
C H A P T E R  F O U R

Creating Context: 
Innovation as a Way of Life

The great use of life is to spend it on something that will outlast it.
—James Tuslow Adams

Chapter Objectives

At the completion of this chapter, the reader will be able to

• Identify three key contextual characteristics necessary to create a frame for innovation.
• Name the central obligation of the critical roles of leadership in creating a framework for

innovation.
• Outline the various role obligations of leadership in building a structure of innovation

across the network.
• List the components and elements of the innovative infrastructure of the organization that

supports the activities of innovation at every place in the organization.

In these early decades of the 21st century in health care, innovation is no longer an option
to the success of healthcare organizations and systems. In almost every arena of health
service, leaders are confronting the need for transformation and invention (Association of
College and Research Libraries, 2005). The almost daily impact of emerging and new tech-
nological applications makes it almost impossible to either conceptualize or to afford them.
Technological applications today are continuously altering the delivery of healthcare serv-
ices (Cassey, 2007). Technological innovations have become their own “disruptive tech-
nologies” insofar as each succeeding generation of clinical technology makes the preced-
ing generation obsolete (Figure 4-1). This is the state and these are the conditions that
healthcare leaders and providers must function in every day.
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Creating a Culture of Innovation
The elements and requisites of innovation require an entirely different cultural context
from the one that has been in existence in health care for the past 100 years. The com-
partmentalized, hierarchical, rigidly ordered, unilaterally medically controlled hospital and
healthcare service model is no longer seriously relevant as a frame for sustainability in

contemporary healthcare service structures
(Porter-O’Grady & Malloch, 2010). The
complexity and breadth of knowledge that
are now inculcated within a wide variety of
clinical practices in health care call for
reconceptualization of the infrastructure and
framework that have historically defined and
directed the actions and relationships
between and among the various key players
in health service delivery.

The historic culture of medical subsidiar-
ity and subordinateness that has driven health
care for the past 100 years clearly delineated
the primacy of the physician’s role and both

legally and functionally limited the role of other provider disciplines. Although this did
much to strengthen the scientific and academic basis of clinical practice, creating a positive
trajectory for clinical science, invention, and applied technology, it has also had some neg-
ative side effects. Three major negatives persist: (1) a lack of interdisciplinary collaboration,
linkage, and interaction; (2) unilateral educational pathways for each discipline duplicating

both content and resources; (3) social, cul-
tural, and professional barriers and bound-
aries between disciplines resulting in both
identity and relational conflicts. Each of
these existing negatives is the precise social
and cultural constraint impeding the creation
of a dynamic and responsive organization in
need of being available and ready for innova-
tion (Hall, 1993).

The historic culture of functionalism and
process-fixed notions of work has also cre-
ated an existing frame that makes it virtually
impossible to embed a dynamic of innova-

tion represented by high levels of integration, interaction, and relationship. Indeed, the
focus on functionalism and work processes actually removes the more professionally
driven urge toward sustainable impact, outcome, and evidence of making a difference
(Figure 4-2). These latter characteristics are more commonly associated with the social
mandate of professionals rather than the functional processes of an “employee workgroup”
orientation. The historically delineated “external” role of the physician and the predomi-
nantly “internal” orientation of other developing disciplines have created a significant wall
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Disruptive Technologies

• Innovations
• Unanticipated
• Threaten existing products/realities
• Represent unexpected competition
• Fills roles unfilled previously
• Revolutionary and often destructive

Historic Focus of Work

• Emphasis on function
• Policy and procedurally driven
• Characterized by control
• “Employee” oriented and managed
• Active, not reflective

Figure 4-1

Figure 4-2
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between them. By maintaining its independence and unilateral locus of control, the med-
ical profession has been able to develop based on the separate and unique needs of its
members (Moore, 2005). The nursing profession and other emerging disciplines, on the
other hand, have not had the same opportunity by virtue of their more dependent location
as both subordinates and employees (Baer, 2001). Although the nursing profession has led
the way in creating a unique body of knowledge and an academic frame for knowledge cre-
ation, generation, and utility, it has not moved with the same degree of dispatch toward pro-
fessional independence by virtue of its two historically subordinating factors: that it pre-
dominately comprises women, and that it has been historically employee based (Porter-
O’Grady, 1990). Both of these circumstances have been well documented, the conditions
of which parallel the historic journey to equity of women and of the profession of nursing
(Ashley, 1976; Porter-O’Grady, 2003).

Equity
Creating a culture amenable to innovation is necessarily based on the relative understand-
ing and application of equity within an organizational framework. Equity is a statement of
value and suggests to all the specificity and clarity of value that each role plays in con-
tributing to the life and integrity of an organization. Equity assumes equality, but it bases
that assumption on notions of value. Equity suggests that in any membership community,
the members are there because of their unique capacity to contribute to the effort of the
community as a whole (Figure 4-3). Indeed, the whole community is defined by the aggre-
gate contribution of each of its members. In the case of professionals, it is not the obliga-
tion of the community to demonstrate value for the member. It is, instead, the obligation
of individuals to demonstrate their specific
and unique contribution to the aggregate
contribution of the whole. This classic inter-
dependence between members of the com-
munity sums the value of this contribution in
a way that demonstrates the significance of
the community. In short, the professional
community represents the sum of the value
of the contributions of each member. It is
vital for professional communities to recog-
nize the centrality of value to the life of the
profession (Porter-O’Grady & Malloch,
2007).

It is further important for each profession to recognize its unique and significant contri-
bution to the life of the system in concert with other disciplines and workgroups.
Sustainability depends on the notion of value as much between disciplines as within them.
Equity suggests that each discipline represents its essential interdependence with the other
disciplines necessary to the achievement of impact and outcome (Mazur, 2003). In con-
temporary health care, no single discipline can operate effectively and achieve sustainable
value independent of its relationship with the other disciplines that it depends on for its own
contribution or success (Rapport, McWilliam, & Smith, 2004). This intensity of interface
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• Value-based
• Reflects accountability
• Characterized by equality
• Horizontal relationships
• Inclusive, suggesting ownership

Equity

Figure 4-3
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and degree of interdependence is the earmark of contemporary healthcare service. However,
in order to make these essential principles live in current healthcare service systems and net-
works, the organizational infrastructure and leadership capacity must be constructed to
reflect these more relevant tenets.

Equity therefore suggests that the following considerations be reflected in the organi-
zational constructs necessary to establishing a creative and innovative organizational
infrastructure:

1. Each discipline makes an equal and unique contribution to the work of other dis-
ciplines and to the evidence and impact of patient care.

2. Accountability is the centerpiece of the role and obligation of each discipline and
demands clarity of understanding regarding ownership and expression of it. 

3. Partnership, not subordination, represents the essential character of horizontal
connection necessary to determining and obtaining value and for the synthesis of
effort necessary to sustain it.

4. The fact that nursing as a discipline is located at the center (nodal point) of the
clinical network or system is a statement of location not of control. However, it
demands an understanding of the centrality of the nursing role in coordinating,
integrating, and facilitating both the structure and the continuum of care within
the organized healthcare system.

5. Each discipline must know the contribution it makes in relationship to other dis-
ciplines and their contribution to equity. It is the aggregation and mutuality of the
unique contribution of each discipline that create this aggregate of effort that is
ultimately more viable and sustainable.

6. Contemporary health systems are networks, not hierarchies. They are successful to
the extent that relational clarity is established between them. Positional control (lines
and boxes organizational charts) no longer adequately describe the nature of the rela-
tionship or the interaction between elements of the network and players in the system.

7. Evidentiary dynamics drive clinical actions and relationships and demand the
synthesis and integration of interdisciplinary effort in order to legitimately define
and sustain clinical value and viability. 

Creating an equitable clinical infrastructure demands an understanding of how networked
professional organizations operate and function effectively (Figure 4-4). Using shared
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The Professional Mandate

For the professions, the direction of obligation is from the professional to the professional
community. The profession is not obligated to the member. It is the members who owe
obligation to the profession, enabling and sustaining it in its value and work. The profession
is defined by the collective action of each member, committed in his or her own life to
represent  its values and social mandate in every thought, action, and impact.

