dregree
Taerk Force Member Artermpred af Ponver af Pawer

Kim Ingo:

Client Financial Services
Robyn Pinegar:
Accounting

Carlos Armando:

Stock and Bond Transfer
Lynn Srotr:

Personnel

Chris Jacobs:

Facilitator

Reflection

APPLICATION &

Objective

Directions

Reflection
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|

identify the primary sources of power for each participant and evaluase the
felt each person had on a scale of 0 1o 10, with 0 = N Power and 10 = Very Po

Finer

Each of the role descriptions provided for this exercise included information on the “power per-
sonalicy” of the character because individuals have different preferences in terms of usin ::ul:er
and influence tactics, Effective managers recognize, however, thar different sicuations ma gczli for
different influence tactics. Having a clear understanding of the interests of the pmpl;: j'uL::r!lTC try-

ing to influence as well as their preferences for using power and influence can be very helpful for
selecting the most effective influence tactics.

This acri-.-i[rlr.' is designed to help you further develop and maintain your own power base with
your subordinares, colleagues, and superiors, if applicable, in your organizarion.

Tk.unk about the personal power analysis you did in the Assessment exercise at the beginning of
this comperency,

L. Identify someone that you would like o 2dd o your circle of influence and consider how Yo
muld. go al-.-_::ur creating an interdependent relationship with thar person. Be sure to have a
clear idea of why adding them 1o your network would be helpful both to you and to them,

2. Idenrify sameone who is currently in your circle of influence bue who does nor seem o value
your ahilities or contributions, Whar influence strategies have you used with thar individual
in the pase? Why do you think they have been unsuccessful?

3. :"K-"h:u are the similarities and differences between your strategies for expanding your circle of
influence and your stracegies for im proving your power within your existing circle of influence?
4. Building on your responses from parts 1-3, write a brief memo to your insrructor outlining a
plan o help you expand and strengthen your power base. Be sure ra identify the challenges

you anticipate in implementing your serategy, and discuss the costs of trying to make these
changes compared with the costs of just settling for the starus qua,

Expanding your circle of influence takes time and energy. Bur unlike rypical investments, when
investing in your circle of influence it is just as important to think abour whar ¥ou can contribure
to others as it is to consider your potential gains,

Championing
and Selling
New |deas

Module 4 Competency 2

Obgective

\H S I‘.:!'"*"'l “ l" N T The Presenter’

Teachers often encounter students who are talented oral presenters but who have lictle idea of
h:.:w good they are; They also find students who ean dramatically improve their presenting abiliry
with minor adjustments in their approach. You may have the presenter’s touch and nor know ir.
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Answer “ves” or “no” to the following questions, which are adapred from [ Can See You Naked by
Ron Hoff. Copyright © 1992 by Andrew & McMeel.

4
A

! . . 3
1. Do you enjoy helping peaple solve their p.r-h]-. s
)  COMVE _die . int and restate it
2, Can you cut through a rambling, foggy conversation dig our the main point and restate

so thar everybody understands?
3, Do you have a high energy level? Do other people seem to you to be ralking slowly?
4. Do you like w tell people what you've learned? Would you make a good teacher!
5. Do people ask you 10 retell a story or an experience ye w've shared before?
6, Can you deal with challenging questions in a public setting withous flaring up?
D vou like to demonstrate what you're talking about? Do you rend to "act out” what you're
describing?

8. Do you look people in the eye when you talk to them and when they alk to you!

: - setinig to he od up?
of 9 Do people murn to you when it's time for a meeting to be summed up

3 e A - . = o = NN
~ 10, Do you notice specific things people do that make them effective or ine ffective communicator

and then find vourself applying the effective ones?

If vou answered “ves” 1o half of these questions, you already possess many of the qualities of an
effective presenter. IF you answered “ves” to fewer than half, don't be LLI.\LEPILLT::IS:I.'IJ. Your hn!m-.wn
in self-assessment will be an important asset in improving your ability o commiunicare
Another important assct is your attitude. You need to believe -.-r'-u.mull} can impr.uvc- Ohwver the
vears we have coached many students, managers, and executives. T'hose with a desire to improve
their presenting skills have all made significant progress. In this section we will share some tools

and principles for improving your effectivencss at presennng ydeas,

: : i e
All communication can be evaluared in terms of substance {whar is communicared

and stvle (how it is communicated). Both of these elements are impur:::.m when cham

