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Presenter
Presentation Notes
STRUCTURE OF TALK 

1) Start by setting the whole idea of creativity in a social context and what I think is the fundamental challenge for higher education

2) Then offer some perspectives on creativity and its role in development and innovation utilising some simple conceptual tools.

3)  Thanks to the 66 people who responded to my on-line survey - consider what being creative means to you in the context of your work at the University of Chester A BIG THANK YOU TO ALL WHO RESPONDED 
 
Share the results of a study I made involving a university that tried to stimulate development and innovation through a strategic change programme





http://www.normanjackson.co.uk/seda.html
http://www.normanjackson.co.uk/chester.html


me 1978 

The wicked challenge of preparing learners for their future 

What is the problem with creativity in HE?                                  

1 not chronic                                                                     
2 difficult to understand and explain                             
3 disciplinary context  gives it meaning                                         
4 rarely an explicit outcome                                                                                            
5 many constraints 

AN OPPORTUNITY TO DO MORE                                                                        

Presenter
Presentation Notes
Much of individual, group and organisational creativity is directed towards working with the fundamental challenge that everyone working in higher education faces.
 
For teachers it is associated with a question like ‘ how do we prepare people for an ever more complex world?’… I don’t just mean preparing students for their first job when they leave university I mean how do we prepare them so that they can face and adapt to the many challenges they will encounter over a lifetime of working, learning and living.
 
From the students’ perspective the same challenge is expressed in the question ‘ How do I prepare myself for the rest of my life?’… what sorts of things do I need to learn, what sorts of skills, qualities, dispositions and values do I need to develop, and what sorts of experiences do I need to have.. Personal and professional development needs to be so much more than simply studying and learning an academic curriculum. 
 
This picture, which we drew on the wall of our Centre at the University of Surrey, symbolically represents some of the complexity embedded in this wicked problem – which is a problem that is very difficult to define, is nested in other problems and has many perspectives on it, has no right or wrong answers, and no clear resolving actions. 
 
These are all ingredients for a challenge and an opportunity that is guaranteed to stimulate creativity. Ultimately, this set of challenges is the DRIVER for much of the creative effort in higher education.
 






Presenter
Presentation Notes
I am of the generation that has spanned the transition from an Industrial Age of design and production to an Information Age in which knowledge resources and expertise are as crucial to success as other economic resources. But we tend to overlook the fact that in the last two decades we are also shifting to a new 'Social Age' of learning aided by the internet and its associated technologies and our changing habits of communicating and interacting in the on-line worlds  we increasingly inhabit. Fundamentally, as a society we are changing the way we find, share and co-create information to develop new knowledge and meaning. 
The changes that are defining the Social Age have profound implications for the way we learn and develop though our institutions for education - our schools, academies, colleges and universities. Our educational system is founded on approaches to learning and teaching that were originally developed for an industrial age. They were partially adapted to the knowledge age but have yet to be reconceived for the Social Age. 
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 Lifewide Education  

My interest in creativity in higher education  
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My personal interest-driven journey

 1) My interest in creativity in higher education began about 15 years ago when I was working at QAA developing policy on  programme specifications and became convinced that the outcomes model of learning was neglecting important developmental outcomes – like creativity

2) Moved to LTSN/HEA 2000 established a network of people interested in creativity – out of that I began to appreciate that people were creative in all aspects of their lives and if we were to support students creative development we needed to adopt a lifewide perspective.

3) Moved to Surrey in 2005 led a CETL which focused on informal learning as a way of supporting students’ professional development began to develop and apply the idea of lifewide learning… also used the opportunity to explore further how and where students were being creative in different parts of their lives and the idea of personal creativity being used across the domains of our life is important to my understanding of what it means to be creative.

4) 2011 I left Surrey and set up my own social enterprise to promote the idea and support people and institutions wanting to develop their own practices in lifewide education. Over last 12 months I have been developing the idea of learning ecologies which I believe are important vehicles for personal creativity which I will include in this story.

Two additional studies –

1) Study of how educational innovation emerged through a strategic change programme--
2) Current work on trying to understand the relationship between ‘Creativity in development’



 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
                                   

a

Creativity bringing ideas, objects, processes, performances and practices  
into existence 

'any human act that 
gives rise to 
something new is.... 
a creative act 
regardless of 
whether what  was 
created is a physical 
object or some 
mental or emotional 
construct that lives 
within the person 
who created it and is 
known only to him’  
(Lev Vygotsky 1930)  

Creativity is the  
production of  
novel  and  
useful ideas in 
any domain 
(Amabile 1996) 

Creativity is  
a socially 
recognised 
achievement in 
which there are 
novel products 
(Barron and 
Harrington 1981) 

http://www.normanjackson.co.uk/hrworkshop.html


what does being  
creative mean to you? 

free thinking outside the box or norm 

new perspectives seeing potential connections problem solving 

freshly differently 

having time / space  / freedom 

able to use initiative 

able to explore / try out 

‘little opportunities for it in a managerialist culture’ 

achieving objectives with limited 
resources / inflexible systems 

working collaboratively 

setting up exciting experiments 

engaging students 

forming new relationships with businesses 

communicating information in more engaging and meaningful ways 

more interesting/effective/efficient approaches 

better ways of engaging workable solutions 

new ways of doing things 

willing to embrace new ideas 

willing to try doing new things 

making connections 

Innovative ways to teach 

Presenter
Presentation Notes
The open ended question what



Attitudes 
 Curiosity 
 Willing to engage/explore 
 Enthusiasm 
 Being proactive 
 Willing to take risks 
 Determination 
 Obsession 

