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Leading Innovation and Change

Introduction


Driven by experience and knowledge, the world of today takes a faster and faster pace in its multidimensional development. Organizations and personnel have to follow the general requirements in order to stay on float and continue to fight this business war. Innovation and change are ones of the most important components of a successful leadership style in any organization. Whereas the world does not stand still, a complex labour organization and discipline are no longer enough to sustain a profitable commercial unit. Innovation and change are the composites of the engine of the progress. The only reason the world keeps moving is because, among 6 billion people, there is someone each day who refuses to subdue to the mass and stops to think for a moment, when an idea for change comes to the mind.
Innovation can be defined in ways depending on how to view it. Freeman (1982) defines the industrial innovation as “technical, design, manufacturing, management and commercial activities involved in the marketing of a new (or improved) product or the first commercial use of a new (or improved) process or equipment”; Drucker claims that “Innovation is the specific tool of entrepreneurs, the means by which they exploit change as an opportunity for a different business or service”; The UK DTI write that this phenomenon is “the successful exploitation of  new ideas”; as for Albury (2006), he defined the term as “creation and implementation of new processes, products, services and methods of delivery which result in significant improvements in outcomes, efficiency, effectiveness or quality”; Hartley (2006) suggests that it is a “successful development, implementation and use of new or structurally improved products, processes, services or organizational forms”, whereas Jacobs and Snijders (2008) summed up that innovation is “something new being realized with (hopefully) added value”
. Nonetheless, despite the numerous definitions of the innovation, each implies the basic idea of change and some sort of result in the future.

Over the last 35 years, innovation management has become the hot topic for scientific research on the sphere of management. Today, innovation and change, as well as the innovative leadership, take an important place in strategic management all over the world. Innovation and change matter for the reasons that they play an important role in the success of mainly any organization, whether it is regarding the competition on the share market for profit or the overall improvement of the services’ quality, state Tidd and Bessant (2005). They also write that “the need for innovation is imperative”, which is supported by Cooper’s words: “It’s war: Innovate or die”
.Innovative ideas are vital for the survival of an organization. This work explains how various innovative theories affect the company, as well as the market in overall.

The industries are pressured by the need to develop both inside and outside, expanding in numbers, merging with other industries or organizations, forming alliances, or applying a variety of new technological advances, strategic innovations, corporate policies, culture change programs, and leadership style. Due to the multi-layered organization of the change management, it requires a high level management, extreme preparation, and precise and well though-through implementation skills in order to lead innovation and change. There exist many approaches of leadership which are all oriented to satisfy the customer according to the most accurate and latest needs and preferences. The business professionals focus daily on the search for new specific alternatives to become the world market leader in providing specific services.

This paper seeks to identify what are the ways the business professionals resort in order to sustain their position on the high level. This work defines the terms “innovation”, “change”, and “leadership” in order to portray a better understanding of the current organizational behaviour styles. With the regards that innovation and change are extremely important in today’s world, this paper reviews the theories of innovation and change through the prism of leadership. It describes and analyses the theoretical frameworks, implying which styles of change are more successful and less successful, based on personal experience. In addition, this work helps to access the leadership skills which I personally have; and what would help me to support further development.

Literature review

The continuous process of development of an organization does not happen by itself. There is a range of new actions filtered by the applied theoretical knowledge and managerial strategies, each working under specific circumstances. In the field, there is a great variety of theories of innovation and change. Strategic change requires the implementation of clearly set goals using explicitly designed strategies. In order to lead the process of change, one needs to fully understand the nature and complexity of this process through the perspective of interventions, which are needed to be implemented to the structure of an organization, as well as the substantial investment of time, money, intellectual resources, and energy. Each theory emphasizes the context sensitive aspect that illuminates the change as the subject of the applied strategy, focusing on the relationship of people as agents in the organizational management change.