Pi.-:ﬁniT;g and selling ideas. In this competency, we discuss two dit'tl-rj:nt.Irulm-wnrk.x that
can be used to help you improve the quality of your own communication :u.'Ld._m u.mch
others. The first framework is based on competing-values research and l..hmngl.uuhn.‘l.
among different types of messages based upon their purpose, -!-ht.' second 1r.|r:?c-.~'ur5w' s
more H.,-|1{-|,|| and I-unwiu_{m i rHL‘Tl!i.'_Iihi.'l.l{]l_'i}' for [1rr.'p.‘1!i|1g 1.'Ht:L[:|'p'£ present .lTIu.n.‘-. We
conclude this competency with a discussion of how you can find your own voice as a

managerial leader.

COMPETING VALUES FRAMEWORK FOR MANAGERIAL
COMMUNICATION

ltaditionally, advice on business communication has emphasized the “seven Cs, the
idea that messages should be complete, concise, considerate, clear, concrete, courteous,
ind correct (Rogers & Hildebrandr, 1993). While these conventional guidelines are
g 3

FIGURE M4.1
Competing values model of
MLARAEENEN] CONTIN MALEa T
fﬂdﬂ'pi'nr'ﬁvm Curnn,
Hildelbrarndt, Rogers o
Thompson, {991; and Rogers
& Hildebrands, 1993).

Championing and Selling New Ideas

COMPETING VALUES MODEL OF MANAGERIAL COMMUNICATION

RELATIONAL MESSAGES

TRANSFORMATIONAL MESSAGES
BUILD TRUST

STIMULATE CHANGE

Open, Candid, Honest Emphatic, Forcaful, Powerful

Cradible, Believable, Plausible Insightful, Mind-stretching, Visionary

INFORMATIONAL MESSAGES

PROMOTIONAL MESSAGES
PROVIDE FACTS

DIRECT ACTION

Rigorous, Precise, Controlled Interesting, Stimulating, Engaging

Focused, Logical, Organized Conclusive, Decisive, Action—oriented

still important, they are limited for two reasons. First, they fail o address the need 10
communicate in different ways, depending on the purpose and contexi of the message.
Second, they assume that the communicator has only a single goal related to the mes-
sage. In reality, people frequently wane to accomplish more than one thing with a single
message and often have competing goals. For example, managers preparing perfor-
mance evaluations want to both encourage employees and to document any perfor-
mance problems to protect the organization (Rogers & Hildebrande, 1993),

To address these concerns, Quinn and colleagues (Quinn, Hildebrande, Rogers &
Thompson, 1991; Rogers & Hildebrandt, 1993) developed a competing values frame-
work for analyzing managerial communication, A simplified version of their framework
is shown in Figure M4.1. The framework identifies four basic types of communication,
along with several specific characteristics typically associated with each type. We address
each of these basic types in turn.

RELATIONAL MESSAGES

The purpose of relational messages is to build trust by establishing credibility and
building rappore. Consistent with the assumprions of the human relations model
and the Collaborate quadrant, relational messages need to take into account the
needs and interests of the receiv

ers. Characteristics of effective relational messages
include openness, candor, and honesty. If a relational message seems unbelievable or
implausible in some way, its effectiveness will be greatly diminished.

In terms of style, relational messages tend 1o be more conversational than formal,
To emphasize the connection between the sender and the receivers, inclusive pronouns
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L8

the competing values framework, so it is appropriate to reflect back on the earlier comperen-
cies such as Understanding Self and Others. Whar does the choice you made about how to
approach this assignment say abour your interests, motivation, and dedication to becoming a

master managers

Fueling and
Fostering

Module 4 Competency 3 Innovation

ASSESSMENT Are You a Creative Thir

Objective

Directions

Reflection

What behaviors and attitudes do you think characterize creative people? This exercise is designed
to help you understand how you think abour creariviry.,

Read each of the statements below. If you think thar the behavior or attitude characrerizes whar
creative people are like, put a check in the first column. If you think that the behavior or artitude
characterizes what you are like, pur a check in the second column.

This assessment is from How Crearive Are You? by Eugene Raudsepp (1981). Reprinted by
permission of the Putnam Publishing Group.

