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The Seven Steps to

Creative
Change

By Rosanne Bane

s professionally creative people, we're in the change

business, Because creativity is change, We are

constantly changing “what is™ into a new, and hopefully
improved, “what is.” Relying as we do on our creative talent
for our professional well being, we need to be masters of
change. Welcome then the insights of change zuru John P.
Kaotter.

In his best-selling book, Leading Change, Kotter points
out that the majority of corporate change initiatives not only
Fail to deliver what they promise, butl create situations where
“the carnage has been appalling, with wasted resources and
bumed-out, scared or frustrated employees”

Kaotter, a professor of leadership at Harvard Business
School. identifies eight common errors causing this carnage.,
He then turns those errors upside-down to develop an
eight-stage change process to lead effective change within

DrEanizations.
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One of Kotler's most significant nsights is that these
slages are nod linear, but iterativie, Thea i, you don’t dao ithe
First stepy, cross it ofT the list and forget absout i1, Insesd, vou
stand the first stage and Keep doing that while you begin the
second. When you're bandiing these first two stages fairly
well, you sdd o third Ball w juggle. When voa've got the
three halls in o siable rhythm, vou add a fowrth, and so0, Tntil
vou've juzeled all eight long enough o call the change fully
wind solidly implemented. Sill, Kotter emphasizes the
importance of working with each stage in the order listed o
achieve the momentum o overcome the powerful forces of
resistamee amd inertia,

Kowter's approach makes o great deal of sense, yet it is
designed 1o facilitate imposed change in large corporations,
As i creptivity coach, instructor and speaker, 1 work
primarily with cresgive mdividuals who actively seek and
inifiate change for the sake of the creative oppontunitics it
brings. 5o | adapted Koter's maodel into o seven-step process
[or creative chonge that better reflects the needs and interest
ol my clients and students:

I. Recopnize the Urpency

2. Enlisl Allses

3. Clanfy Your Ysiom and Develop u Strafegy

4. Share the Vision

5, Empower Action

&, Generate and Celebrate Intermediate Success

T, Anchor the Change

Professionally creative people tend o take these steps
naturally and wnuinvely. Bul we also temd 1o =kip the sieps
that don’t fit our perseamality quitks. Conscions awareness
and application of all seven sieps will help vou spply them
fully aindd im the nght order i build the momentum you need,

Step 1: Recognize the Urgency

Individuals and small companies don’t need o crewte
urgency: they need o recogmize the urgency that is already
there. We hoave an abundance of thangs wed ke w dio, bt
wer hove limited time. so0 we have to choose, The urgency is
Just this: You will not have enough time on this eanh o do
all thee thimgs you winnt 1o dao, bot vou will have enough time
tor dok thee things that are truly mast important o vouw if you
ke wotion.

“Initially, urgency caunght me by saprse, 1'd never
thought about my personal goals and my craft m thil way
before,” savs Sarnh Tieck, associuee editor ar Minmesera
Maonthiv, novelist and creative writing teacher. Having
worked through the seven steps in a Loft class, Tieck credits
this first step of recognizng the urgency with having the
bigoest impact on ber ereative waork, “When a friend asked
mie what [ wanted 10 be doing for iy whole Bife, | realized i
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was my fiction, Bul tht was whot [ was giving the leas
attention to,"

Kuren Karsten, an editor at o local publishing house and
freelance poet and writer, highlights the imporance of
seemny the urpency without getting caught up in ansiety.
"My sense of wrgency is still thene, but it is 4 sense of
urgency, nod emergency. 5o 1'm not going full speed ahead,
sirens blaring.”

Lrgency is not anxiety, Anxiery s Tear-based. Urgency is
awareness-based. Urgency is not getting voursell o o
lreney or wringing vour hands about how little time you
have. It 15 consciously, deliberately accepting the realiy thal
you have hmited time and choosing to act according |y,
Anxiery does not support change. Urpency does.

Lowra ond Scoin Sommers have experienced so much
change in the past few vears, they ve become chunge
masters, In the past yvear. they have moved their hoomse and
Lowra’s Whesle Bramed Creative design and communication
firm from the Twin Citnes 1o Ohie so Scott could take a job
a5 pariner in an internationally known design firm, Laura
transitioned 1o serving Minnesota chenis long distince and
sdiling new Ohio-based clients. Meanwhile, Scoll quickly
ihiscowered that thers were serious leadership ssues af (hie
new firm,

“That eremted urgency,” soys Scoit. Laura observes how
Seot vsed urgency 1o fuel interest and excitement. “When
seotl opened up (o the ided that be could go ot on his own,
after watching me do it for theee years. he got really excited.
The excitement of stepping into a new identity can help
carry you along,” Deciding to grow Whaole Brained Creative
together deminoed into more changes including another
move inko a howse with a home office big enongh for twao,

Step 2: Enlist Allies

Acgromp of powerful, trustworthy allies cin make the
difference between your desired change happening or
languishing. Allies brng new mformotion and insight. They
bring mew perspectives amd possibilities. They add their
skills and resources to the mix. Their excliement and
enthusiasm help you maintain your comamitmenl lo your
CiEhlnve r_'hungt:.