Organization of Change

Referring to Tushman and Nelson (1990), the organizational theories have been thinking over the ways of evolving for an organization taking into consideration the influence of the environment and the technological advancements 
. According to Lam (2004), there exist at least three broad viewing theories explaining the nature of organizational change. The first emphasizes “the powerful forces of organizational inertia and argue that organizations respond only slowly and incrementally to environmental changes
”. This view includes the theories of organizational ecology, and institutional and evolutionary theories, which point out the way the environment affects the changing process within an organization. It sees the change as a continuous transformational process, which, by its conversion change actions in the past, triggers the consequence adaptive change actions in the future. The punctuated equilibrium model of change represents the second approach to viewing change in an organization, which differs from the continuous transformational process by having revolutionary changes in between the conversion and adaptive actions of the timeline. (Balogun, J. & Hope, V., p. 4). Lam (2004) claims that this view might be overlooked as cyclical pattern of change as it includes a few stages, which have the tendency to repeat themselves in a seamless way
. According to Balogun and Hope (2010), both previously stated approaches represent mainly the same outcome; however, the continuous transformational process does it in a less dramatic way. In any way, the best case scenario for an organization is to have a few prepared solutions for the questions that might occur in the course of change for supporting an attempt to manage change on a professional level
. Nonetheless, contrasting Balogun and Hope (2010), Lam (2004) suggests the third perspective of organizational change
. The strategic adaptation infers that the organizations represent both passive and active subjects of the environmental exchange of forces, showing the power of influence both in the interior, as a recipient, and on the exterior as an agent. This perspective addresses the importance of the mixture of managerial experience and organizational learning linked with constant change and know-how to adapt these changes under the given circumstances, avoiding the negative factors, such as environmental turbulence and uncertainty.

Balogun and Hope (2010) introduce such cyclical concept as the change kaleidoscope. Basically, the kaleidoscope explains the need for choice making and explaining the context of a particular situation, leading to specific changes. Balogun and Hope (2010) explain that there are different designs and the choice of the options in the kaleidoscope. The authors imply: “The change kaleidoscope separates the array of choices that need to be made on any implementation approach into six categories, within which there are a range of alternatives
”. The change path category refers to the nature of change which is needed to be set for specific results, perceiving this stage as understanding of the changing process itself, along with the actions decided for making these changes. The change start-point summarizes the process of the organizational management, which is rated. The management implementation style, which aims at collaboration and direct bargaining, is called the change style. As for change target, it evaluates the values and attitudes towards the process marking their behaviour and the quantity of the output theory produce. The levels of the change are divided into such subsystems as “the technical, political, cultural and interpersonal
”. Finally, the change of roles represents the responsibility of the leader for changes implementation.

Nevertheless, in theory, change has a positive connotation to the organization; on practice, it also implies a range of factors which might get out of control and bring to results different from that the leader has expected them to be. According to Selman (2010), there are six different ways how the changes relate to the circumstances through a range of allowing or disclaiming the organizational potential to change. These possibilities create the context around the progressive situation defining the “states of being
” of the organizations on the definitive line of managerial evolving of an organization.

Resistance


Resistance is the most commonly held approach to change through non-acceptance of the occurring situation, or withdrawing from it. Such can happen through many manifestations, which can be seen or unseen, obvious or hidden, active or passive, such as disagreement, forbiddance, gossip, procrastination, debate, argument, rationalization or analysis, ignorance, or complete withdrawal. The resistance brings on the table counter-innovative approach, which can be disclosed in the quote “the more things change the more they stay the same”, implying that the more we resist to change, the more our resistant becomes persistent in its nature (Selman, p. 3). In addition, referring back to the punctuated equilibrium mode, resistance takes the position of prolonging the iterations mode on one place, implying the disengagement from the general rule for change to go from the way it was in the past to the future, and often result in resignation. Also, the prolonged state of resistance results in changing the perspective into objectification, which traps one from viewing the potential for change, and holds the leadership position in the opposition, forcing to try to change something because it does not work, not because it needs a fresh idea, which is rarely successful, because the process of change becomes a reparation rather than innovation
. 

Coping


The problem of the coping strategy is that it also engages in objectification of the reality, keeping the leader from actually seeing the potential for change blinded by the circumstances. In such a way, the main resources are expanded mainly on solving the problem occurring due to the circumstances, rather than on trying to implement innovative strategy. Meaning that every innovative action partaken by the leader will be applied mainly to react upon specific circumstances, innovation is becoming the result of the circumstances, instead of the circumstances resulting from innovation. Selman (2010) explains coping context in the following way: “In a coping context, leaders will typically be arguing for and justifying whatever limitation seem to exist and encouraging ‘work around’ or ‘in spite of’ strategies for getting things done
”.
Responding


Responding technique suggests that the leader owns the circumstances. In other words, a leader has to view himself as being in charge of a situation and having the competence to change the circumstances in favour of the organizational management. The response to a situation is defined by the cognitive processes, and choice making processes, following from the circumstances, yet are not limited by them. In other words, it is important to clearly define the nature of the circumstances and view them objectively. Otherwise, it is possible that the leader responds to the way one perceives the circumstances, instead of fully comprehend what exactly they are. If this happens, the leader does not control the situation any longer; the circumstances take over the organization, changing the cultural behaviour according to the situation
. 