Creative people I
o thris do this

1. In a group, voicing unconventional bur thought-provaking
opinions
. Sticking with a problem over extended periods of rime

Pt

. Geuing overly enthusiastic abour things

. Gerting good ideas when doing nothing in particular

e

. Occasionally relying on intuitive hunches and the feel-
ing of “rightness” or “wrongness” when moving toward
the solution of a prablem

6. Having a high degree of aestheric sensitivity

7. Occasionally beginning work on a problem that could
only dimly be sensed and had not yet been expressed

8. Tending to forger details, such as names of people,
streets, highways, small towns, and s0 on

9. Sometimes fecling thar the trouble with many people is
that they take things o seriously

10. Feeling attraced to the mystery of life

In fact, all of the 10 statements above describe individual behaviors or atitudes that have
been found to be related 1o creative thinking ability. Before completing this assessment, did
you see yourself as a creative person? In looking at the “I do this” column, did you find that
you checked a number of statements even though you never considered yourself a particularly

LEARNING
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creative? Sometimes, people fail to see their own creativity until they arc encouraged to recog-
nize it. That is the purpose of the following discussion, ro convince you that everyone can
become more creative and to give you some tools to develop your crearive thinking skills.

In the organizational world, innovation goes a step beyond creative thinking, Cre-
ativity is, essentially, the development of an idea or object through unique combina-
tions. Although creative ideas are necessary for innovarion, not all creative ideas
become innovations, An innovation is a product, service, or an improvement. Inno-
vation is often abour delivering value to customers and clients. Innovation is now
recognized as “the single most important ingredient in any modern economy” ( The
Economist, 2007).

Today, most innovations are achieved by people working collaborarively. The
complexity of the products and services we use every day are often beyond the ability of
any one person to deliver. Innovation is a team sport, or at least a group sport. Perhaps
the most crucial skill in the innovation process is the abiliry to bring people together
and help them “harvest” their best thinking. The manager who can foster even modest
improvements in innovation can add enormous value to an erganization:

Managers are not required to come up with all the new ideas themselves. In fact,
it’s probably best that they don't attempt 1o be the creator of ideas as much as w
develop a “space” in which coworkers can make innovative practices a habi.

Most of us think of innovation as the creation of brand new ideas—new things
that have never been thought of before. Most often, however, an innovation is the
result of “importing” an existing idea from one setting or context into another, A cen-
tury ago, college students began playing carch with pie tins made by the Frisbie Baking
Company. In the late 1940s, 2 World War 11 veteran, Walter Frederick Morrison, took
out a patent for a plastic disc toy he called The Pluto Platter. This roy eventually came
to be known as not at the Frisbee (Bellis, n.d. a). In 1895, an inventor named Jesse
Reno featured an inclined conveyor belt as a novelty ride at Coney Island Amuse-
ment Park in New York State. Soon after, Charles Secberger of the Oris Elevaror
Company saw how Reno's concept could be refined as a moving stairway thar he
called the “escalator” (Bellis, n.d. b). As these examples illustrate, innovition comes
when one idea is taken from one context and applied in another. Innovation, as soci-
ologist Ronald Burr says, is primarily an “import-export game,” not a process of pure
creation (Burt, 2003, p. 355).

In his book, Berrowed Brilliance, David Kord Murray claims, . . . the farther
away from your subject you borrow materials from, the more creative your solution
becomes™ (Murray, 2009, p. 69). Murray is fond of saying, “First you copy. Then
you create.” The key is freshness of perception and a willingness to rinker with our
mind sets—the way we “normally” see things. One source of fresh perceptions is
your social network, Being connected to a variety of people with different arcas of
expertise allows you to participate in an exchange of ideas that can benefit everyone
in your network.
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FIGURE M4.4 Critical
and creative thinking.
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How does creative thinking differ from critical thinking? Generally, critical
thinking is analytical, logical, and results in onc answer or just a few alternarives,
Crirical thinking is often described as vertical, logically moving upward until you
arrive at a correct answer. By contrast, creative thinking is described as lateral, spread-
ing out to find many possible solutions (de Bono, 1970). Figure M4.4. summarizes
these differences.

For example, suppose that you, as a marketing specialist, have been assigned 1o
join a special citizens task force in your community. The task force is considering the
problem of how to persuade families and rtourists to take their vacations in your
home state this year. Notice that there is not merely one answer to this; there are per-
haps hundreds or thousands of ways to persuade people to take their vacations in
your state. Notice, too, the need for imagination and the prospect of generating
many ideas,

By contrast, consider any mathemartical problem whose solution has a single
answer. Such a problem involves crirical thinking; information is analyzed to determine
the one best or correct solution. If your task force has generated a large number of sug-
gestions, it will need to use crinical thinking in order to decide which ones would be
best to implement. Further, critical thinking skills will be necessary in order to arrive at
a viable plan of action.