Doing/accomplishing things 
 Doing new things 
 Problem solving 
 Connecting things  
 Communicating  telling stories,  
 selling   ideas,  persuading others 
 Making new things 
 Performing 

 

Ways of thinking 
 Having new ideas – original to self 
 Inspiring – energising ideas 
 Having an open mind 
 Thinking that is different to the norm  
 Having ping moments 

Feelings 
 Its about expressing yourself 
 It feels personal to begin with but  
  latter it might be something different 
 Feels exciting  
 Can be very uncomfortable 
 Feels great …. ping moments 

Effects 
 Causes change 
 New ideas 
 New things 
 Innovation 
 Adaptation 
 Changes you 

what does being  
creative mean to you? 

Presenter
Presentation Notes
Many surveys of people working in higher education reveal that these are the sorts of things that people associate with being creative. Seem to be recognised across different cultures.



Creativity is fundamentally associated with the idea of  
originality/novelty. This embodies:  
 
the quality of newness for example: inventing and producing  
new things or doing things no one has done before  
  
being inventive with someone else’s ideas – re-creation,  
re-construction, re-contextualization, re-definition,  
adapting things that have been done before and doing things  
that have been done before but differently 
 
being inventive with someone else – co-creation 
 
the idea of significance, meaning and value –  there are different 
levels and notions of significance, utility and value  
 
the idea of development in order to turn an idea into a reality 
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impact on  
culture, society,  

the world 
 

impact on an 
organisation, field, 
system of practice,  

or market  
changes in our 
understandings 

impact on 
individuals and their  

zone of influence  
 

                                        significance and  impact of creativity   

mini-c  little-c Big-C 
 

Four-C model of creativity  Kaufman and Berghetto (2009)  

pro-c 

everyday creative  
thoughts and 

actions in every 
aspect of our lives 

creative acts of 
experts/experienced  

people & teams within an 
organisation, community  

or domain 
 

eminent  
creativity of  
exceptional 

 people 

individuals’ 

Conceptual Tool 1  



NON-INCREMENTAL / innovation 
Doing new things that someone else is doing 
Appropriating what someone else is doing 
Doing things that no one else is doing 
Trying to do things that can’t be done 
 

Development is intentional movement towards something different that has  
potential to be better than what currently exists or to add value to what exists. 

INCREMENTAL 
Doing the right things 
Doing things right 
Doing things better 



Integrating creativity, development  
& innovation in the same narrative 

A cake that plays 
your favourite 

tunes as you eat it 
 

 
 
 
 
 
 
 
 

IMAGINE      DEVELOP         MAKE   &   BRING  INTO EXISTENCE 



Personal creativity is 
'the emergence in action of a novel relational 
product growing out of the uniqueness of the 
individual on the one hand, and the materials, 
events, people, or circumstances of his life'  
 
Carl Rogers (1960) 

product =  ideas, material or virtual objects,  
practices and performances and processes 
 
PRODUCT RESULTS FROM PROCESS! 

A definition of creativity  
that explains the narrative 

Presenter
Presentation Notes
What learners need is reassurance that they are creative. They need conceptions of creativity that they can readily relate to in their own lives.

If we accept his conception then we are all creative and all more or less continuously creating. It is a fundamentally human characteristic.

Rogers provides a useful definition of personal creativity that we can all relate to and which can explain our creative acts.



http://upload.wikimedia.org/wikipedia/en/3/36/Carlrogers.jpg


 
 

creativity  
emerges 

Expertise Thinking 

Motivation 

Visualising  personal creativity  
Teresa Amabile (1983, 1996) 

creativity is most likely to occur when people take on willingly a developmental 
challenge and their expertise and thinking skills align to their values and beliefs 
and their deepest  interests and passions. 

Conceptual Tool 2  

Presenter
Presentation Notes
There are many models of human creativity including for example the multiple models of Greene (2006). For the purpose of trying to make sense of creativity in the context of educational development Amabile's model (Amabile 1983) is as useful as any. The model has three components all of which are necessary for creativity in any domain namely, domain relevant expertise, the ability to think creatively about domain relevant problems and opportunities, and the will to engage with a domain relevant problem or opportunity and persist until the job is done.
 
Expertise in a domain 
 
The expertise of educational professionals includes their talent for imagining and thinking about the problems, challenges and opportunities for improving students' learning, for helping them to learn certain things in certain ways and for enabling them to demonstrate their learning and development. Their knowledge includes domain specific knowledge of subject disciplines and pedagogic knowledge and knowing relating to teaching and learning. Both teachers and educational developers also have knowledge of how their university works and the people who make it work. Educational developers will also have the process knowledge required for working across and upwards through the structures and personalities of their university - knowledge of how to bring about change in context.
 