Choosing


Making a right choice is extremely important in the change processes. The key aspect here is to understand fully the context of the situation and accept it as it fully perceives the implications they follow. Acknowledgement of the circumstances is making a choice to accept the challenge embracing the change through the prism of the particular case. Deciding to take the perspective of choosing, the person goes from being within the issue and becomes the observer from the side from a different perspective. This enables impartiality to the issues and clearer analytical possibilities. Choice implies a more creative approach to the leadership, as it emphasizes the paradoxical aspect of acceptance and resistance, which results in opening new possibilities for resolution through innovation and change.  

Bringing forth


According to Selman (2010), the circumstances can be also created. This idea is propagated through the bringing forth theory, which suggests that the predispositions to innovation are non-inheritable, but can be developed in an individual. In other words, the strategy of bringing forth implies not to work on circumstances, but behave as if the circumstances were created by the initiator. This approach helps to create extremely unique and genuine solutions for the problem, analysing the aspects of the issue that are sudden and unpredictable, alternative solutions to the obvious issues; restructuration of the common ideas regarding an assumption; become evident post factum
. Selman (2010) describes the leaders, who pursue this approach, as having “a vision is not a big goal or picture of the future, but a powerful ground of being from which to create reality
”. Such viewpoint is usually described also as “to think outside of the box
”, as it implies the application of uncanny, uncommon, exceptional actions to the simple, common, usual situations. The key point here is to try and step out of the picture in order to perceive the same situation from a different perspective; to predict the future, or to perceive the necessary outcome as the current reality.  

Mastery


Finally, one of the top skilful approaches is the mastery of creating the context for change. The leaders, who have mastered the creation of the context for change, can be able to demonstrate the performance of new domains, which open new doors to change and innovation as well. Such leaders seek to create the basis for the context on which the changes are needed to be applied. The leaders form a microcosm inside of an already existing world in order to make easier the expansion of the boundaries of the possible change and innovation actions, which can be applied for making the management structure of an organization to evolve. According to the author (2010), the mastery is a wonderful approach for management change and innovation as it represents seamless integration in the natural manner. In other words, the leaders, who have achieved the level of mastery, situate at all levels of managerial change as they are able to overview the constant process of change as outside of the time frames, making the changes to create the consequences as to contrast on reacting to them
.


Nevertheless, as the theories of change imply, changes do not always lead to the innovation, nor push the circumstances within an organization towards the innovation. Quite often, the measures taken by managers often result in rapid analysis, which limits the actions of change by mere rational decision making. This happens due to the human inborn feature of safety, or keeping closer to something familiar and recognizable in order to know the course of actions beforehand. Innovations do not work in a safe environment, which lack risk taking measures. Before and after taking the actions for change, the leader has to understand fully the context of inner and outer environment of an organization and have an open mind in order to implement innovative approaches. 

Innovation Theories

The innovation, despite an easily understandable meaning from the first sight, is a complex concept, which requires multi-level approach of a leader. Eveleens (2010) state that “Innovations vary along at least five dimensions; type and degree of novelty of the innovation, type and size of the organization in which the innovation project took place and fifth, the environment/sector in which the innovation was developed
”. The author explains that innovation can be applied in many directions. There are a few theories, which explain the innovation on action. 

Seven Habits

According to Covey (1989), the effectiveness of the innovation and change is ruled by so-said “habits”
. In other words, there are some levels, the combination of which whenever combined together lead to effective results of change and innovation. The author defines habits as a mixture of such aspects as desire, skill, and knowledge. In other words, the success of these habits is defined by knowing what and how to apply specific information to implementation process, confidence in personal skills, as well as the motivation to make changes happen are the main elements that form the habits affecting innovation. Referring to the maturity continuum, innovation progresses from dependence to independence and then, to interdependence works on a harmonious level with the laws of nature, developmental approach, and interpersonal effectiveness. The maturity continuum occurs gradually touching all spheres of human performance. The author states that interdependence is the highest rank of maturity, as an interdependent person has the possibility to share the self, as well as use the resources provided by other people. The first three habits represent the group of private victories. Being proactive, thinking about the consequences first, and prioritization are included in the number of this group victories, and describe the process of moving towards the interdependence level. The next level covers the public victories through the elements of critical thinking. Understanding, being understood, and synergy are extremely important at this point as these techniques help the leader to understand and analyse the context of the situation and the result of it in a more effective way. The renewal habit represents the circle of life and keeps the change cyclical, enabling the change to be constant and uninterruptible