The two modes of thinking are complementary; the findings of the creative think-
ing process can be analyzed for usefulness by critical thinking. Although Western cul-
ture has traditionally emphasized critical thinking skills, the value of creative thinking
has become increasingly recognized within orpanizations and in society as a whole,
Moreover, there is a growing assumption that both creative and critical thinking skills,
reflecting the emphases of the Create and Control quadrants, respectively, will be
needed to meet the challenges of the twenty-first century according to British expert on
creativity and education, Sir Ken Robinson (2006).
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DEVELOPING CREATIVE THINKING SKILLS IN YOURSELF

D OTHERS

People often underestimate their own creative ability. Research indicares, however,
that there is one major difference berween people who exhibit creative tendencies and
people who don't: personal belief in their own creativity. That is, those who engage in
creative thinking tend to regard themselves as creative; the others see themselves as
noncrearive,

Although many people simply do not sec themselves as creative, the manager has
an opportunity to affirm employees as individuals by recognizing their crearive poten-
tial and encouraging the use of creative thinking. Tn-this way subordinates are
strengthened both on the job and as individuals. By empowering employees to think
creatively, managers increase the probability that new and bemer ways will- be found to
do things.

INNOVATION AS A HABIT

There is growing evidence that people can improve their ability to think in innova-
tive ways. Twyla Tharp is one of the best known choreographers in the world. Tharp
contends that creative work is the result of habits thar must be deliberately devel-
oped over time: “. . . there's a process that generates creativity,” says Tharp, “and you
can learn it. And you can make it habitual.” We don't think of creative or innovative
thinking as a habit, but more as a flash of insight, or an intermittent hunch, Tharp
is a strong believer in the paradoxical nacure of creative work. There’s a paradox in
the notion that creativity should be a habit. We think of creativity as a way of keep-
ing everything fresh and new, while habit implies routine and repetition. That para-
dox intrigues us because it occupies the place where creativity and skill rub up
against each other. Here again we see the need for an integration of the structure
and routines of the Control quadrant with the willingness to change and innovare
emphasized by the Create quadrant,

Tharp says that her creative habit begins cach day when she gets out of bed at
5:30 A.M. puts on her work-our clothes, walks out of her Manhattan apartment, and
takes a cab to the Pumping Iron Gym where she works our for two hours, This “ritual”
is at the heart of her creative habit. “The ritual,” she says,

is not the stretching and weight training [ put my body through each morning at the gym; the
ritual is the cab, The moment | tell the driver where 1o go 1 have completed the ritual. It's a sim-
ple act bur doing it the same way each morning habirualizes it—makes it repeatable, easy to do.
By the time I give the taxi driver directions, it's too late to wonder why I'm going to the gym and
not snoozing under the warm covers of my bed [ Tharp, 2003, p. 14-15).

The confidence 1o do creative work increases as we practice creative habits, The
creative space in which Tharp does her work is an empty "white room,"” a dance studio
with cight-foot mirrors, and a bare hard-wood floor with thousands of scuff marks
from dancers’ shoes. Bur Tharp says that all of us have a white room we need 1o enrer
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5. ldentify as many new ways as possible to approach this problem
6. Identify people who might be able to help you with chis problem,

7. Derermine which action you will take first in arriving at a solution to this problem and wrire
down on your calendar the date and time that you will take thar acnon.

Identifying something as a *problem” immediately sets up a series of assumptions thar may inhibiy
our ability to be creative. Problems suggest something that is "bad” and needs o be “solved.” By
reframing pfuhk'ms 45 OppOTUnIties .51_1|] considering any potential advantages thar they may offer,
it may be possible to come up with more creative ways of respending. As you go forward, ey o
remember to use your creative thinking skills when you face a situation thar seems to require 2
problem-solving response. Practice exercising your mind by stretching for alternartives, rather than
jumping to conclusions.

Negotiatin
Agreement and
Commitment

Module 4 Competency 4

ASSESSMENT

Hating Agr

Olfective

Directions

Some people approach bargaining with a sense of dread, others with confident anticipartion. This

exercise will help you assess your own feelings about negotiating.

T'hink about some experiences you've had with negotiating—as a consumer, an employee, or a

partner in a relationship you value, Ask yourself questions such as those listed, and add any you

think are significant.

