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The Giving Credit Crunch

How to recognise and recognise
iInnovation in hard times

Hannah McBain — BBC Change Consultant
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Making the theoretical real for the organisation


Climate categories

1) Encouragement of
creativity

2) Autonomy and
freedom

3) Resources

4) Pressures

5) Organisational
impediments to
creativity
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The science bit
This is an attempt to focus on the creative climate for your APs in the pilot for the next few months?

The scales predicted to be positively related to creativity are referred to a ‘stimulant scales’ and those predicted to be negatively related are referred to as ‘obstacle scales’.      
Creativity Stimulant Scales
Organisational encouragement – Culture that encourages creativity through fair judgement of ideas, rewards for creative work, mechanisms for developing new ideas, active flow of ideas, and a shared vision of what the organisation is trying to do.
Supervisory Encouragement - A supervisor who serves as a good work model, sets goals appropriately, supports the work group, values individual contributions, and shows confidence in the work group.
Work group supports – A diversely skilled work group on which people communicate well, are open to new ideas, constructively challenge each other’s work, trust each other’s work, trust and help each other, and feel committed to the work they are doing.
Sufficient resources – Access to appropriate resources, including funds, materials, facilities, and information.
Challenging work – A sense of having to work hard on challenging tasks and important projects.
Freedom – Freedom in deciding what work to do or how to do it; a sense of control over one’s work.
Creativity Obstacle Scales
Organisational impediments – An organisational culture that impedes creativity through internal political problems, harsh criticism of new ideas, destructive internal competition, and avoidance of risk, and an overemphasis on the status quo.
Workload pressure – Extreme time pressures, unrealistic expectations for productivity, and distractions for the creative work.
Criterion scales
Creativity – A creative organisation of unit, where a great deal of creativity is called for and where people believe they actually produce creative work.
Productivity – An efficient, effective and productive organisation or unit.



Climate Mapping

Organizationa fair, constructive judgment of ideas
Encouragement of =
creativity: reward and recognition
mechanisms for developing new ideas
active flow of ideas
shared vision
Managerial managers serve as good role models for creativity
Encouragement of -
Creativity: set goals appropriately
support the work group
value individual contributions
show confidence in the work group
Work Group diversely skilled
Supports: -
people communicate well
openness to new ideas
constructive challenge
trust
commitment
Freedom: what work to do ; how to do it ; control over one's work

Challenging Work

Sufficient
Resources:

people

funds

facilities

information

Organizational
Impediments:

internal political

criticism of new ideas

destructive internal competition

risk avoidance

overemphasis on the status quo.
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Stimulants to Creativity 
To what degree does the organisational culture encourage creativity? (15)
Fair judgement of ideas
Recognition for creative work
Mechanisms for developing new ideas
Active flow of ideas
A shared vision of what the organisation is trying to do.
To what degree is there managerial encouragement of creativity? (11)
Managers who serve as good role models for creativity
Set goals appropriately
Support the work group
Value individual contributions
Show confidence in the work group
To what degree does the work group supports creativity? (8)
A diversely skilled work group 
Within which people communicate well
Are open to new ideas
Constructively challenge each other’s work
Trust each other’s work
Trust and help each other
Feel committed to the work they are doing
To what degree are there sufficient resources for creativity? (6)
Appropriate funds, Appropriate materials, Appropriate facilities, Appropriate information
To what degree is there a sense of having to work hard on challenging tasks and important projects? (5)
To what degree does everyone in MPP have freedom in deciding what work to do or how to do it; a sense of control over one’s work? (4)
To what degree does the organisational culture impede creativity? (12)
Through internal political problems; Harsh criticism of new ideas; Destructive internal competition; Avoidance of risk; Overemphasis on the status quo
To what degree is there workload pressure? (9)
Extreme time pressures
Unrealistic expectations for productivity
Distractions from the creative work
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Organizational Encouragement of creativity:

Work that is already helping
Commissioning pack updates
Development inbox
Celebrating success
Development holidays
Creative clusters

Digital Pioneers

Creative partnerships
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This category is the biggest area of concern (most comments made on this area)
And statistically this area has the biggest impact on creativity (15)
Representing where the concerns lie – no particular surprises but this should help give you perspective on where your priorities should lie when trying to improve creativity
Which are the really big blobs – there will always be more to do in terms of a supportive creative climate – no company has ever stopped working on that.

But there a lot of work going on here that not a lot of people knew about – My main sense was of a lot of people who felt like some discussion was going on somewhere else and no sense of how to contribute.