Complexity Theory and Leadership Emergence


The complexity theory defines the organization through the interactions between the organization’s members in a self-organized complex system. The organization can be broken down onto spheres of the activity, as well as the responsibilities, which they carry; therefore, the relationship and interaction will be different in each separate connection. Silberstang (2008) writes: “When patterns of interaction between agents are more complex and interdependent, significant change is more likely to occur than when patterns of interactions between agents are more limited
”. This theory claims that the agents do not play a passive role in the change, and, being supportive of adaption, they gladly face the changing circumstances. Complexity theory explains that “innovation is more than the generation of new ideas; potentially viable ideas must be assessed and tested, then diffused, implemented, evaluated, and sustained
”. The emergence of leadership in the complexity theory is defined by the abilities of personal development in order to attain an influence within the self first of all. “It does not conceptualize leadership as residing in the ‘official’ leader per se, or even in “self-leadership” where individual group members work on their own skills and leadership potential through self-influence
”.
Micro-Enactment as Units of Analysis


The theory of micro-enactment emerges from the ideas brought up by three different approaches: social exchange theory, operant conditioning theory, and invisible group theory. Despite the fact that this theory is also affected by many various factors as behavioural approach, cultural attributes, and interactions, these three approaches are the ones that affect the micro-enactment as a unit of analysis drastically. First, the social exchange theory addresses the issue of purposefulness of behavioural connections in many ways. The theory state in such a way that the behaviour that humans perform is usually triggered by their need to receive particular benefits from the interacting party, would it be information, any kind of resources, or social benefits. Such social interactions happen at the same time and are reciprocal. Second aspect, illuminated through the operant conditioning theory, focuses on different kind of needs. The agents are avoiding the unnecessary behaviour and act out on the consequences which can smooth out the interactions between the managers. This approach is aimed at shaping the knowledge and behaviour on the micro-level for the purposes of managing them within the larger group. Third theory develops the idea that the subconscious is also important while managing change as, according to the Agazarin’s invisible group theory, one can manage the personal subconscious for correcting the goals and the systems which can sabotage successful development of implementation of change and innovation. Silberstang (2008) writes that “According to complexity leadership theory, roles are fluid, dynamic, and subject to change, as systems adapt and grow based on environmental and contextual demands as well as intra-group and extra-group processes”, explaining that even though the subconscious control can lead to the establishment of roles, the rationalization of the driving forces can be helpful for developing change
. 

Rogers’ Diffusion of Innovation

Rogers’s diffusion theory implies that innovation and technology are used as synonyms. He states that the “innovation” can be composed of hardware, defined by the scientist as the tool, as a physical object, and the software, which, according to Rogers, is the information base of this physical object. According to his theory, the implementation of innovation has to be accepted as the best option of change and has to integrate the four basic steps fully in order to provide a result. The four main elements of the diffusion innovations are innovation, communication channels, time, and social system. The scientist suggested in his theory that the implementation of innovation often results in diffusion, referring to the introduction of new technological advancements as innovation. Rogers defines technology as “a design for instrumental action that reduces the uncertainty in the cause-effect relationships involved in achieving a desired outcome
”.
One of the main obstacles for implementation of innovation is the uncertainty. With regard to the human nature’s need for order, changes lead to the unexpected consequences, which bring discomfort and uncertainty. Rogers defines consequences as “the changes that occur in an individual or a social system as a result of the adoption or rejection of an innovation”
.
Personal leadership skills assessment and experience


In today’s world, leadership and innovation are closely related terms, if not identical. On practice, whenever one exercises leadership, one engages into a process of change leading to innovation. Leadership has always been, therefore, aimed at the better results in the future. In such a way, “a competency for innovation is a natural by-product of certain ways of relating to the world; the context in which we relate to circumstances and change”, states Selman
. Nonetheless, the leader has to understand the context of his leadership, as well as deeply perceive the integration of change and innovation.