1. How well are you able to communicate with others? Do you easily understand whart others
arc thinking and feeling? Do you express yourself clearly? How well are you able to deliver
arguments and counterarguments?

2. Have you ever bargained for a shifr change, a raise, or an adjustment in working conditions
with a manager or employer?

3. Do you press for more informarion or clarification when listening to a sales pirch, a lecture,
or another person’s explanation, or do you hesitate to ask questions for fear of appearing

uninformed or unsophisticared:?

4. In a personal relationship, do you ever tolerate negative behavior in the other person because
{a} vou feel incapable of broaching the issue effecrively?
(b} you fear being misunderstood?
() you don't want o hurt the other person’s feelings, even though the behavior is causing you

serious problems?

5. As a rule, do you feel you have a repuration among your peers and family members for being a
tough bargainer or as someone who is casygoing and deferential in presenting your needs and
conditions?

Based upon your responses to these questions, indicate your comfort level with negotiating

agreement and commitment,

Reflection

LEARNING
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Somewrhar

Very Uncomfortable | Uncomfbrtable | Uncomfortable | Comfortable | Very Comfortable

Even people who dread negoriating can become more effective negotiators, Sometimes simply
reframing the situation can help, For example, Courtney may feel that asking for a day off is
selfish, and she does not want people o think of her as a selfish person. If, however, she recog-
nizes that she is gerring burned our from working too many hours and thar taking some time
off will improve her productivity, she may find ir easier to assert herself when negotiating with
her supervisor for that day off.

Negotiation is not limited to formal sessions across the desk with “the other party.” We
negotiate anytime we need something from someone else. William Ury, an associate ar
Harvard Law School’s Program on Negotiation, reminds us that most of the important
decisions we make in life are not made unilaterally. Most are negotiated. “Negotiation,”
says Ury, "is the preeminent form of decision-making in personal and professional life”

{Ury, 1993, p. 5).

HOW IS YOUR SOCIAL CREDIT RATING?

The first competency in this module dealt with building and maintaining a power base.
However, we can't exert influence in an organization or a group without knowing what
kinds of influence people are ready to accepr. This competency will deal with negoriat-
ing_ﬂgrccmu:m and commitment. Successful negotiators know that trying to use power
to foree people into an agreement rarely results in optimal outcomes and can seriously
damage relationships in the long run.

All members of an organization or group have a social credit rating, That raring
goes up or down depending on how supportive, cooperative, and competent people
perceive us to be. We do a balancing act. We have to be concerned about the needs of
others, and we have to get our jobs done as well. Support is not automatic, We earn it
moment by moment, turn by turn as we interact with other people. Ineffective negotia-

tors believe that their assigned duries guarantee them support. Expert negotiators never
take such support for granted.

THE VITAL ROLE OF DIALOGUE

An important preliminary dimension to effective negotiation is “dialogue,” a
process of working things out through a thoughtful sharing of viewpoints. Our col-
leagues at the management consulting firm, Vital Smarts, define dialogue as “the
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free low of meaning in an atmosphere of mutual trust and respect.” Wedon's learn
from people we don't respect, and we seldom. make commitments to people we
don't trust. Our colleagues focus on improving the ability of clients to establish
and maintain the conditions of dialoguc. These conditions include three elements;
mutual purpose, mutual meaning, and mutual respect. If one or more of these

clements are not present, dialogue will elude us (Patcerson, Grenny, McMillan &
Switzler, 2002).

THE CONDITIONS OF DIALOGUE:
MUTUAL PURPOSE, MEANING, AND RESPECT

The first condition, mutual purpose, is an “entrance condition” for dialogue. Without a
clear and-agreed-upon purpose, there is little point in investing in dialogue 1w begin
with. When people and groups disagree, the disagreements are often abour means or
strategics, not about fundamental purposes; however, the purposes must be spelled our
clearly from the beginning.

We once saw a group of environmentalists and real estate developers (two
groups who seldom engage in dialogue) come together effectively because they had
found a common purpose. Several people in each group had mentioned that as chil-
dren they had learned to fish with parents and friends in a wilderness area whose
future was now being hotly debated. They wanted to preserve that experience for
their own children. With that murual purpose established, the group effectively
moved to a constructive dialogue on how to achieve it while still meeting other
needs.