Expertise is the foundation for all creative work. This component includes memory for factual knowledge, technical proficiency, and special talents in the target work domain .....This component can be viewed as the set of cognitive pathways  that may be followed for solving a given problem or doing a given task. As Newell and Simon (1972) poetically describe it, this component  can be considered  the problem  solver's  "network  of possible wanderings" (p. 82) (Amabile 1996:5)
 
Creative ways of thinking
 
Creative thinking provides the source of creative ideas. According to Amabile (1996) this type of thinking includes a cognitive style favourable to taking new perspectives on problems, an application of techniques (or "heuristics")  for  the  exploration  of  new  cognitive  pathways,  and  a  working  style  conducive  to persistent, energetic pursuit of one's work. Creative thinking skill depends  to some extent on personality  characteristics related to independence, self-discipline, orientation toward risk-taking, tolerance for ambiguity, perseverance in the face of frustration,  and  a relative unconcern  for social approval  (Amabile 1996: 5)
 
A teacher's application of creative thinking might involve challenging assumptions about the relevance of what they are teaching to the world outside higher education. By changing their perspective they might change their whole approach to what and how they are teaching. The educational developer may be called upon to assist their colleague in the development process adding their expertise and creative thoughts to the mix. Alternatively, they might be pursuing a developmental agenda provided by their university. Their immersion in a challenge, like 'how do we encourage more higher education teachers to utilise enquiry-rich approaches to learning?' provides the context and stimulation for their imagination and creative ideas. Typically, they are likely to draw on knowledge and expertise from their own affordance networks  (Barab and Roth 2006)  and from these, the seeds of entirely new institutional practices and communities may be born.
 
Intrinsic motivation to engage with and accomplish a task
 
While the two skill components  determine  what  an individual is capable of doing  in a  domain, without the will to approach a task in a particular way, creativity will not emerge. It is the task motivation component  that determines what that person actually will do (Amabile 1996:7). 
 
Motivation can be either intrinsically driven by deep interest or passion and involvement in the work, by curiosity and enjoyment, by dissatisfaction with what currently exists, by a sense of challenge or a strong conviction or belief. It can also be nurtured by beliefs in a different future stimulated by a sense of purpose ie the important life projects we pursue (Miller and Brickman 2004:14). Extrinsic motivation to achieve more concrete goals  is driven by  rewards, threats or performance measures that are outside the control of the individual such as managerial praise, meeting someone's deadline or gaining a bonus or promotion as a result of the work.
 
A person can have no motivation  for doing a task, a primarily intrinsic motivation, or a primarily extrinsic motivation; obviously, intrinsic and extrinsic motivation for the same task may coexist. However, one is likely to be primary. A number of studies have shown that a primarily intrinsic motivation will be more conducive to creativity than a primarily extrinsic motivation (Amabile 1996:7).
 
Task motivation  makes  the difference between  what  a teacher or educational developer are capable of doing and what they will actually do. All too often development work requires people to do more than might be reasonably be expected of them particularly in the academic environment - you do your teaching, administration and research and then you do your development work. To go the extra mile required of developer innovators requires the deep beliefs and convictions that are associated with intrinsic value-driven motives.  Such values are most likely to be held in the long term goals (individual's life projects or purposes) discussed under the theme of self-regulation (p17-18).
 
Amabile's componential  theory suggests that creativity is most likely to occur when people take on willingly a developmental challenge and their expertise and thinking skills align to their values and beliefs and their deepest  interests and passions.




Cultural-social model: Creativity is a 
process that can be observed only at the 
intersection where individuals, domains 
and fields interact.  

                   This environment                       
       has two salient            
       aspects: a cultural or 
symbolic aspect called the            
domain, and a social aspect            
called the field.                            
Csikszentmihayli (1999) 

Conceptual Tool 3  



What being creative means in eight disciplines 
Based on surveys within each community  (Jackson & Shaw   2006) 

Being imaginative – ability to think generatively & associatively 

Being original / inventive  - new ideas which add value 
Being able to adapt/improvise (re-creation) 
 
Being curious having an enquiring disposition 

Being resourceful 

Being able to think synthetically and relationally -connect 
in novel ways, work with incomplete data, recognise patterns 

Being able to think critically to evaluate ideas 

Being able to communicate in ways that help people 
comprehend and if necessary, see things differently 



A curriculum to encourage creative development 
 
OPPORTUNITY  
•   for independence/autonomy/choice/negotiation 
•   to create own processes or ecologies for learning 
•   to take risks without being penalised for not succeeding 
•   to grow understanding about personal meanings of creativity 
•   to gain recognition for learning and development 
 
CONTEXTS 
•  that stimulate intrinsic motivation  and are immersive 
•  provide challenging solution-finding situations and tasks  
•  experiences that have real world relevance  
 
APPROACHES 
•  enquiry-rich collaborative approaches to learning and problem working 
•  no single right answers only lots of possibilities  
•  rich in formative conversation and peer2peer interaction and collaboration 
•  emphasis on creating/co-creating meaning not just mastery of content 
•  teacher as co-creator  ‘meddler in the middle’ 



 Example of curriculum innovation for creativity 

Presenter
Presentation Notes
Higher education teachers are motivated to innovate by the ideas of helping their students learn more and better, and through this to improve their chances in life. By creating a more imaginative and more effective curriculum they are helping  their learners to actualise themselves. In the process of designing and implementing and new curriculum they are actualising themselves. In actualising themselves they are helping to enable the university to realise its strategic ambition.
 