Figure 4-4
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decision-making principles and practices, the organization must reject approaches based
on positional control and build instead on decisional locus of control (Porter-O’Grady,
2007). For the foundations enumerated here to become a normative part of the organiza-
tional dynamics, the healthcare system must confront, resolve, and better identify a struc-
tural frame based on decisions rather than positions (Porter-O’Grady, 2009a).

Decisional Structures
One of the first steps necessary to building a context that truly stimulates and sustains
innovation is the reconfiguration of infrastructure based on decisional accountability
rather than positional authority (Figure 4-5). The traditional hierarchical organizational
structure created positional management structures that authorize in the manager certain
power and authority for controlling and administering components of the organizational
structure. Although that traditional business construct brought order and form to the deliv-
ery of healthcare services, it did so at the expense of staff decisional ownership, invest-
ment, and appropriate locus of control. It invested in the hands of the manager account-
abilities belonging to the disciplines that,
once surrendered by them, guaranteed the
absence of the ownership necessary to
achieve and sustain value. Indeed, it created
an illegitimate locus of control for authority
and autonomy that could only legitimately
rest in the hands of the professions that
owned it. Once divorced from this accounta-
bility, the professions lost legitimacy (some
suggest they may have never obtained it),
and the managers to whom these account-
abilities had gone could never achieve legiti-
macy because their role could not obtain or
sustain the outcomes attendant to legitimate ownership. These could only be achieved and
sustained by the disciplines who owned these accountabilities (Alberto & Colacino, 2008).

This management-driven illegitimate locus of control can often be seen in the endless
cycle of new initiatives that become necessary to engage workers. Because of the intense
effort of managers to obtain ownership in the interests of the organization from its staff, a
constant need for a culture of “buy in” must be created in order to both get and keep work-
ers interested in the goals and initiatives of the organization as defined, directed, and con-
trolled by its management structure. The problem with these initiative-driven activities is
that they become increasingly more difficult as more effort is directed to them. Staff
demonstrate decreasing interest in investing in an endless array of new initiatives and
become less excited and interested the more of these initiatives are created for them
(Figure 4-6). Buy-in is not ownership. Investment is not simply engaging staff in issues
with which they do not personally identify. Engagement means enrolling people by incor-
porating their own perspectives and personal values in decisions and actions that affect
their lives (Nohra, Groysbery, & Lee, 2008).

Decisional Structures 109

Positional Control
 • Hierarchal
 • Reductionistic
 • Vertical
 • Locational
 • Directive

Decisional Control
 • Relational
 • Multilateral
 • “User driven”
 • Value centric
 • Direct impact

From Position to Decision

Figure 4-5
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Personal value means more than the hygienic factors of pay and benefits. Pay and ben-
efits will certainly get addressed through the foundations and basics of work activity.
Beyond that, there is no evidence to suggest that interest, ownership, investment can be
obtained or sustained through those same means (Nohra et al., 2008). A stronger connec-
tion between personal values and goals and those of the organization must be made in a
manner that evidences and represents a convergence of meaning and value between the
organization and those who comprise it. This is especially true for professionals. Because
professionals see their work as a social mandate rather than as an employee-driven activ-
ity, the kind of engagement necessary to sustain them cannot be obtained simply by initia-
tive and hygienic incentive (Gkorezis & Petridou, 2008). As indicated earlier, if profes-
sionals are seen and treated simply as an employee workgroup, their commitment to the
values of the profession as well as their interest in the external goals of the organization
will diminish. This loss of professional identity has a greater impact for professionals in
ways other than the fact that they are simply becoming another employee workgroup. This
loss of professional attachment and value is accompanied by a loss of meaning, commit-
ment, and purpose—a loss that ultimately affects their relationship to the workplace, to
each other, and to the work of the profession. 

This focus on alignment of decisional structures with appropriate locus of control for
the decisions is a critical element in the configuration of structure in a way that supports
creativity, innovation, and professional commitment (Porter-O’Grady, 2009b). Locating
decisions in the places where they are most effectively exercised and configuring them in
a way that represents the expectations and activities unfolding at that place in the organi-
zation are a critical centerpiece in the alignment of structure and process with work sys-
tems. Some of the greatest impediments to creativity and innovation are the organizational
and structural barriers that limit this sense of ownership and that have control over deci-
sions that directly affect what people do (Humphrey, 2008). Innovation demands the kind
of infrastructure support that allows ownership, freedom, and investment on the part of
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Figure 4-6 Trajectory of Diminishing Successive Initiative Efforts

1st
2nd

3rd

4th

Staff engagement levels in succeeding initiative efforts
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innovators to control their circumstances, undertake creative processing, and maintain
dynamic interaction in a way that can yield genuine benefits unconstrained by illegitimate
control that is exercised from outside the immediate “circle of innovation.”

This notion of the circle of innovation simply enumerates a context within which the
innovative dynamic unfolds in a way that eliminates the traditional structural impediments,
operational practices, traditional processes, and operating role expectations that preclude
the necessary flow of interactions that feed the innovation process (Figure 4-7). Line con-
trols and positional decisional authority and expression do little to facilitate the “out of the
box” constituents necessary to innovation and do much to shut down those very processes.
Certainly, there must be an awareness of the necessary constraints and parameters influ-
encing the dynamic of creativity and innovation. However, these realities are incorporated
into the process itself and are not successfully managed in an innovative organization out-
side the circle of innovation. When exercised in this manner, the only outcome is to shut
down the innovative process, turn off the innovators, and reestablish rote, ritual, and rou-
tine (Covne, Clifford, & Dye, 2007).

Innovation is by definition unsafe. Not unsafe in the traditional sense but in the sense of
being willing to undertake risk, to open doors not previously breached, to threaten
processes hanging on the edge of irrelevance, and to open possibilities not previously per-
ceived as a part of the emergent reality of the organization. To address these characteris-
tics, the historic and traditional structural frames need to be seen as a part of the control
mechanisms of the traditional system. A more effective perspective representing the net-
work mosaic of intersections and interactions that more effectively sustain a dynamic and
responsive human system (organization) needs to emerge.

Decisional Structures 111

Group Discussion

Differentiating professions from employee workgroups is an important consid-
eration for leaders as they work to more clearly establish the relationship
between the organization and the professional. Professionals are driven by
accountability, which incorporates in its framework the elements of autonomy,
authority, and competence. As you refine your understanding of the role of the
professional, consider and discuss the following key questions:

• What do professionals need that is different from employee workgroups?
• Name at least two leadership behaviors essential in leading professionals

differently from employee workgroups.
• Identify at least two structural changes in the organization necessary to adapt

to the needs of professionals as differentiated from employee workgroups?
• Is it possible to be both employed and professional in the contemporary

healthcare workplace? What might have to change in order to make the
organization more supportive of the life and action of a professional?
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Driving from the Point of Service
Networked organizations and systems constructs are more relational entities and less orga-
nizational hierarchies. Hierarchies are always present and their value should not be dimin-
shed: they represent breadth of relationship rather than intensity of control. In all living
systems, homeostatic mechanisms represent and demonstrate the essential linkage
between smaller elements and larger systems elements to which the interaction and con-
vergence of the smaller elements contribute (Ang & Yin, 2008). This hierarchy is a repre-
sentation of relatedness, interdependence, and synthesis rather than compartmentalization
and control as has been evident in traditional organizational structure. The control in net-
works is exemplified by the enumeration of their points of intersection and the nature of
their interdependence (Figure 4-8). These factors contribute to each element’s definition
of its value and significance as well as its specific role in contributing to the accelerating
value of the whole as visualized in the integrity and operation of the network. The saying
“a brokenness in any part of a network is a brokenness in the entire network” is the best
definition of this principle of synthesis. All networks and organizations represent the sum
of the integration and synthesis of the efforts of each of its parts and their convergence
where individual contribution joins with the whole to create truly symphonic action
(Anderson & Willson, 2008).