One example of unsuccessful implementation of innovation would be the case regarding constant stealing in the organization. The building, which the company had been working in was also rented to a few other companies. As the manager of the property I had to work with all these companies becoming a community. Nonetheless, after the crises had strongly distorted the budget of the companies, many had to leave in favour for a cheaper office rent. Therefore, many office spaces had become available, therefore smaller yet more rich companies had moved in. This is when the stealing had begun. For starters there were some small, unnoticeable things which had disappeared, yet after some time, greater problems had occurred. As the manager, I have decided to implement an innovative security system, which implied the secure passes, as well as a following systems on each floors. Everything went smoothly. However, after some time the stealing had continue. The plan had failed for a few main reasons. For instance, after the crises what I did not realize is that we had to create a community for the newcomers in order to bring closer the new companies in the building together. In addition, even after implementing the security system, the point to consider was that the passes would be also used by a greater number of companies, which each also brings in the clients who are total strangers. Therefore, the implementation of innovative systems had failed due to some poorly analyzed facts regarding the issue.

An example of rich innovative insight is the time when the company had been established as a small community of three people, which later on had grown into a 200 people company in 5 different cities. The idea here is that the employees were finely chosen from the candidates to very specific criteria. Deciding to risk, we have gone away from usual set of characteristics the employers usually look for. Our focus was not on the skills of the person, but on the youth, capacity, communication, creativity, dedication. Therefore, staring with a small salary on an easy project, the people were free to bring in the creative and innovative ideas on how to improve the company in overall and as well the quality of the services we provide. Therefore, after a year of dedication to the company the workers were promised to receive a big raise, as well a possibility to transfer to another department in case if they have had been taking the courses within the company of a specific area. By such approach we have achieved a constant change and innovation by implementing the ideas of the young devoted employees, as well as created a community within the organization, which lead to more motivation and devotion from the part of the individuals working in the company. 

Leading change is a difficult task, which requires a lot of strategic management, personal skills, and open mind. Change is a constantly continuous dynamic process; therefore, it implies the application of specific actions is based on the context of change, taking into consideration various both internal and external aspects, such as “the culture, capabilities resources and politics of an organization, and the broader external competitive context
”. In other words, change as it is requires both the change of the structure of strategic management, as well as the behaviour and attitude of the individuals within the company.
From the personal perspective, I can say that performing successful management within an organization on the same pace, taking into consideration every level is an extremely difficult task. Even while having the resources, a person can get lost in organizational management due to the lack of time, whereas, having the time, a manager can get easily troubled by the lack of knowledge or experience. Stating the personal fortes, I can say that the integration of the three aspects is essential for organizational management in overall, whereas these spheres are vital for innovative change and management. 

Horth describes the potential change and innovation leader in such words: “To make effective sense of unfamiliar situations and complex challenges, we must have a grasp of the whole of the situation, including its variables, unknowns and mysterious forces. This requires skills beyond everyday analysis. It requires innovation leadership
”. As stated in the approach of bringing forth the change, I agree and implement the approach on practice as it makes sense to try to preview the consequences beforehand in order to be a few steps further than the actual state of things. The limitations to this approach that might be posed while applying are the limitedness of personal creativity or, in other words, the secure set of mind. It is always difficult to risk, yet there is no guarantee for success in bringing forth what might be the outcome and fulfil the lacking space with what becomes obvious when one views the consequences as the present state of the system. Another problem is that the approach can be applied as too analytical and result in limitedness of actions, as well as transform the innovation in simple “change without change”, meaning that there will be no value for the managerial actions.
Balogun and Hope suggest a few managerial skills which can be useful for a change leader to obtain in order to be successful through the process of transformation of the company
. Among those skills, the researchers point out the judgmental and implementation skills. Of course, these are the necessary skills for the innovation and change agents to have. Nevertheless, overuse of these approaches can reach to a point when the wages of analytical theory and physical actions misbalance in either way, which poses the problem of disintegration and system misbalance. Personally I have the tendency of overanalysing specific aspects within the system and focus all possible resources on evolving specific sphere of the organization, paying less attention to the others. Such disregard results in a rather negative trigger for the change. 

The leaders are the people who are making decisions regarding what changes should be done and how should they be done. Lam (2004) writes that the cognitive foundations of organizational innovation are extremely beneficial for the institutions and can result in a high level of success while implementing changes. The author (2004) corrects the definition of the innovative leadership as “the process of bringing new, problem-solving, ideas into use
”. He also sites Mexias and Glynn, who state that innovation is a “nonroutine, significant, and discontinuous organizational change that embodies a new idea that is not consistent with the current concept of the organization's business
”. Of course, theory stays theory only on the paper and lacks the insight while on action. However, following these specific approaches intentionally can define the agent as a good innovation and change leader. Nevertheless, it is challenging to come up with constantly new ideas and implement them as follows. Yet, despite the fact that changes and innovation are difficult to implement, it is really worth developing the necessary skills to pursue following of the necessary actions.
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