In this example a teacher in a fashion school worked with colleagues to redesign three different modules in the second year programme to move from an essential theory based course to an applied practical course in which students designed and branded a collegiate range of clothes, had the garments manufactured and then went about marketing and selling them on the campus.. 

This experiment led to the School opening a store in the shopping centre selling branded garments provided by major retailers in which students participate in running the store.






Level of agreement 

Beliefs about creativity and being creative 

Being creative at work is dependent on institutional support and encouragement 

Most people can develop their creativity if given the opportunity to do so 

Some people are naturally more creative than others 

Creativity is  a rare gift 

There are opportunities to be creative in every aspect of life 

Being creative is dependent on personal characteristics other than creativity  

Being creative is integral to my professional role 

I mainly develop myself through the work I do, this includes  
my creative development 

I am at my most creative when I am working by myself 

I am at my most creative when I am working collaboratively 



In the context of work what does being creative mean? 
                             
                         % agree + strongly agree 

91% 90% 95% 93% 
85% 85% 95% 

73% 
85% 92% 

64% 
92% 95% 94% 
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Aspects of work requiring creativity  



What sort of things do you do that requires  
you to be creative? 

TEACHING 
• engaging students 
• designing/delivering curriculum 
• subject delivery 
• assessing learning 
• finding/developing resources for learning 
 

RESEARCH 
• engaging 
• supervising 
• grant writing 
• writing for journals 
 

 
 
 

Problem solving 
Developing new services 
Developing new processes 
Communicating / presenting 
Marketing 
Working with institutional systems 
Engaging business clients 

Presenter
Presentation Notes
Ways and means to accomplish

Creativity is embedded and embodied in the ways and means  that staff accomplish what they value and what the university wants or needs them to do. 





Factors that encourage creativity in work   
 

Personal 
 

Process  
 

Organisational/managerial/ 
social/cultural/environmental 

 
 
 
 
 
 

Presenter
Presentation Notes
Factors highlighted in Chester survey in blue

Factors identified in other surveys

Personal
 Ability to think and act creatively
 Having the capability to undertake the work or the belief that the necessary knowledge and capability can be developed
 Having particular attitudes or orientations – like being open to new ideas, willing to take risks and to persevere when faced with obstacles
 Having the ability to persuade others
 Being motivated from within intrinsic motivations might be triggered by:
 a problem or issue needing resolution  
 exposure to an exiting idea or practice 
 feelings of boredom and staleness

Process factors relate to
  the dynamics of engagement and interaction – belief that good things will emerge from good work processes
  the opportunities for communication in order to persuade or involve people 
  meaningful and productive working relationships with colleagues/clients
  having the freedom, time and space to develop something in a particular way

Organisational / cultural / environmental factors that encourage include 
 managerial regimes that trusts and empowers developers and appreciates and values their efforts 
 being part of a supportive and productive team 
 a culture/community which values and cares about people
 having sufficient resources. Limited resources do not necessarily stifle creativity as it is can be an incentive for resourcefulness.

Employment conditions or situations that provide the developer with the freedom/ autonomy/ flexibility/independence they need to fulfil their role.




Factors that discourage creativity in work  

Personal  

Relational /  
interpersonal 

Organisational/managerial/ 
social/cultural/environmental 

 
 
 
 
 
 

Presenter
Presentation Notes
Factors highlighted in Chester survey in blue

Factors identified in other surveys

Personal factors like
 perceived shortcomings like lacking certain knowledge or skill 
 lack of new ideas
 lack of motivation,  feeling tired or stressed and states of mind that affect ‘the will to be creative’ such as the impact of negative responses work, and not feeling supported or valued
 fear of ridicule
 lack of autonomy and feelings of disempowerment
 excessive involvement in trivial tasks

Interpersonal factors like
 other people with different priorities
 resistance to new ideas and general apathy
 having to persuade a whole team before we start
 having the credit for my idea hijacked 
 myopic/ instrumental/ intransigent senior staff
 other developers who dismiss anything that is different and challenges the status-quo
 academic staff who assert that more creative approaches are inappropriate and not academic 
 people who just don't get it.

Organisational/managerial/cultural/environmental factors like
 intimidating management styles - managers who don’t understand what academic
  development is and don’t value or encourage more risky and creative approaches
 academic or managerial bureaucracy : KPIs applied to development
 accountability regimes which make people/managers risk averse 
 inherent conservatism
 lack of clarity and agreement on “the big picture” 




What Drives and Nourishes 
Creativity in Educational  

Development & Innovation 
in Universities? 

 
Research Study 

 
What factors and conditions 
encourage and facilite innovation  ie 
personal and collaborative creativity, 
in a university? 
 