This notion of the centrality of value out of the “point of service or point of productiv-
ity” is critical to an understanding of the distribution of decision making in a way that best
exemplifies both the kinds of decisions that need to be made and the nature of the result-
ing actions that need to be taken. Seen from the perspective of the whole (the network),
each point of action recognizes its unique function and contribution within the mental
model of the whole (Figure 4-9). In this way no compartments, departments, services, or
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Figure 4-7 Circle of Innovation
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Figure 4-8 Network of Intersecting Nodes and Links

Figure 4-9 Network of Intersecting Nodes and Links

Nodes Nodes

Links
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local actions can ever be undertaken without a clear sense of the effect such action will
have on the integrity of the network. This perspective sees decisions distributed in a way
that represents the appropriate locus of control so that people at key “nodes” or locations
in the system know what decisions belong to them and also the effect that exercising those
decisions has on the network that depends on effective exercise. From a network perspec-
tive, part of the real work of leadership, therefore, is clearly and appropriately delineating
a “grid of accountability” that carefully enumerates the location of specified decisions in
a way that creates a mind map of the decisional loci of a network (Nelson, 2009). In this
way, leadership creates a visual view of the mosaic of decision points across the network
that represents the relational, interactional, and synthesis dynamics of the system in a way
that best shows both the integrity of the system and the concert of its actions converging
together to meet goals, to advance purpose, and to strive in the larger environment. Wise
executive leadership understands human systems operate in this manner and consciously
recognizes the importance of creating the structural configurations within the context of
the dynamic vision of a network. The executive, rather than looking for control or the man-
agement of organizational ego (line hierarchy), instead seeks integrity, convergence, and
synthesis of the entities of the network around mission, vision, purpose, and strategy—all
of the central components necessary to the ability of the system (network) to thrive in a
larger ever-changing contextual environment. In such an organizational view, those in the
executive suite effectively see themselves as purveyors of the goodness of fit between the
ever-moving demands of the external environment and the operating and internal dynam-
ics of the organization. The innovative element embedded in this scenario is demonstrated
in the organization’s opportunity to create new responses, processes, and products in a way
where innovators challenge the realities of the external environment and create conditions
and configurations that can push the walls of new thinking and generate opportunities to
redefine action and outcome by what they create from within (Erwin, 2009).

The effective and wise leader of innovation recognizes that the life of the system oper-
ates predominantly from its point of service. At the heart of the system is where the inten-
sity of the life of the organization is best visualized. It is here that the executive recognizes
that all prevailing structure and support converge to either advance or impede life lived at
the point of service and, ultimately, advance the effectiveness of the system. This leader
recognizes that it is not at the top or at the periphery of an organization or system that its
life is sustained. Certainly, the goodness of fit between the internal life and dynamics of
the organization and its appropriate and sustainable interface with the external environ-
ment is managed and refined in the C-suite. However, if the system is to live and be sus-
tained, the determining factor for this sustenance is delineated by how well strategy is
transformed into action at the point of service and how this action drives the tactics that
lead to organizational thriving (Figure 4-10).

Alignment, Not Motivation
The leader of innovation sees the critical value of good alignment between the various loci
of control and decisions in the organization. This leader seeks to ensure that the greatest
degree of empowerment is enabled close to the various points of service so that as much
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freedom, ownership, and investment in the life and work of the system can unfold in those
places. This leader sees the organization as a membership community and has a high level
of understanding of the rights of membership and the obligations of ownership. In this
frame, the leader of innovation is constantly building partnerships, interfaces, relation-
ships, and points of convergence in the network that, when aggregated, move the system
effectively in a direction that ensures its long-term viability (Busch & Hostetter, 2009). 

This notion of alignment is a critical element of creating context for innovation (Fine,
2009). The alignment of motives is a much more powerful and viable strategy for engage-
ment that is the constant leadership emphasis on motivation. Much has been written about
motivation, very little of it factual. Often, when one reads and researches motivation, a
heavy emotional overlay for it begins to
appear. Usually, the suggestion is that if
leaders can only help staff feel more excited,
energized, and spirited, these workers would
demonstrate more investment, engagement,
and commitment. If leaders could only make
workers feel better, they could make them
produce more. Although it is important that
workers feel good and be happy, much of
what produces those feelings comes from
them, not from leaders or the workplace. It is

Alignment, Not Motivation 115

Figure 4-10 Network Convergence at the Point of Service

Core of the network: The point of service where
all structure and effort converge to fulfill the 
purposes of the system.

Key Point

Alignment is the key element in
understanding the leader’s role in
motivation. Aligning staff motivation
with organizational goals is the only
sustainable way of ensuring staff
investment and ownership. It is more
work, but motivation lasts longer.
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the height of leadership arrogance to suggest
that the leader is so influential and demon-
strates such exceptional personal persuasive-
ness that he or she can permanently excite
and motivate others by force of personal
charisma. These perspectives underpinning
much of what is written on motivation
remain essentially invalidated by any real,
disciplined, or formal research. In fact, the
research demonstrates that motivation is
internally generated (intrinsic), controlled
by the individual, and reflected by personal
perspectives, experiences, challenges, and
opportunities. Motivation externally man-

dated or generated is simply not effective unless it is generated from within and connects
with a set of values and intentions derived from an individual’s own life. 

Simply said, it is not possible to sustainably motivate anyone to do anything in the long
term. So many organizational resources and efforts, enamored by idealization of motiva-
tion, waste time and effort on motivating individuals to undertake activities for which these
workers have no interest, investment, and ownership. Each time an organization attempts
to stimulate worker excitement with regard to a new initiative whose origination, engage-
ment, and ownership reflect little investment, participation, and origination on the part of
the staff, workers demonstrate decreasing interest, involvement, and excitement. More
often than not, many of these ideas intended to motivate staff originated in the minds of
those who don’t have to personally implement them or add them to their own existing

workload, or even devote the necessary time
and energy to them. The frequently additive
nature of the new initiative is like grinding
salt into the open wounds of past attempted
initiatives from which workers have not yet
fully recovered. Clearly, it is no wonder that
so many initiatives are either short lived or
are an outright failure: they fail to under-
stand the real elements of engagement and
undertake inappropriate use of the mechan-
ics of motivation (Figure 4-11). 

Alignment, on the other hand, is an
entirely different leadership skill that

yields infinitely more viable outcomes and value. Leadership alignment creates a con-
text for innovation by suggesting the necessary configuration of personal response to
the demands of the external environment and the need for personal ownership of that
response. In the process of alignment, the leader sees the demand for change through
the perspective of ownership and engagement. The leader recognizes that any demand
for change has a dramatic and immediate impact on all elements of the organizational
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Key Point

Leaders cannot motivate anyone to do
anything. Motivation is always
internally generated. The role of a
leader is to create congruence
between external realities and internal
motivation. Doing this, the leader
focuses more effectively on creating
good alignment between personal
motives and organizational goals.

Elements of Motivation
• Internally generated
• Must be consistent with personal values
• Characterized by engagement
• Connects with personal ownership
• Gains are mutually advantageous

Figure 4-11
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network and will require the configuration of response that integrates and links every
component of the network in a consonant and collaborative process that adequately
addresses the challenges and growing demand of the change process. For the leader, the
much harder work of sustaining organizational effectiveness and integrity is looking
from the perspective of goodness of fit between the demand for significant change and
the responses necessary to effectively address it. In the management discipline of align-
ment, the leader is constantly looking at issues of impact and effect of the change on
the community and individuals. Here, the leader looks at the change from the perspec-
tive of the various constituents by asking questions: how does this change affect them,
inform them, challenge their current circumstances and conditions, and call them to
action in a way that has meaning for them? Furthermore, the leader is concerned with
using the most appropriate language to present the issue and the need for response that
reflects the values of those who must respond. When alignment has been established,
the leader becomes concerned with how the language of the issue driving change best
fits the involved constituents. The leader then uses a frame of reference that the
involved community or individuals can identify with and personalize. Within this frame
of reference, the leader, having established alignment, can engage those who feel the
impact in a way that challenges them to reflect, respond, and act (Colbert & Witt, 2009).