The Sommuers wse their allies o create a virwal team of
creative talent available through Whole Brained Creative,
Having a talent pood to draw froam without payving the
overhesd of a permancnt stafl gives Whiole Bradned s
compelitive position of providing excellent creative waork o
big clients o much lower costs,

Kathy Kuhl if kuhl Thinking, & promotional marketing
company, has also discoverad the benelits of using allics o
create a larger vietual compary, Kuhl 1= pant of a newly formed

{continuved on page 25)
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comsorium of art directors, copywrilers and media buvers
that share contacts and resources so they all can offer a
broader mange of services to clients,

Kuhl’s allies also helped prepane her Tor the realities of
becorming o freelancer. “T'd meet one woman whao'd alresdy
gone through the change of becoming a freelancer on o
regular basis for coffes. It was good 1o hear her perspective
on how she got started, what pitfalls she went through and
wilat 1o l;'.:l.iﬂ:l,.'ll-'

Tieck relies on o critique group 1o give her the kind of
feedback she needs 1o polish her fiction. But she also
acknowledges the contributions of her non-writing friends,
“I"ve been telling one fnend about my stories for years.
When 1 eold her | was struggling with a question about one
of my characters, she started cataloguing all these things 1'd
tld her about him. 1 hadn't thought of her as ally wnitil then.
[ wos surprised she had heard me soowell”

Step 3: Clarify Your Vision, Develop a Strategy

It may not be clear vet, but a vision 15 implizd in the
decizion 1o make a change. You don't have 1o create the
vision, you only have to clarify what the vision already is or
select which of many visions 1o focis on,

“Hecouse we're creative people, we have a lot of ideas
and visions,” Loura Sommers reflects. “We're always
entertimning six or [0 ways we could build our lives, so that
wihen an opportunity comes along. we've already envisioned
i o™

Scolt Sommers highlights the imponance of knowing
what isn°t part of the chunge vision, "We knew early on wha
we didn’t want 1o be. There have been opportunities o get
sucked into that, so it was tmportant to know what we just
wortldin'e do,”

Rick Cornish, president and creative director at Flying
Colors film, vides, music and events production studio,
echoes Somimers” opinion: “Everything around us is
changing so rapidly, there is more than ever an impets o do
knee-jerk change. We want to embrice change wisely. A
change isn’tan improvement unless our clients value it”

Comish emphasizes the importance of vision and straleay
in providing meaningful change. Every project Flying Colors
idoes for & client has its own vision and strategy detailed into
plans and schedules.

Developing a change strategy for a cliznt that relies on
proven methods is relatively casy for professionally creative
people. Bul identifying the strategy for our own coeative
change is often more difficult, in pant becavse we're irying
mew methods, Creative changes, by definiton, allow os to do
something we haven't done before, so it's hand 1o develop a
clienr cul stralegy,

"We have 3 strategic approach for how we wani 10 run
oalr business, but we don’t have o written strategic plan,”
repaorts Scoll Sommers, “We know what we're going to do,
but sometimes we hiuve no idea how™

Tieck refers i “the willingness to reinvent yoursel™ as
the essential creatve strategy. “What was tmoe for you 10
WCIrs ago of cven a month ago may nod be frue anvmore. You
have 1o be open 1o reinventing vourself.”

Step 4: Share the Visian

M the seven steps, sharing the vision often looks the
easiest. But making a public anpouncement detailing a
change you hive until now shared only with a few, trusted
alfies means you'll need to carefully crafl exactly what
you'll shure about your vision, with whom, and when.
Sharing your vision builds synergy by expanding the number
of people who know what vou're doing, and in the process
exponentially expanding the number of contacts, allies,
clients, eollaborpiors, sdvisors and supporiers,

Demonstrating the iterutive nature of the creative change
process. Kuhl credits her discussions with allies in helping
her clarify and share her vision. “*For me, these two 2o hand
in hand. As I shared my vision, the vision clarified and
shifted into whar it s sow,”

Sharing the vision not only gives you another oppartunicy
to clanfy and improve it it also builds your belief and
enthusiasm for the change. Tieck finds that telling athers
about her writing “reminds me that 11 is imporient, Soying
I'm waorking on my first novel soasds very big For me o sav,
bt now people are expecting me w do i1 For me 1o be
aceountable o mvself, Tneed to claim and create that reality
for myself”

The Sommerss find sharing their vision with friends
“helps ervstallize for us what we do in the world,”

For Flying Colors. sharing the vision begins with an
initial client briefing. Then they develop a creative brief by
comparing “this is what they told us, this is how we think
they see it, this is how we see it, It separates the personal
emidicnal observations from the objective chservations,”

Step 5: Empower Action

[n Step 5. the rubber meets the road. Yoo finally take the
action you may have wanted w jump into right away,
Empowering the action means identifying and building
structures, relationships and belefs that support the change.
It also means identifying and elminating unsupportive
structures, relationships amnd beliefs. In Siep 5, the change
gels challenging, s0 vou nead to remember the urgency, rely
om your allies, and fiocus on the vision and stralegy you've
identified and shared.