60 semi-structured interviews 
 
Senior and middle managers 
Strategic project managers 
Innovators 
Significant others 
 



Southampton Solent University  
 

•  New university (2005) 
•  17,500 students  
•  Teaching-led 
•  Strong vocational tradition  
•  Good student employability 
•  Recognised excellence in education for  
   Creative Industries & Maritime education 
 
 

             3Y Strategic Development Programme (SDP) 
educational innovation, organisational devt & new infrastructure 

Presenter
Presentation Notes
In 2011 I was fortunate to be invited to undertake a research study into how one university tried to accomplish strategic change over a three year period between 2009-2012 and I want to share the results of that study which will soon be published in a book.

Southampton Solent University is located on the south coast of England in Southampton, a major sea port and busy city of about 240,000 people. The university has about 19,000 students is located on three sites. It is teaching-led rather than research intensive, with a strong tradition in vocational education, good student employability statistics, and recognised excellence in maritime education and education for the creative industries.

In 2007 a new Vice Chancellor was appointed and this coincided with the development of a new 5 year strategic plan. The new university recognised that it had to adapt to what was a fast changing HE system in the UK. It bid for additional funding to help it change and in 2009 was awarded just over £7million over three years. Half as a direct grant and half as the full economic cost – which funded the development of new business systems.

This process of change became known as the Strategic Development Programme or SDP…



Mission The pursuit of inclusive & flexible forms of Higher Education that meet the needs  
of employers and prepare students to succeed in a fast-changing competitive world. 

Presenter
Presentation Notes
The rhetoric of change was on the university becoming more agile, capable of responding and adapting quickly to changes in the external environment.

It saw its future in meeting the needs of employers – local, regional and national by providing curricula that were more in tune with the education and training nees of employers and of providing education that was relevant to students gaining employment.

Its strategy focused on four objectives..

1)  Improved relationships with a wider range of employers such that they were more involved in the design and delivery of the curriculum and were more involved in funding their workforce to participate in such programmes.

2) A more flexible curriculum in which learners could study anywhere and at any time… e-learning and new support systems

3) Learning experiences that improved the employability prospects of students – making higher education more relevant to the career choices of learners

4)  New forms of partnership with the schools and colleges that were  close to the university



Presenter
Presentation Notes
This strategy led to four main types of activity..

1 )  Creation of new infrastructures to support desired change…  SDP Project Team, flexible delivery team, partnerships team, employer engagement specialist, programme development manager…
Design of new systems  for example a new Solent e-learning platform, finance, human resources, customer management, room management
3)  New social process – new improvement-focused process for administrators, then mixed administrator/academic teams..
4)  Faculty engagement – invitations to faculty to innovate and financial support to help them innovate… events/conferences, coaching, and support from central  expert teams the university had established.. A range of educational and service-based innovations were made.



1 Having a clear vision of how the university saw its future and how SDP contributed to that vision 3.7 
2 My readiness and willingness to get involved in the SDP opportunity  4.7 
3 My vision of what I wanted to achieve 4.5 
4 My will/motivation to succeed  4.7 
5 Having explicit goals and realistic work plans  4.4 
6 Having the autonomy to implement the project as I wanted to 4.3 
7 Having the opportunity to use my personal creativity 4.1 
8 Believing I could take risks without feeling I would be criticised if I wasn't completely successful  4.3 
9 Having the financial resources I needed when I needed them 4.3 
10 Having the time I needed to complete the job 4.4 
11 Being able to find the help I needed when I needed it 4.3 
12 Having good communication with the people I needed to talk to 4.5 
13 The active involvement of others - teamwork 4.7 
14 Learning through the experience (learning from problems as well as successes) 4.3 
15 Feeling trusted and being allowed to get on with it without interference 4.7 
16 Feeling that I made good progress within the time available 4.5 
17 Feeling that what I was doing  was valued by my colleagues  4.5 
18 Feeling that what I was doing was valued by Head of School/Service/ Dean  4.4 
19 Forming new productive relationships with colleagues in my school or university 4.2 
20 Forming new productive relationships with people outside the university 4.3 
21  Feeling that the environment encouraged and supported me throughout the process especially 
when things did not go as planned 

4.3 

22 Feeling my contribution has been recognised and appreciated 4.3 

What’s important to the innovator ?       21 ratings  Max 5.0 

Presenter
Presentation Notes
A questionnaire was developed from a pilot study within the larger SDP study which identified factors that seemed to be important in enabling change to happen. Innovators were invited to rate the importance of each factor when trying to accomplish significant change on a five point scale.

The most striking conclusion is that all these factors are important to people when they are undertaking significant change. 21 of the 22 factors scored an average of 4 or more, and 19 factors scored 4.3 or more (max 5.0). The only factor to score less than 4 was (1)  'Having a clear vision of how the university saw its future and how SDP contributed to that vision.' However, most innovators had a clear vision of what they wanted to accomplish. Their vision is clearly more important to them than the strategic vision of the institution.

Personal characteristics (my will, my vision, my readiness) feature prominently in what is important, together with the way people wanted to be trusted and feel that their contributions would be valued. High value is also placed on communication, the social dimension of work and the need to make progress. The large number of factors innovators believe are involved in enabling innovation to be accomplished is striking and accounts for much of the complexity involved in innovating.