In creating alignment, the leader never divests ownership and partnership in change
issues or events from any member of the community affected by the change. The assump-
tion of alignment doesn’t reflect divorce of ownership from stakeholders in the network
(organization). This basic understanding of membership in the work community drives
the leadership mental model and expression in a way that includes all members of the
community sharing a stake in its life, direction, and decisions. Although decisions are dif-
ferentiated by their characteristics—strategic, tactical, process, and personal—the leader
recognizes that every member of the community has a stake in all of them and will, ulti-
mately, play some meaningful role in the exercise of any of them. In the process of align-
ment, the leader understands that participation in decisions is differentiated by role, not
by position. Each player in the membership community (network) plays some role in rela-
tionship to every decision. Through this application of alignment, differentiation in role
and decision making requires a different set of competencies, not a different level of
engagement and ownership. In creating a context for innovation, the leader in this set of
circumstances recognizes community ownership of the work of the system and further
acknowledges the need to clearly delineate the attributes, skills, content, processes, and
actions of the various stakeholders based on the expression of their stakeholding repre-
sented by their locus of control. The leader understands it is appropriate for the board to
make decisions about strategy; it is necessary for executives to make decisions about pri-
ority; it is essential for managers to make decisions about tactics and budget; it is required
for staff to make decisions about process and action. Each has his or her role, yet, in a
network, the role of each is cross-referenced and intersecting. Each informs the role of
the other and is represented at each other’s decision-making table so that the decisions are
fully informed with regard to their impact on other places in the system including the
effective challenges and opportunities related to successful implementation. This is espe-
cially true in organizations predominated by professional workers (knowledge workers),
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where every decision at any place in the system has an impact on the integration and
activity of each discipline with its own members and with each other. It is this under-
standing of alignment of stakeholders that drives many of the principles and structures of
shared governance that have been detailed and articulated in other works (Porter-
O’Grady, 2007, 2009b). Although creating structures and processes that represent the
principle of alignment requires more organizational competence and management talent,
it yields more relevant and sustainable results. 

To create a context for an energizing and innovative workplace, leaders need to artic-
ulate the foundational principles that guide the constructs necessary to point-of-service
ownership and investment in the innovation process. Not considering the principals asso-
ciated with good alignment considerably challenges the leader’s ability to create a con-
text for innovation and to sustain the innovation dynamic as a way of doing business in
any setting. The following are the key foundational principles related to creating this
framework:

1. It is virtually impossible to undertake the activities of innovation in a “closed”
environment with rigid hierarchy, tight control, compartmentalized structure, and
narrowly vertical organizational structures.

2. Creativity and innovation are stimulated and encouraged in environments where
network configurations predominate, reflecting strong horizontal alignment, rela-
tional configurations, decisional synthesis, and a highly collaborative organiza-
tional construct.

3. In work environments predominately composed of professionals (knowledge
workers), shared governance structures that ensure that stakeholders are repre-
sented at the variety of decision tables demonstrate the strongest construct for
engagement, creativity, and innovation.

4. Effective innovation occurs closest to its point of impact. The context for innova-
tion reflects this understanding and makes it possible for the structural elements
that support innovation to operate effectively in the places where innovations are
created.

5. Innovation is a dynamic with clear components and processes. Leaders must
understand the elements necessary to advance innovation and competently create
conditions that make the innovation dynamic possible in their settings.

6. Motivation occurs where good alignment is established. Leaders, therefore, must
focus on creating an understanding of alignment between required change and
appropriate response to it. Ownership of the response to change is directly related
to the perceived value of that change and the effect it has on the life of the com-
munity and its individual members.

7. Successful alignment occurs when individuals, struck by change, can articulate
their ownership of change with language and action that reflect the personal
impact on them and engagement by them.
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8. Innovation is also a discipline. It is important that innovation be appropriately sup-
ported with sufficient resources, time, technique, and focus in a way that ensures
that the activities of innovation have a place in the work of the organization.

9. Sustainable innovation demands good leadership. Every leadership role in the
organization should have as a part of its performance expectations the facilitation,
coordination, and integration of innovation processes at every point of decision
making in the system. 

10. Innovation is driven from every place in the organization. The innovation contex-
tual framework for the organization must be reflected in the decisions and
processes made in the board room to the bedside. Every stakeholder in the organ-
ization must see him- or herself as a part of the dynamic of innovation that
defines the organization. 

These foundational principles provide the content and contextual frame necessary for
innovation to become a way of life in the organization. Each comprises a portion of the ele-
ments necessary to attain and sustain an innovation framework that leads to a continuum
of successful responses to the demand for innovation. What is important for leaders to keep
in mind is that innovation is merely the response to the constant demand for adjustment
and reconfiguration of the relationship between the eternally changing external environ-
ment and the continuously responsive organizational and human response to this demand
for change.

Alignment, Not Motivation 119

Group Discussion

If motivation primarily comes from within and is generated by individuals, dif-
ferent strategies for engaging staff must be utilized. The leader’s personal
charisma and personality characteristics are not sufficient to create the context
for consistent and constant staff engagement. Aligning staff’s personal motiva-
tion with organizational goals is critical to generating investment and ownership
on the part of the staff. It is important for the leader to take time to delineate the
sources of staff motivation in order to help staff align their personal goals with
the goals of the organization. As a group, discuss how some of that can occur
as you respond to the following questions:

What techniques might the leader use to get a sense of individual staff
members’ personal work motivation?

How might the leader determine what themes or consistency exists between
individual motivators and the capacity to motivate the staff as a group?

What information must the leader delineate or make available to staff about
the organization and organizational decisions as a first step in engaging with
them in both responding to the organization and advancing both personal and
organizational agendas?
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Creating Stakeholder Value
The notion of value is a critical element in the consideration of innovation. Stakeholder
value is of special concern. Organizations are made up of structures, processes, and per-
sons in a networked mosaic of interdynamics that operate in a way that sustains the action
of each element and the synthesis of the whole (Basole & Rouse, 2008). This reality pro-
vides the frame for understanding the operation of value in the organization. A fundamen-
tal underpinning of the notion of value is the reality that each element of the enterprise
must be a part of both the experience and the expression of value. People especially look
for meaning in what they do as a reflection of their place in the world. This need for value
operates in every individual and therefore is present at every place in the organization.

The central tenet of value recognizes that every human being is involved in personal activ-
ity that seeks to validate and even extend his or her value in the world. In the search for per-
sonal meaning, individuals seek out a means of expression of who they are or what they do.
This, of course, is no less important in the workplace. The historic and industrialized notion
that workers are subsets of the work and therefore either do not reflect or give up their per-
sonal identification of value when they walk through the workplace doors is simply unsup-
portable. The basic need for meaning and its expression and value exist in the hearts and
minds of people regardless of where they may be located and are simply not surrendered
when they enter the organizational door. Furthermore, the idea that individuals surrender per-
sonal identity, desires, and goals and subordinate them to the externally determined values,
strategies, and actions of the organization as defined by selective others is also invalid. It is
simply not possible to give up personal identity, meaning, and value and mindlessly subor-
dinate them to those constructed by others. Yet, in the vast majority of work organizations in
the United States, this is precisely the expectation and framework upon which workplaces are
organized (Gkorezis & Petridou, 2008; Hertzberg, 1991). The idea that organizations are
membership communities made up of a diversity of individuals, each with a unique set of
values, has simply been a foreign notion in the traditional construct of organizations.