Mutual meaning involves each party knowing what the other is actually saying.
Do we share the same definitions of terms;, words, and éxpressions? Do 1 feel, as a
participant in this dialogue, that my interests and opinions have been heard? “People
never change without first feeling underscood” (Stone, Patton & Heen 1999, p. 29).
But how do we know we really have mutual meaning? When we can describe the
ather person’s opinions, position, and feelings to his satisfaction. Another way ro say
this is, “To get anywhere in a disagreement, we have to understand the other person’s
story well enough to see how their conclusions make sense within it” {Stone er al.,
1999, p. 30).

Mutual respect is also essential buc fragile, especially if two parties have already
had a disagreement or conflict. At least one party has to have the courage and wisdom
to not resort to name-calling and blaming. When you watch two people in a heated
argument, you're usually secing a game of “tit-for-tar.” 1 call you a name, you call me
ong; | threaten you, you threaten me. To create and maintain mutual respect, someone
has to swallow hard and break the cycle of tr-for-tac. Nor can two parties move
silence, or even partial withdrawal, and hope to reach a constructive agreement. We
demanstrate respect by listening respectfully, speaking candidly, and focusing more on
solving problems than on placing blame. Box M4.5 provides an example of successful
dialogue and negotiation in the field,

1
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i‘.”\ M4.4 TOUGH-MINDED, SOFT-HEARTED

LEADERSHIP

William Peace, a former executive with Westinghouse and Unired Technologies, does nor apologize for
being a tough-minded, soft-hearted leader. For Peace, soft leadership does nor imply weak leadership, and
a desire to consider many sides of an issue and listen to the recommendations of others does not imply
indecisiveness. He learned a lot about establishing mutual respect from a manager named Gene Cattabiani,
a vice president in the Steam Turbine Division of Westinghouse. Carttabiani faced a huge challenge with
labor-management relations. The hourly employees in the division were fiercely layal to their union lead-
ers and convinced that management was out to get them. Managers, on the other hand, were equally con-
vinced that the union leaders were turning employees against management ar the expense of the company
and even the employees themselves. “Most of these people are just plain damn lazy” was a comment often
heard in management team meetings. “We need discipline more than we need negotiation,” was another
popular comment.

Cattabiani knew things had to change. The division was losing money, costs were climbing, and
other companies were eating up marker share. But how could he push for improvements and berter per-
formance when there was so much anger in the air? He came to the conclusion thar he had to communi-
cate with everyone in the plant. If dialogue were going to begin, he would have to step out and make the
first move.

Because of the size of the plant and the presence of three shifts for each working day, he would have 1o
give the same presentation several times on the huge shop floor to hostile audiences. His management team
tried to dissuade him. “You don't have to submit to bad treatment,” they said, “we'll give people the news in
smaller groups.” Another, stronger argument was thar the risk was too great: “This will become a massive gripe
session that may get out of control.” But Cattabiani insisted and the meetings were held. Here's how Bill Peace

describes what happened.

The initial presentation was a nightmare. Gene wanted the workforce to see thar the business was in trouble, real mouble,
and that their jobs depended on a different kind of relationship with management. But the workers assumed thar man-
agement was up to its usual self-serving tricks, and there, on stage, for the first time, they had the cnemy in pemson. They

heckled him mercilessly all through the slide show. Then, during the question-and-answer period, they shoured abuse and
threats,

At this point, Bill Peace was convinced that Cartabiani had made a serious strategic error. The management
team worried that this “weakened” leader had lost all credibility and would now be bulldozed by employees
who were really flexing their muscles. Bur Peace and others began to notice some subtle changes in the days
that followed the meetings.

When Gene went out on the factory floor for a look around (which his predecessors never did unless they were giving
customers a tour) people began to offer a nod of recognition—a radical change from the way they used ro spit on the floor
as he walked by. Even more remarkable was his interaction with the people who had heckled him ar the meerings.
Whenever he spotted one, be would walk over and say something like, “You really gave me a hard time last week.” 1o
which the response was usually something like, *Well, you deserved ir, trying to pass off all that bullshit.” Such exchanges
usually led to brief but very open dialogues, and 1 noticed that the lathe operators and blading mechanics he ralked ro
would listen to what Gene said, really listen (Peace, 1991, p. 46).
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Reflection

It is easy to become myopic in negotiation situations; negotiations thar are narrowly focused are
often the most difficulr 1o resolve in a “win-win” fashion. Learning how to expand negotiations
by including multiple interests can help to “make the pie bigger™ and can also identify other areas
where changes would be beneficial,

Implementing

and Sustainin
Module 4 Competency 5 Change .