1 Having a clear vision of how the university saw its future and how SDP contributed to that vision 
2 My readiness and willingness to get involved in the SDP opportunity  
3 My vision of what I wanted to achieve 
4 My will/motivation to succeed  
5 Having explicit goals and realistic work plans  
6 Having the autonomy to implement the project as I wanted to 
7 Having the opportunity to use my personal creativity 
8 Believing I could take risks without feeling I would be criticised if I wasn't completely successful  
9 Having the financial resources I needed when I needed them 
10 Having the time I needed to complete the job 
11 Being able to find the help I needed when I needed it 
12 Having good communication with the people I needed to talk to 
13 The active involvement of others - teamwork 
14 Learning through the experience (learning from problems as well as successes) 
15 Feeling trusted and being allowed to get on with it without interference 
16 Feeling that I made good progress within the time available 
17 Feeling that what I was doing  was valued by my colleagues  
18 Feeling that what I was doing was valued by Head of School/Service/ Dean  
19 Forming new productive relationships with colleagues in my school or university 
20 Forming new productive relationships with people outside the university 
21  Feeling that the environment encouraged and supported me throughout the process especially when 
things did not go as planned 
22 Feeling my contribution has been recognised and appreciated 

Eight factors had significantly lower average scores for realisation  
compared to the average scores for what was believed to be important 

Presenter
Presentation Notes

Eight factors had significantly lower average scores for realisation compared to the average scores for what was believed to be important, namely -
5  Having explicit goals and realistic work plans to achieve my objective (3.1 versus 4.4)
9   Having the financial resources I needed when I needed them (3.6 versus 4.3)
10 Having the time I needed to complete the job (3.3 compared to 4.5)
11 Being able to find the help I needed when I needed it (3.0 versus 4.4)
12 Having good communication with the people I needed to talk to (3.6 versus 4.5)
13 The active involvement of others - good teamwork (4.0 versus 4.7)
18 Feeling that what I was doing was valued by the Head of School/Service or Dean  (3.7 versus 4.4) 
21 Feeling that the environment encouraged and supported me throughout the process especially when things did not go as planned (3.2 versus 4.3)


These factors boil down to a combination of having the resources to complete the task of innovating, and innovating in an environment that supports and values the efforts of the innovator. In other words there was a consistent pattern of responses that suggests that there is a gap between the type of environment innovators believe is important to bring about innovation successfully and the environment that they experienced while they were innovating. Closing this gap would go a long way to creating an organisational culture that was as supportive of innovation as the innovators would like it to be.




      Twelve Factors & Conditions that Encouraged/Facilitated  
   Strategic Change and Bottom-up Innovation in this University 

Leadership, management & facilitation of strategic change & bottom up innovation 
1    Leadership is shared and distributed throughout the organisation 
2    A strategic vision that inspires people to create their own visions for change that  
      they will embody 
3 A strategy for both planned and emergent change   
4 A strategy that involves the whole socio-cultural environment 
5 Involvement of brokers to facilitate change across and between organisational    
        structures, hierarchies and boundaries 
6     An effective but flexible approach to managing and accounting for resources 
 
Environmental /cultural factors that support, encourage and enable strategic change and  bottom-up 
innovation 
      An environment/culture that : 
7 promotes effective, honest and meaningful communication 
8 recognises and supports resolution of local contentious practice and facilitates rather than inhibits 

progress  
9 encourages/facilitates new relationships and collaborations to foster change 
10 provides emotional support and celebrates what has been achieved 
11 values learning and encourages and enables people to share what has been learnt so that it can be 

used and adapted to other contexts 
12 encourages people to take risks to put themselves into unfamiliar situations where they need to 
        harness their creativity to realise their ideas and actualise themselves  
 

Presenter
Presentation Notes
The study of strategic change demonstrated the value and importance of bottom-up innovation within a comprehensive and sustained strategic change project. While top down initiatives, like the introduction of new business systems and processes are essential to enabling a university to be more effective, responsive and adaptive in its educational work, it is the innovators who provide the key resource to enact and embody the significant educational changes a university is trying to make. The study reveals that innovators thrive in an organisational culture where leaders and managers are encouraging, supporting and enabling. Where they have the resources - especially time to make change happen. Where the institution's systems and procedures  enable rather than hinder progress. Where they have the respect, emotional support and encouragement of managers and colleagues and where they can find help when they need it and where they feel their efforts have been valued and have made a positive difference.
 
It stands to reason that for organisational change to be successful the conditions and situations embodied in the factors that innovators consider to be important in accomplishing significant change have to be supported and realised. Twelve factors grouped under 1) leadership, management & facilitation or 2) environment/culture provide an overarching framework within which bottom-up innovation is more likely to be encouraged, supported and facilitated within a process of strategic change.
 




‘Catalysts’ that facilitate progress 
and encourage creativity 
Clear goals    
Allowing autonomy  
Providing resources 
Having enough time 
Offering help with the work 
Learning how to succeed 
Allowing ideas to flow 
  

The Progress Principle  -  
Amabile and Kramer (2012) 
‘the single most important factor in 
igniting creativity, joy, trust, and 
productivity in workplace situations 
is simply a sense of making 
progress on meaningful work’ 

Environmental  nourishers               

A culture that encourages & provides emotional support  

Presenter
Presentation Notes
The importance of significant others in creating an ‘inner life’ conducive to personal creativity
Our ability to be creative is often constrained or enabled through the social environment we inhabit. Some aspects of our life, like work or education, involve social situations in which we interact, communicate with and engage in activity with other people to learn, accomplish things, provide services or produce things that we, and perhaps others, value. 
 