The wise leader understands that the individual needs to find meaning and express
value, even in the workplace. This leader knows that relationship at work is a constant and
dynamic negotiation between individual values and choices and the strategic imperatives
of the organization. In this regard, good leadership is simply a successful effort to converge
these forces into a synthesis that represents organizational mission and strategy and indi-
vidual value and purpose. This “dance” between the individual and the organization
reflects the essential skill sets of alignment that are critical to the success and sustenance
of an entrepreneurial and innovative organization. In short, the leader works to create equi-
librium, a “value equation” that represents the effort to coherently link and integrate the
personal and organizational variable into balance in a way that sustains both organization
and individual (Figure 4-12).

The Contextual Role of the Board
Each role in the organizational network is a unique set of characteristics and functions that
must perform effectively to create a sustainable context for innovation. As previously
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stated, every level of the organization is required to demonstrate its obligation in the cre-
ation of a context sufficient to support and sustain innovation throughout the organization.
The role of the organization’s board is unique in this regard because it must not only be
responsive to the external demand for creativity and innovation, but must also make that
demand operate as a key component of organizational life (Colley, 2005).

It is the obligation of the board to be able to create the strategic fit between the external
demand for change and the internal organizational response to it (Nadler, Behan, & Nadler,
2006). It is here where leadership makes decisions about the unique characteristics of the
organization, its mission, purpose, and strategic response to its place in the broader social
context. This focus on mission, purpose, and
strategy provides the peripheral frame of the
organization with regard to its place with oth-
ers in a larger social and economic context.
Through the strategic process, decisions
about the response of the organization to col-
laboration and compatibility with external
demands versus decisions related to stretch-
ing the mission and parameters of the organ-
ization to push into unexplored territory are
actions that fall under the capacity for inno-
vation coming from the board.

In the innovative organization, the board
ensures that its members have access to and
are aligned with external and internal stake-
holders. It is this alignment with appropriate
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Figure 4-12 Creating Sustainable Value

Cost

Quality Time

Resources

WorkOutcomes

Balancing the Value Equation

= Value

Key Point

The innovative board recognizes its
central role in linking the system or
organization to the external
environment, which influences its
ability to thrive and sustain. The
board constantly works to translate
through predictive and adaptive
capacity, changes, and challenges in
the external environment and the
many ways they are attempting to
challenge and transform the life of
the system/organization.
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stakeholders that, at the board level, represents a critical contextual accountability within
an innovation framework. In this dynamic, the board seeks to have both members and addi-
tional stakeholders from the larger community as well as those from within the member-
ship community. Effective, innovative boards create a fluid relationship between board
membership and other stakeholders within the organization. An effective, innovative board
seeks to create a dynamic connection between the point-of-service stakeholders and those
operating at the governance level. Innovative boards recognize the need to be informed
from a variety of real perspectives: those that reflect environmental concerns and the inter-
nal responses to them related to social, economic, budgetary, and process realities. In addi-
tion, the board recognizes the need for interaction and communication with those from the
point of service in the organization who share the board’s perspectives with an eye to trans-
lation, design, processes, and application realities that can only be articulated from their
perspective. 

The effective, innovative board overcomes the historic isolation of board members and
the practice of decision making referencing only the most senior levels of the organization
as its source of contact and information. The historic justification for this has been to main-
tain the board focus on governance, not operations, as though exposure to other members
of the organization would somehow taint this obligation and diminish its “purity.” Of
course, nothing could be further from the truth. Exposure to essential stakeholders who
share information that can’t be as effectively communicated through other means does not
diminish the obligation of the board to act in the strategic best interests of the organization.

122 CHAPTER FOUR CREATING CONTEXT: INNOVATION AS A WAY OF LIFE

Group Discussion

There is always much discussion regarding nursing membership on organiza-
tional or systems boards of trustees. Much of this discussion reflects the historic
perception and relationship of nurses to the healthcare organization, creating a
frame of reference that challenges notions of nurses at the governance table. Yet
nurses make up 60 percent of patient care providers in the organization, repre-
senting the largest single stakeholder group offering healthcare services.
Tradition allows that physicians are generally always at the governance table,
yet nurses are excluded. As a group, and in recognition of the significance of
the profession of nursing and healthcare organizations, it is now time for you to
make the argument for nursing representation on your healthcare systems board
of trustees. By responding to the following questions, how might you construct
this argument:

What unique value will the nurse representative bring to the board different
from that already present?

What area of expertise would you expect the nurse to contribute as a mem-
ber of the board?

What skills and credentials would you suggest the nursing board member
bring and how would you make sure this nurse represents the larger community?
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In fact, it accelerates that obligation while making it more effective to design mechanisms
that communicate to the board information it needs to hear in a language that represents the
people and places in the organization where strategy formation becomes real, is translated,
and either succeeds or fails. As Chris Argyris has indicated, many American organizations
falter strategically simply because the “designers were rarely the implementers and the
implementers were rarely the designers” (Argyris, 1999).

Innovative organizations are well recognized by the ease of access to information, indi-
viduals, and ideas. This fluidity is represented in a strongly horizontally oriented organi-
zational construct that diminishes the impact of positional hierarchy and extends the expo-
sure to broad-based role differentiation and accountability. In these more horizontal con-
structs, power is differentiated by the requisite of roles, not by the designation of positions.
Relational and access power in innovative organizations are more highly valued than posi-
tional or control power. Here again, this effort in the innovative organization to build and
extend relationships and access represents the struggle to create stronger applications of
role accountability, impact and intersection, and ready access to people and processes that
will facilitate both creativity and work effectiveness.

It is at the governance level of the organization that construct and context for innovation
originate. Through defining expectations of relationship and access and setting the deci-
sion-making table to include relevant stakeholders prior to making strategic decisions, the
board creates both the frame and the behavioral pattern for an innovation context that can
be replicated throughout the organization. The board simply sets the tone for both the
expectations and the behavior of the organization it governs. As it demonstrates the cre-
ative and innovative in its own structure and processes, the board serves to evaluate its
effectiveness and efficacy through the strategic lens.

The C-Suite and the Context for Innovation
Is the obligation of senior executives to lead the translation of strategic imperatives and tac-
tical obligations? As officers and agents of the board, they serve to link strategic decision
making with tactical response and join strategy with the operating life of the organization.
Senior executives are uniquely located between governance and function as a way of ensur-
ing effective translation of strategy and the incorporation of it into the life of the organiza-
tion in a way that meets the external demands for continuous change and relevance and the
internal design that ultimately ensures alignment between strategy and action.

In the preparation of strategy, the senior team informs the board of the external and
internal factors influencing priority setting and decision making, helping to guide decision
makers with information and tools that represent the most accurate and relevant data foun-
dation for decision making (Marshall, 2009). Once strategic decisions are made, the sen-
ior team is obligated to connect the links and nodes in the network in a way that effectively
and successfully translates strategy into decisions and actions that move the organization
toward a positive and successful response to strategic choices (Figure 4-13).

The senior team is the first link in the chain connecting organizational alignment to the
strategic goals. Executive leaders focus specifically on the linkage and connections
between key stakeholders and the nodes and networks in the system. These leaders seek to
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“set the table” and connect key stakeholders
whose role is to engage particular strategic
goals and translate them into operational
decisions and actions (Goodman, 2009). In
the innovative organization, executive lead-
ers primarily provide access, linkage,
forums, and format for connecting critical
stakeholders in a way that invests ownership
at the appropriate locus of control and
engagement with the various decisions and
actions necessary to successful design and
implementation.

Unlike traditional allocations of execu-
tive skills, in the innovative organization,
executives are primarily seen as points of
linkage, intersection, and connection
between the various constituencies and

nodes of the network. They ensure that the essential and appropriate stakeholder struc-
tures, resources, and processes are aligned so that the strategic effort is both in the right
hands and has what it needs to succeed. The oversight role at the executive level is respon-
sible for determining and evaluating whether the appropriate focus, relationships, infra-
structure, resources, and processes have aligned appropriately to ensure that the elements
necessary for successfully translating strategy into action are in place and operating effec-
tively. In the innovative organization, the executive continually asks the question: is the
right decision being made by the right person in the right place at the right time, and is it
fulfilling the right purpose? From a quantum systems perspective, the senior executive is
interested in the effectiveness of the system of decision making and action, not the deci-
sions and actions themselves. From the executive perspective, if there is alignment
between the infrastructure and systems supporting effective translation of strategy into
action, the outcomes of innovation should be evidenced in the successful products of
innovation (Figure 4-14).