{continued an page 27)
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For Kuhl, leaving o large agency to work independently
mitially feli empowering. Later she realized being on her
oawn wiks also an obstacke, “T started targeting md agencics in
thi beginning because all T could really offer was my
strategic thinking. 1 didn®t hve art directons oF copywriters
to buck me up. [ was working primarily with agencies that
had advertising eapabilities but no promotonal capabilities.”

Kuhl’s prometionsl marketing expetise flled thi g for
bigger agencies. bul limited her opportunities. Omnee she
kentified the obstacle, she was open o solutions. “Working
with & consortiom of freelancers. I'm back 1o being part of
something igger and my possibilitics are widening.”

For Comish, overcoming ebsticles is the service Flying
Conloars provides, “Once we say this is whag we're e 1o
sccomplish, then we're just solving all the problems that
crop up between here and there.” To do that, he makes sure
his employess have “a good sense of where their authority
and responsibility begins and ends.”

"Obstacles ane going 10 come,” agrees Seoll Sommers,
bt you can’t ket them get vou sidetracked.”

Wating fiction isnt a revenue genentor for Tieck, se she |
Faces a different obstocle, but like Cormsh and Sommens, she
relics on passion and urgency to fuel her effors and keep her
mawing. L ofen come home compleely wiped out from the
msagine, ook at the Action Map we created in class and
realize i 1 con just do one small thing, 10 be doing QK7

Step 6: Generate and Celebrate Intermediate Success

Muny creative professionals recognize the need (o break
a lasge project nto smaller steps and enjoy the intrinsde
sntisfaction of eccomplizshing those lasks, But they don't
recogriize the imponance of celebrating small successes
along the way,

Yet, the fndings of brain researcher Dr. Barry Richmeond
of the Mational Institwte of Advanced Indwstrial Scienee and
Technology in Japan demonstrate the impeortance of rewards
in motivating and reinforcing action. Richmond's research
showed that menkeys learmng te perform a sk have fewer
errors when they know o rescard is corrmmge, I yon"re
working toward a distunt goal. you must keep working even
if you don't like what you're doing,” Richmond wold
Newvweek, "The anterior cingulale [portion of the brain]
seens o help keep you on sk, There b5 an incressed
capectaney that is built up for reaching the goal and getting o
rewiurd. As you get closer 1o the goal, you work harder”

The Sommers know the motivating power of
acknowledging their progress. “Every time we gel a check
from a client. we celebrate. 1= o very tangible, rewarnding
mieasure of success, I they keep paying you, i they keep
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calling vou to do more work, you are suceessiul,” sANE
Laura.

The Semmeess make a conscious elfort w find new ways (o
celebrute, “When [ have little successaes with my writing, 111
share those with a friend or Il read it wo Scor. O we'll print
ikvings to pur tem up on the wall o celebrate competence.,”™

Step 7: Anchor the Change

The final step s o anchar the change so the effons
vou've made don't get lost in the maltitede of everyduy
details, Little slips, litthe deviations from the change plan and
the new behaviors that came with it may dol seem
significant, but they do aded up, A change is most likely 1o be
eradually kost it the change 15 nol rmly anchored o the
individyal™s values or the organization s colture.

The Sommers are confident their latest creative change 1o
work together 1o grow Whole Brained Creative is a kasting
one bechiuse of their commitment, passion and energy, Lauru
P'I'!li-lfll'-‘\- wal thit Saeit had calls from headbonters amd hegicls of
businesses when the word got out that he was leaving his last
Job, “Thee first time you e o of those down, it's very
frghtening,” Lavura nodes. “We're all in the habit of being
responsive W those kinds of things, But once vou do thid, il's
the power of saving ‘Mo I reaffirms, “This is what I'm
doving right now.,™

Whal cements the change for Kuhl is a review of the
urgency that seal her out on her owm in the firse place.

“I worked for so many yewrs where il wis just & constant
grimd. | felt I hardly knew anyibsody. | had 1w siep back and
say there was more to life, 11 was the value of needing 1o
connect with oiler people and hove time for hobbics. The
change has enobled me o have a more balanced life. 1 know
I don't want 1o go back o how life once was”

Having time for what she values not only makes Kohl
huppier, it allows ber i do her work better, shich anchors
the change even deeper. “There iee tities in the dadkroom
when 1 think of g selution for a project 1'm working on,
Instead of fecling like o gerbil om o wheel, I'm able o think
il o solve problems proscovely,”

Resanne Bove i copativity coach; aathor of Dancing
i the Dirupon's Den: Rekindling the Creative Fire in Yo
Shodow; s bos been reacliing creativity foe over T3 vears.
Ad apprentiee affiliate of the Minnesons elaper of e
Natiowal Speaker's Ao, B by given presemtarions on
creaiiviry and change for 3. Land ' Lokes, e Americean
Creanivity Axsoc, and offiers, Reach her ar
svsim ekseenine Bee. oo,

Rpril 2003 27