In such environments personal creativity may be a co-creative process in which we engage in collaborative activity to achieve shared goals. Recent research (Amabile and Kramer 2012) indicates that the single most important factor in igniting creativity, joy, trust, and productivity in workplace situations is simply a sense of making progress on meaningful work. 

But creating an environment that fosters progress, and which promotes intrinsic motivation and attitudes that are more likely to engage people in creative activity requires effort. Using a diary-based method Amabile and Kramer collected and analysed confidential, personal stories from over 200 employees at seven companies in a variety of industries (over 12,000 daily diaries in total) looking for commonalities that influenced "inner work life," which the book defines as "the confluence of perceptions, emotions, and motivations that individuals experience as they react to and make sense of the events of their workday." Tangible incentives—salaries and bonuses—barely registered in the diaries. But the subject of progress, or lack of it featured prominently. Diary entries that reported work progress often showed an inner work life surge, which, in turn, increased the likelihood of creative productivity.
 
In addition to studying the effect of progress, the researchers analysed the workday diaries to determine the factors that facilitated progress: catalysts (events that helped a project move forward) and "nourishers" (interpersonal interactions that lifted people's spirits). They also analysed the negative forms: inhibitors (events that induced setbacks) and toxins (interpersonal interactions that served to undermine employees' spirits.) Using analyses of stories in the diaries, the book outlines seven major catalysts for progress:
 
Setting clear goals:  it's important that the goals be reachable in a realistic time frame- achieving small wins is important to maintaining a sense of progress. 
Allowing autonomy: people have to have autonomy in order to get there
Providing resources: that are sufficient and timely to accomplish whatever is being attempted
Having enough time—but not too much—to complete a project : extreme time pressure is bad for creative productivity, but low-to-moderate time pressure is good
Offering help with the work
Learning from both problems and successes :  an environment in which you are not punished or ridiculed if you do not succeed
Allowing ideas to flow
 
The research identified four nourishers necessary for a healthy inner work life: respect and recognition, encouragement, emotional support, and, finally, affiliation—any action that serves to develop mutual trust, appreciation, and even affection among co-workers. People are more likely to engage in creative activity when they encounter such environments. Perhaps there is something here we can learn from in the design and delivery of higher education experiences!




PERSONAL 
Expertise 
Capability 

  Thinking 
imagination 

   Motivation 
will/attitudes 

CONTEXT 
             CULTURE 

PROCESS 

RELATIONSHIPS 

A dynamic model of creativity in work 

Conceptual Tool 4  

Presenter
Presentation Notes
Personal creativity is not isolated from the context in which being creative is enacted or the process through an individual or group of individuals enact it.  

Effectively a person with all their creative potential engages  chooses or is made to engage with a challenge (a problem or opportunity) in a particular work context.



Learning ecology (Jackson 2013)  
'the process(es) we create in a particular context for a 
particular purpose that provide us with opportunities, 
relationships and resources for learning, development and 
achievement'.    

Our ecosocial system 

our learning ecologies sit  
within our ecosocial system 

all the physical, social, virtual 
environments we inhabit  and 
interact with everyday 

Conceptual Tool 5  

Presenter
Presentation Notes
Within the ecosocial systems we inhabit everyday we create our own ecologies for learning, development and achievement

An individual's learning ecology comprises their processes and contexts, relationships, networks, interactions tools, technologies and activities that provides them with opportunities and resources for learning, development and achievement. Organised educational settings provide ecologies for learning into which learners fit themselves but outside formal education settings self-created learning ecologies are essential to the way we learn and develop in work, family and other social settings. The ability to create our own processes for learning and development is perhaps the most important capability we need for sustaining ourselves in a complex, ever changing and often disruptive world and for maintaining our sense of wellbeing.





CURATING & SHARING 
KNOWLEDGE RESOURCES 
On-line Survey, Links 
Presentation & Videos 
 

PAST LEARNING ECOLOGIES  
learning about  learning ecologies 

My ecology for learning, development, achievement  
          within which my creativity is embedded 

4 CONFERENCE 

ENGAGING COMMUNITY 
ON-LINE SURVEY  

ADAPTING 
RESOURCES 

CREATING & UTILISING NEW 
KNOWLEDGE RESOURCES 

CHALLENGE 

Kay Dutton 

Presenter
Presentation Notes
To conclude here is a representation of my learning ecology to develop myself and my resources for your conference.

1) I drew on past learning ecologies and the resources I had developed through them including my learning about learning ecologies – learning ecology
2) I developed and posted the online survey and  the link was kindly circulated by Kay Dutton -  xx members of staff responded
3) I prepared a web page to enable my resources to be curated and shared with you
4) I shared my ideas through my presentation which included feedback on the results of the survey

While the ideas are not new to me the challenge has been in developing and presenting them for this particular context.  The process of preparing my talk resulted in me creating a new representation for a dynamic model of creativity in action combining ideas that I had not connected before – so I brought something new into existence and this is how the products of creativity emerge through a development process.