Good stuff
 	Commissioning pack updates 
	Development inbox
    	Celebrating success
    	Development holidays
	Creative clusters
	Digital Pioneers 
  Creative partnerships
	Internal recognition within but not beyond the group and not with Simon or Commissioners

Next Steps
A shared vision of what the organisation is trying to do.
Openness - Visualise the journey and the goals
Do you have milestones for how you see MPP developing that are clear to your staff & partners?
Fill the vacuum! Be proactive and keep sharing your expertise in user experiences and cross-platform content 

Active flow of ideas	
Make dev inbox more transparent so it serves as a source of insights for new ideas
Commissioners want  to see huge numbers of ideas to select from- don’t narrow down too soon

Recognition for creative work
Management promotion is essential when ideas are successful AND experiments with learning opportunities
Group rewards – How can you make everyone’s rewards more reliant on each other?

Mechanisms for developing new ideas
Really wide a remit for Development – pre-production & blue sky beyond briefs – what’s the journey
Better use of brainstorming techniques and search techniques across the group	

Fair judgement of ideas	
More open review & feedback from commissioners – constructive honest conversations (Need stated on both sides!)
Trust needs to be increased – informal, social events – Editorial Forum etc
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Multiplatform Working Pilot

Things we can affect during the Attributes directly affected by

pilots the pilots Business Outcomes
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Diary
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Measured moslty via interviews and from diary entries
also
Torrance Creativity test "Alternative Uses"





deliveringcreativefuture

Measuring Innovation

Innovation in Multiplatform content in Lab pitches

Expert panel score these factors based on the lab pitch Evidence of each factor (1-5 scale)
e Quality / Distinctiveness of ideas

* Novel application of existing ideas

»  Critique of user experience

» Consideration of different platforms

» Consideration of possibilities of chosen medium / media

*  Fit with existing Multiplatform genre strategy

» Feasibility of delivery of the concept within stated timeframe

* Evangelism - Use of MP language and passion of delivery

Increase in MP Innovation over time
MP experience and learning diary Evidence of (1-5 scale)

* Novel application of existing ideas

»  Critique of user experience

» Consideration of different platforms

» Consideration of possibilities of chosen medium / media
» Evangelism - Encouraging MP collaboration in others




Specific
audience focus

deliveringcreativefuture

G O al Set t I n g W here on these scales do your multiplatform ideas need to be?

Multiplatform
Opportunities

Wide
audience appeal

Find

New to
department

Play

Scale of
creative ambition

Share

New to world

Quality Improvements

This Month/ Series

Timescale

Crazy ideas

2 years out

Local Multiplatform
contacts

Collaboration

Cross-genre /
Department / Company
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You cannot know what you might want in terms of ideas until you see them
But you have some parameters and assumptions and strategies to work from
Define what you can…..and if it isn’t working in a few months ask for something different
Creative Ambition Goals – What does good look like?
How many ideas would be your ideal in the next five months? 
Where on the scale do you want the ideas to be?
Make your goals as practical as possible so that they are narrow enough to encourage creativity but not so narrow that they limit freedom and the left-field ideas
Help by setting some expectations that you have for your APs
These are just for six months so think about what would be most useful now and narrow down to that. Then in six months you can think again and revisit your goals.
MP opportunity goals – What Opportunities does your programme offer?
– Ideas that get your programme (or parts of it) to new audiences
– Ideas that improve the quality of information on automatic pages and searching
– Ideas that allow audiences to access content in new ways, 
	in new places / on different platforms, at different times.
–  Ideas that allow audiences to create their own or adapt content, connectivity to other members of the audience
–  Ideas that help the audience meet their own goals – Relaxation, Stimulation, Challenge, Information, Discovery, Socialising
Scale of Creative Ambition 
What is really creatively ambitious for you? (can you give examples to help?)
Delivering new level of Quality or different types of Impact for the audience? (AI)
Building a different / closer relationship with your audiences? (AI)
New ideas that save money? (£)
New to department, BBC or the world?
Timescale priorities – How quickly will you want the new ideas to deliver? Can they be ideas for audiences of the future or this series?
Partnership priorities – Do you want ideas that are cross-genre or bring ideas from outside the BBC? 
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A Confederation of British Industry report found that only 45% of those surveyed rated financial rewards as among the main factors in sustaining employee satisfaction. Compared with 57% who rated “interesting work” and 68% who rated “establishing good working relationships” as important factors.


Listening
Recognition
Opportunities to develop skills
Access to networks or meetings
Career development
A challenging role
Freedom and autonomy 
Opportunities to work on high profile projects
Attachments
Flexible working hours
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