ASSESSMENT ¢ G 1 My Organization

Obfective

Directions

Reflection

LEARNING

For this assessment you are asked o consider how changes are implemented in your erganization,
This task will help you obeain insights into the differences between successful and unsuccessful
approaches 1o managing change.

Think about two changes that have mken place in an organiration with which you have been
involved, The organization may be a work organization, a school-related organization, or a
community group. On a separate piece of paper, carefully describe the following:

1. An implemented change thar, from your perspective, was needed, was implemented, and was
successful long after implementation.

2. A change that was atiempred but was not successfully implemented

3. From what vou have observed, why was the first change imph:rnr_'nuﬂl successfully but not the
second one? If you can distinguish the content of the idea from the methods for implementa-
tion, identify the extent to which the success {or lack of success) of the proposed changes was
due o content versus the implementation strategies.,

4. Write down one change that you would like to make in that organization. If you received
approval to make that change, what is the most impartant thing you would do in your effores
to implement thar change? Why?

Successfully managing change in organizations is difficule. Although much can be learned by
studying how other organizations have managed change, observing successful and unsuccessful
change initiatives in your own organization is also important because some roadblocks to change
are specific to a particular organizarion’s culture.

Qur socierty is currently experiencing change at an exponential rate. Change comes
from many different sources including political and governmental initiatives, economic
conditions, consumer preferences, social values, and advances in technology and
knowledge. Although any of these sources of change can impact the way we work and
live, for many of us, changes in technology have the most obvious impact on how we
work. For example, today we can use our GPS to find a coffee shop near the beach
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where we can use our cell phones and laptops to keep working on our PowerPoint
presentations even when we are on vacation!

These common tools look quite different today from whart they did when they
were invented, as described by Acohido and his colleagues (2007). For example, the
first hand-held cell phone weighed nearly 2 pounds and cost $4,000, when it was
introduced in 1983. Also in 1983, the first portable IBM-compatible computer was
launched by Compag—with a £3,000 price tag and weighing in at 28 pounds. Power-
Point became available in a Windows version in 1990 and with the inventon of WiFi
in 1991, we found ourselves in a world where coffee shops could become workplaces.
OF course until 2000, when the quality of satellite signals improved (James, 2009),
most of us relied on maps, rather than a GPS system o find the coffee shop (and
some of us still do!). As technology continues to advance, we soon may even be able o
recharge our wircless batteries using WiFi—if Airnergy, an invention that debured at
the 2010 CES Tech Expa, lives up to its marketing (Long, 2010).

This brief history lesson serves as a reminder that how we do things today may be
totally unlike how we do things tomorrow. But making the transition from one way of
working to another is rarely casy. To successfully implement and sustain change, man-
agers first must understand the forces tor change as well as reasons for resistance o
changeé.

UNDERSTANDING THE FORCES FOR CHANGE
AND RESISTANCE TO PLANNED CHANGE

Changes are necessary in order to accomplish goals and objectives, such as improving
efficiency, improving cost effectiveness, competing for money and resources, or
improving services 1o clients. However, it has become fashionable to describe all
“planned change” efforts as necessary, and to describe people who resist proposed
change as “unwilling 1o lcave their comfort zones,” or simply, “resistant.” We need to
make the point at the outset of this section that nerall proposed changes are benefi-
cial. Many organizations have been run into the ground from too many changes being
imposed too quickly. Some changes should be resisted because they are bad for the
organization and the people in it

When a change is being considered, the manager must ask whether a change is
truly necessary and, if so, what specifically should be changed. More than 60 years ago,
Kurt Lewin (1951) proposed a model called force field analysis that can be used o
help managers understand whether a change is needed and whether thar change is
likely to be successful. Lewin’s model is an analogy based on laws of physics: An object
at rest will remain at rest unless the forces on the object to move are greater than the
forces on it to remain stable. For example, when your car is parked in the driveway
with the emergency brake on, it will remain there, in a stable condition, even if your
neighbor's nine-year-old son decides to push on the car to try to move it. The emer-
gency brake is a stronger stabilizing force than is the boy's force. If the car is put
into the neutral gear with the emergency brake off, however, the forces for its stabil-
ity are diminished, and it becomes maore possible that the young boy could disrupt
the equilibrium.