First-Line Leaders: The Pivot Point of Innovation
The most important and most highly skilled management leader lives at the intersection
between the system and its point of service. It is here where translation meets reality and
where the critical interface between design and action occurs. Here the most dynamic evi-
dence of lived innovation must be most visible, and here is where the skill sets necessary
to ensure that innovation occurs are most apparent. From a quantum systems and innova-
tion perspective, the first-line leader is often the unsung hero. The need for effective and
successful management skills is most critically evidenced in this role. This role defines the
location that represents the interface between the structural and process dynamics of the
system and the functional and action dynamics of those who do its core work.

124 CHAPTER FOUR CREATING CONTEXT: INNOVATION AS A WAY OF LIFE

Central Role of C-Suite
Leaders

• Link and bridge between board and
 staff
• Informs the board and translates
 strategy to the system
• Provides good linkage between the
 “nodal” loci of control
• Creates a positive context for worker
 relationships
• Builds the infrastructure for decisions
 and action

Figure 4-13
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The first-line manager is obligated to create an operating milieu, a context, that most
evidences the frame and its interface with the action of innovation. It is here where the
dance between stability, risk, and the challenge of change is fraught with the most diffi-
culty, yet it is here where the most opportunity is seen. Here, the leader must demon-
strate the skills necessary to facilitate the creative impulses and activities that push the
parameters of stability, yet still ensure that those processes can be translated into action
that makes a difference and gives life to the strategic imperatives of the organization.
Here, the leader can ask the strategic and the tactical questions and translate them to the
actionable and help ensure that the translation works, demonstrates real value, and is
sustainable.

The first-line manager needs to establish real and effective partnerships between the
stakeholders; set the right table for deliberation and design; ensure the right configura-
tion and mix of stakeholders at the table; and determine appropriate human dynamics
and group processes are used in such a way as to move innovation from table to work-
space. Ultimately, these elements ensure that timely, appropriate, effective, and viable
outcomes are achieved (Carey & Von Weichs, 2003). This leader is most fully connected
to the points of service and, horizontally, to the nodes and networks in the system that
reflect the points of reference and intersection necessary to creating the linkages and

First-Line Leaders: The Pivot Point of Innovation 125

Figure 4-14 C-Suite Roles
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partnerships essential to successful design
and action. The first-line manager must
demonstrate the ability to successfully man-
age uncertainty, diversity, and differing
degrees of stakeholder diligence.

Especially important to the first-line leader
is the talent associated with selecting and set-
ting the deliberative table where stakeholder
partners will engage each other in the innova-
tive process, using a discipline that guarantees
results. Skill sets related to strategic transla-
tion, group construction, deliberative dynam-
ics, the creative use of the tools of innovation,
and the disciplines of decision making are all
essential to the role of the first-line leader.

All too often in traditional healthcare organizations, this rule has been understated and
underresourced. Often the most skilled clinical provider has been appointed to this role
without the requisites to excel. The results of this rather serendipitous and relaxed selec-
tion process have been disastrous to both the advancement of the role of leader and the
competencies necessary for engagement and innovation. The truth is, this is perhaps the
most important role in the organization with the greatest demand for skill capacity and
maturity. Selection here cannot be incidental or accidental. Preparation for this role should
include the most critical elements of skill development and the greatest focus of succes-
sion planning. In an innovative organization, this role becomes critical to the vitality and
the success of the innovation process.

In addition to basic skill, development of the following additional requisites of the role
of the first-line leader in the innovative organization is not optional:

• The first-line leader has an ability to identify the creative in others and to recognize
the unique characteristics of the “out of the box” thinkers, those who challenge cur-
rent notions, the idea generators, the tinkerers, first engagers, and persons who seem
to live in the question “why.”

• The first-line leader possesses leadership skills of curiosity and information gather-
ing reflected in the ability and willingness to read broadly, listen carefully, perceive
subtleties in the changing environment, recognize and take advantage of good timing,
challenge and raise questions that generate new insights, and willingly engage others
who do the same.

• The first-line leader is able to set aside real time for conversation and exploration that
challenge ritual and routine, barriers, inadequate or unnecessary processes, and ideas
that raise issues about being or doing differently.

• The first-line leader can create a safe space for debate and dialogue to engage differ-
ences in insight and align differing notions in a way that both translates and trans-
forms them into positive and actionable items.

126 CHAPTER FOUR CREATING CONTEXT: INNOVATION AS A WAY OF LIFE

Key Point

The first-line leader is the key
leadership role upon which the
organization or system is most
dependent. It is this role where the
strategic, tactical, and actionable
converge. Here the symphony of the
organization and its members is
constructed and conducted by the
only leader who has both place and
capacity to ensure its success.
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• The first-line leader is determined and focused on pursuing the innovation process
through its various stages, helping stakeholders to successfully move idea to action
and process to outcome.

An important part of creating a context for innovation at the point of service is the charac-
ter and behavior of the first-line leader. Leaders, by virtue of their role, create the context
for worker experience. The leader can either make it exciting, interesting, and challenging
work or simply represent and reflect operational focus and the status quo. In a time of great
change such as that currently experienced in health care, the status quo, although all too
common, is nonsustainable.
Each category of leader must
do his or her part in creating
context from the places
where strategies are formed
to the places where they are
transformed into action and
outcome. In a networked
organization, each player
must do her or his part, ful-
filling the accountabilities of
each role in order to create
the interface and synthesis in
these roles necessary to gen-
erate a living and sustainable
context for the innovation
dynamic (Figure 4-15).

Creating a Context That Supports the Innovator
Everyone has a role to play in the processes associated with successful innovation.
Although the innovator is often perceived as a person who stands out by demonstrating
a unique personality, role characteristics, and patterns of behaviors, this is rarely correct.
Invention is often mundane and serendipitous. Invention most frequently generates out
of frustration, the unworkable, and barriers to successfully doing what one thinks is nec-
essary. The notion of the innovator and inventor as a dreamer or mad scientist working
alone in some dark and chaotic space creating something out of nothing is more myth
than reality.

Innovation is rarely a unilateral process. The vast majority of innovations are the prod-
ucts of the collective wisdom and effort of many stakeholders gathered together around the
commitment to produce something new or different (Estrin, 2009). It takes a community
of diverse and committed individuals to create a truly viable innovation. This reality is
what most drives the demand for effective leadership and coordination of stakeholders in
both the creation of a context that makes it safe for innovation and the generation of a
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• Passive
• Obedient
• Compliant
• Ritual
• Routine
• Policy
• Process driven
• Manager dominated
• Job oriented

Old Models of Work

• Ownership
• Participation
• Challenged
• Engaged
• Experimental
• Seeking evidence
• Inquiring
• Relating
• Stretching

New Models of Work

Figure 4-15 Creating a Context for Innovation
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process that actually produces innovations. The leader’s ability to obtain the best thinking
and most committed processes within an innovation dynamic is the best indicator of the
existence of an appropriate process supporting innovation in the workplace.