        GREAT IDEA BUT IT MIGHT  
    WORK BETTER IF WE DO THIS 

SUCCESS AT LAST 

HOW CAN I HELP YOU? THIS  
IS WHAT I WANT TO DO 

     HERE’S YOUR 
MARKET RESEARCH 

    EXAMPLE ECOLOGY FOR ‘CREATING & DEVELOPING’ A NEW COURSE 
     CONTEXT 

CAN YOU HELP ME WITH THE CONTENT? 
HERE IS A FRAMEWORK TO HELP YOU SORRY I DON’T KNOW 

   IT’S A STRUGGLE BUT I BELIEVE IN IT 

Presenter
Presentation Notes
Behind every educational development there is a process involving imagining, reimagining, finding out, designing, finding and creating resources, overcoming challenges and problems,  seeing opportunities and doing what is necessary to bring ideas into practical existence. the process part planned and part emergent and opportunistic.


EXAMPLE
Here is an example of a higher education teacher creating an ecology to enable her to engage in innovation. Her project was to design from scratch a series of e-learning modules for professionals working in the fashion industry. Designing for an on-line environment and the pedagogy for supporting this form of learning was entirely new to her so her development as a teacher/designer went hand in hand with the development of the on-line learning.

As you read the extract try to visualise the process she created to achieve her goal and identify any features that you think are ecological. Perhaps you have had similar experiences.

It started with an institutional context  - strategic development programme – small grants for educational innovation. In this case used to provide some remission from heavy teaching load

‘I obviously used the [market] research that we had done. Discussed it with the Head of School and the headings that we would put together to begin to develop the short courses. Then I had to find external people to help with writing content...I found these people by sort of utilizing my own contacts...a lot of email communication took place with them sending me materials and me checking it and going back to them with feedback…… 

I always felt as though I was having to push other departments…It always felt as though the answers didn’t exist in that point in time... once I had actually got past that initial stage of how do I put these first drafts of the units together, things began to roll and I began to discover who I could at least go and say ‘Look I have this question, who can I ask? Who is going to answer it for me? I need answers... ‘I need to know.’ 

I spent more and more time with the people from [university's educational technology centre] and asked for their feedback on what I was developing and what the externals were developing with me. They got more and more involved because they really believed in what I was doing once the momentum got going....without them helping me so much, I wouldn’t have achieved the outcomes. 




Innovator School of Design  taken from ‘The Wicked Challenge of  Changing a University’  to be published July 2014





3% 

34% 

48% 

15% 

How creative do you feel you are in your work?  



Which components are relevant to your creativity and ability to be 
creative in the development of your own practice? 
(scores 0 = not relevant to 5 = absolutely essential) 



Most important influences on individuals’ creativity and ability to 
be creative  (scores  4.26 to 4.02) 

1 Feeling trusted and supported by my manager 

2 Having good communication with the people I needed to talk to 

4  Being able to collaborate with other people in my team  

3  My will/motivation to succeed with something I cared about 

4 Learning through the experience - from problems as well as success 

6 My vision of what I wanted to achieve 

7 My ability to improvise as situations required 

8 My imagination to see possibilities and generate new ideas 

8 Being able to find the help I needed when I needed it 

5 Being open to new opportunities 

What drives & nourishes creativity? 



YOU 
 

Your Process  
 

Organisational/managerial/ 
social/cultural environment 

 
 
 
 
 
 
 

My vision, My imagination to see 
possibilities and generate new 
ideas My ability to improvise, Being 
open to new opportunities, My 
will/motivation to succeed with 
something I cared about 

What Drives and Nourishes Creativity  at Chester? 

Feeling trusted and supported by my 
manager. Having good communication 
with the people I needed to talk to 
Being able to collaborate with other 
people in my team. Being able to find the 
help I needed when I needed it 

Learning through the experience –  
from problems as well as success 

ECOLOGY for   
LEARNING 

& ACHIEVING 

CREATIVITY 

Presenter
Presentation Notes
So the answer to the question what drives and nourishes creativity in this university is YOU DO when you are enabled by the environment, and perhaps when you are not enabled and have to overcome challenges.. 

I believe that a large part of your creative effort goes into creating ecologies for learning, developing and achieving and your creative thoughts and actions are embedded in these processes.




Copies of slides  and papers can be downloaded from 
http://www.normanjackson.co.uk/chester.html 
 
     
 
           
                         

Creativity in development e-book 
http://www.creativityindevelopment.co.uk/ 
 
 

Presenter
Presentation Notes
WE ARE ALL CREATIVE TO VARYING DEGREES AND IN VARYING WAYS. The pathway to becoming who we want to become is a something we create for ourselves – in fact the idea of an ecology for learning and development is probably a better metaphor and it is one of the fundamental ways in which we utilise creativity  Ultimately it is the way we engage with the experiences we create or encounter that determines the development we gain.





http://www.normanjackson.co.uk/seda.html
http://www.normanjackson.co.uk/chester.html
http://www.normanjackson.co.uk/hrworkshop.html
http://www.normanjackson.co.uk/hrworkshop.html
http://www.normanjackson.co.uk/hrworkshop.html
http://www.creativityindevelopment.co.uk/
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