Innovators must have a sense that it is safe to innovate. Safety in this case means that
the environment for work reflects an abiding respect for the individual represented and
the willingness to be heard and fully engaged in the decisions and actions of the unit or
service. The importance of engagement cannot be understated in creating a context for
innovation. The leader’s ability to create an environment of ownership and investment
in the decisions and actions of the workplace lays the critical foundation upon which
safety and openness depend. This is especially true in working with a professional or
knowledge worker. These individuals already have a sense of ownership with regard to
their knowledge and the work they do that is a reflection of it. If the workplace envi-
ronment and the leader behaviors understate or undervalue that sense of ownership, the
knowledge, energy, and commitment necessary to translate that into deliverables are
simply missing. If they go missing long enough, both the creativivty and inventiveness
associated with them go missing as well. And once lost, it takes a great deal of effort
to reengage ownership and to generate the potential value embedded in it. This is one
of the classic challenges of contemporary clinical organizations. Many clinical profes-
sionals do not have a sense of partnership, engagement, and ownership of their practice
sufficient to respond with enthusiasm, interest, and creativity to the huge number of ini-
tiatives generated by organizations without their consent, involvement in design, and
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Group Discussion

Building a community of innovation requires significant talent on the part of
the leader. Creating a context that makes innovation possible involves a great
deal of work in transforming the system in a way that values innovation. Every
member of the work community brings something to the innovative process. It
simply requires leadership to determine the particular and unique characteris-
tics of individuals, discern the contribution these characteristics can make to the
innovation process, and build a community of innovators that balances the skills
and talents in a way that makes the innovation process work. As a group, think
of a specific innovation that would improve the life of practice in your depart-
ment, service, or unit. After having identified a specific innovation, reflect
together on the staff that makes up the service; list their unique attributes and
characteristics with a mind to what role they would play in innovation. Identify
the individuals and their unique characteristics, placing that information on a
flip chart, using a mind mapping or concept mapping approach. Think about
how each might contribute, the role he or she might play, and the manner in
which you might organize the innovation initiative to best make use of member
skills and to serve and advance the innovation idea. Once the design is con-
cluded, test it out and see where it takes you.
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commitment to the additional activities
necessary to obtain outcome.

It is incumbent upon the leader to create a
context for creativity and innovation that
reflects a more horizontal and adult-to-adult
relationship between all members of the
service and unit. The challenge for the effec-
tive leader is to confront existing boundaries
of roles that reflect a more parent–child,
superior–subordinate, manager–staff, boss–
employee set of relationship parameters that
result in prescribed perceptions and role
interactions. Breaking past these highly ver-
tical patterns of behavior is essential to effec-
tive leadership of professionals. If the leader
can effectively translate his or her role of
manager partner with staff colleagues and
clarify expectations of the role in a way that
reflects specific accountabilities embedded
in that role, a more normative relationship can be generated in a way that supports the req-
uisites of innovation. Here, the leader generates a clear understanding of the accountabili-
ties of the role in delineating the frame for those accountabilities in the requisites associated
with the management of human, physical, material, support, and system resources. These
management definitions and the roles and decisions associated with them need to be as
clear to staff partners as they are to the manager. One of the greatest impediments in devel-
oping the partnership role between management and staff is the ambiguity around issues of
locus of control and the uncertain possibility that those parameters are malleable, personal-
ity dependent, and can change at a whim’s moment, totally dependent on the feeling and
temperament of the manager at any given time. Clarity around manager role expectations
and patterns of behavior creates a level of consistency and trust in the role that allows stake-
holders to have an accurate perception of expectations and actions upon which they can both
depend and build real partnership. 

Innovation and the Membership Community
Once the foundations of manager consistency and role expectation are well established and
clearly performed, the expectations of staff member roles in an innovative organization can
be explored and clarified. Sustainable organizational innovation depends on the ability of
leaders in the system to create a heightened awareness of the system as a membership com-
munity made up of the individual relationships and networks of relationships necessary to
advance the purposes of the organization (Day, 2008). It needs to be understood and
embedded in the culture that when any member comes on board the organization, the obli-
gations of membership and the expectations for the exercise of it form the foundation of
role value, performance, and behavior.

Innovation and the Membership Community 129

Key Point

The leader of innovation must see
staff as partners. This is especially
true in the professional organization
where knowledge work is the center
of the profession’s activities. Here,
the leader engages the staff as
peers, as owners of their practice.
Out of this sense of ownership and
the obligations associated with it the
professional demonstrates
commitment to advancing care and
the innovations necessary to make
the processes associated with it
better, more effective, and more
sustainable.
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Just as there can be no ambiguity with regard to the parameters of the manager/leader
role, ambiguity with regard to membership in the organization must also be eliminated. This
is especially true in professional or knowledge worker–driven organizations. As pointed out
in other chapters of this text, managing professional/knowledge workers requires a signifi-
cantly different leadership frame of reference and capacity (Figure 4-16). These expecta-

tions must be clearly pre-
scribed and described upon
an individual’s entry into the
organization in a way that
signifies an adult contract
between the individual and
the organization that reflects
principles of membership.
Associated with the idea of
membership are two ele-
ments: rights and obliga-
tions. Both must be enumer-
ated clearly. The rights of
membership are the personal
benefits and recognition that
comes with engaging other

members in the system in a way that advances the net advantage of each and of all.
Obligations are the individual’s requisites for contributing to the mission and purposes of
the community, the work expectations necessary to obtain outcomes and sustain the com-
munity, and the performance and behavioral expectations that reflect the actions of mem-
bership and the functions that contribute to it.

The assumption that underpins the notion of creating a context for innovation is that
each member of the organization plays a role in the innovative dynamic embedded in the
culture of the system (Kalisch, 2008). This allays the idea that innovation is a special tal-
ent or unique capacity of a very few individuals with distinct personal characteristics. In
an organizational culture of innovation, the expectation is that all members of the network
are full participants in the organization’s processes of innovation and that each member
contributes to sustaining the dynamic of innovation embedded in the character of the
organization. As a result, the following fundamental role expectations are embedded in
each member’s participation in the innovative life of the organization:

• Membership in the work community is not simply a job. From the outset, membership
implies commitment and alignment of personal goals and actions with those of the
organization and an agreement to fully participate in advancing them.

• Each individual recognizes the unique skills and talents they contribute to the commu-
nity and can articulate precisely what those are along with the commitment that they
would be fully accessed and utilized in the best interest of the community.

• Mechanisms in the organization clearly articulate processes that assess, value, and
evaluate the goodness of fit between the personal characteristics of the individual and

130 CHAPTER FOUR CREATING CONTEXT: INNOVATION AS A WAY OF LIFE

• Horizontal relations
• Expectation-driven
• Partnered
• Engaged
• Invested in impact
• Making a difference
• Community member
• Focus on value
• Role-oriented

Employee Workgroup Professional Community

• Vertical relations
• Manager-driven
• Function-focused
• Process-oriented
• Time bound
• Work is central
• Getting work done
• Check-off tasks
• Job-oriented

Figure 4-16 Creating a Professional Practice Community
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the collective values of the community. Creating goodness of fit is the critical first-
stage emphasis of developing a value-based relationship between the individual mem-
ber and membership community in which members seek to participate.

• Policy and documentation of the system clearly state membership rights and obliga-
tions as well as expectations for participation and engagement in the creative and
inventive processes of the innovative organization. These foundations present a clear
position for the new member regarding the organization’s expectations that members
will be creative and fully participate in activities that advance the viability of the sys-
tem in a constantly changing external environment.

• A full and clear explanation and demonstration of the processes and activities associ-
ated with the innovation role of the individual in the system is detailed at the outset
of the relationship and incorporated into the fundamental orientation experience of
new members.

• Mentorship of new members includes activities associated with the innovation
dynamic and the member’s participation in it along with an evaluation of and devel-
opmental plan for developing and refining individual members skills and competen-
cies associated with fully participating in the activities of innovation.

Creating a culture of innovation is purposeful work. Both the infrastructure and the
processes of the organization must reflect the characteristics of innovation and these must
be fully embedded in the expectations, operations, and functions in every place in the orga-
nizational network. Skill development and innovation attributes are neither obtained by
nature or accident. This purposeful work must be reflected in every level of the network in
a way that can be seen from governance to service, from policy to practice, from decision
to action, and from person to product. Creating a context for innovation means creating the
culture within which innovation is a normative behavioral expectation, not the exceptional
gift of the relative few (Viney & Rivers, 2007).

Balancing Innovation with Value
Creating a culture for innovation requires more than simply creating an environment where
innovative processes can freely unfold. It is equally important to ensure that the focus on
innovation connectivity actually advance the interests of the organization. The organiza-
tional network, the actions and coalitions converging around the purposes and goals of the
organization, must reflect a consistency of focus and energy directed to truly meeting the
interests of the organizational community as a whole. From the strategic imperatives estab-
lished through the governance process for the focused activities of delivering outcomes
directed by those at the point of service, each component of the organization must demon-
strate the convergence of plans and actions around those priorities that represents signifi-
cant value for the organization.

While leaders are creating the infrastructure and conditions that make the creative
processes an operational characteristic of the work of the organization, they must disci-
pline this creativity with the value creation process, which is just as essential to the
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dynamic integrity and sustenance of the
organization. Developing in the system and
individuals the creative processes associated
with idea generation, valuing experimenta-
tion, developing good predictive capacity
and intuition, building processes that move
people and systems out of the box, innovative
group dynamic processes, and translating
idea into action is the critical foundation for
innovation as a way of life at each and every
node and network interface in the organiza-
tion. Each of these need not only be valued
but must be developed and refined as the
foundational skill sets of the innovative
organization that are truly reflected in the
operation of the organization.

At the same time, these creative and inno-
vative elements need the discipline of direction. All innovative processes and organiza-
tional systems should respond to the organization’s relationship with its external com-
munities and the strategic demand of the organization to excel and to thrive (Salge &
Vera, 2009). This means that leadership and staff must be as cognizant of and as fully
engaged in the value creation processes that brings form and substance to innovation and
the creative frame within which the creative endeavors unfold. Although this is a deli-
cate dance, viability requires insightful balance and continual review of the components
of value creation: mission, vision, value, trade-offs, priorities, resources, risks, markets,
margins, and outcomes. Leaders, therefore, have the obligation to continually and care-
fully balance the vagaries of the innovation process against the discipline of organiza-
tional direction and goals.

The innovation dynamic should be as much a part of ensuring the integrity and sustain-
ability of the system as it is responding to the ever-challenging and changing demands of
the external environment. No system can be all things at all times; this is why systems are
disciplined by mission and purpose. Although mission and purpose may be altered over
time as the organization is reviewed in the context of a changing environment, they do give
the organization a sense of self and place, and they call members to more clearly see them-
selves in that place. Mission and purpose further call leaders to raise the questions of inno-
vation in light of how it advances the integrity and sustainability of the system given its
position and role in the greater social, political, and economic context. Leaders of innova-
tion remain constantly aware of this strategic balancing act and deal with the ambiguities
and vagaries inherent in innovation. This is reflected in the struggle between operations
and innovation and the ever-present potential of self-transformation in an ever-changing
environment (Figure 4-17).
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Key Point

Innovation is not merely a process. It
is a dynamic. Innovation has a strong
connection to the energy necessary
to give a new meaning and direction
and establish a growing value for it
in a way that challenges the historic,
the expected, and the routine. It calls
innovators to an attitude which
reflects that all work processes and
activities are subject to constant
inquiry and reassessment, inevitably
and constantly on board the train of
change and transformation.
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Differentiating Roles in Innovation
Different locations in the organization or system focus on different kinds of innovation.
Clearly, leadership does not want administration to be undertaking activities associated
with clinical innovation and neither does it expect clinical leaders to lead physical plant
innovations. Although there must be a point in the organization where a range of innova-
tions undertaken by the system is assessed and determined, specific innovations should
reflect the content and character of the innovators who will lead them. At the same time,
“setting the table” for specific innovations may necessarily include interdisciplinary and
multifocal membership at the table in order to address the full range of elements associ-
ated with a particular innovation. Whatever the case, the infrastructure and construction of
models and processes of innovation should be located and reflect the character of the obli-
gation of those to whom the innovation is related. Providing leadership opportunities in
innovation at the places in the organization and with the people located there is a center-
piece of structuring effective innovation.

A part of creating the structure and context for innovation is the development of an inter-
disciplinary forum whose primary obligation is to act as a clearinghouse for establishing
innovation priorities and the linkage of those priorities with the strategic imperatives and
direction of the organization. The primary purpose of this group is to help discipline and
direct the innovation process in the organization in ways that prevent the organization from
dissipating its energy and resources and, instead, help focus resources and processes on
those innovations that most likely address the strategic and directional priorities of the sys-
tem (Figure 4-18). The infrastructure for this process should be as important and central as
any decisional process in place in the organization. It is here where the integration of strate-
gic choices and innovation priorities takes place and where the challenges of ambiguity,
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Figure 4-17 External “Fit” and Role of Mission

1. External Changing Environment

2. Health System
Mission, Purpose, Action

Good 
Strategic
Decisions

Good
Tactical

Translation

Effective
Decision

Infrastructure

Good
Staff

Engagement
Action
Impact

• Always changing
• In motion
• Reflecting “users”
• Providing the “new”
• Emerging technology

Informed
and

Active Board

Prepared
and proactive

C–Suite

84690_CH04_FINAL.qxd  7/27/10  11:04 PM  Page 133

© Jones & Bartlett Learning, LLC.  NOT FOR SALE OR DISTRIBUTION. 

© Jones & Bartlett Learning, LLC
NOT FOR SALE OR DISTRIBUTION

© Jones & Bartlett Learning, LLC
NOT FOR SALE OR DISTRIBUTION

© Jones & Bartlett Learning, LLC
NOT FOR SALE OR DISTRIBUTION

© Jones & Bartlett Learning, LLC
NOT FOR SALE OR DISTRIBUTION

© Jones & Bartlett Learning, LLC
NOT FOR SALE OR DISTRIBUTION

© Jones & Bartlett Learning, LLC
NOT FOR SALE OR DISTRIBUTION

© Jones & Bartlett Learning, LLC
NOT FOR SALE OR DISTRIBUTION

© Jones & Bartlett Learning, LLC
NOT FOR SALE OR DISTRIBUTION

© Jones & Bartlett Learning, LLC
NOT FOR SALE OR DISTRIBUTION

© Jones & Bartlett Learning, LLC
NOT FOR SALE OR DISTRIBUTION

© Jones & Bartlett Learning, LLC
NOT FOR SALE OR DISTRIBUTION

© Jones & Bartlett Learning, LLC
NOT FOR SALE OR DISTRIBUTION

© Jones & Bartlett Learning, LLC
NOT FOR SALE OR DISTRIBUTION

© Jones & Bartlett Learning, LLC
NOT FOR SALE OR DISTRIBUTION

© Jones & Bartlett Learning, LLC
NOT FOR SALE OR DISTRIBUTION

© Jones & Bartlett Learning, LLC
NOT FOR SALE OR DISTRIBUTION

© Jones & Bartlett Learning, LLC
NOT FOR SALE OR DISTRIBUTION

© Jones & Bartlett Learning, LLC
NOT FOR SALE OR DISTRIBUTION

© Jones & Bartlett Learning, LLC
NOT FOR SALE OR DISTRIBUTION

© Jones & Bartlett Learning, LLC
NOT FOR SALE OR DISTRIBUTION



external driving forces, internal service demands, and the interface of mission, operations,
and practice are deliberated and delineated. Also, this forum serves as a centerpiece for
evaluating the various elements of innovation and innovation projects in the system to deter-

mine their continuing viabil-
ity, progress, and efficacy in
light of the changing cir-
cumstances and conditions
that drive the need for inno-
vation in the organization.

Important also is a clear
delineation of role expecta-
tions and work processes
with regard to innovation.
Although it is the role of
governance to establish a
firm strategy, that process
cannot be successful if it is
not appropriately informed.

Clearly, the work of being fully and appropriately informed cannot be thoroughly and ade-
quately undertaken unilaterally by the board. The officers of the corporation, those that
occupy the C-suite, have a significant role to play in ensuring that the board is appropri-
ately informed regarding the conditions and circumstances that influence decision making
around strategy. With regard to the innovation process in the organization, the interdisci-
plinary forum whose obligation is to coordinate, integrate, and facilitate the various inno-
vation tactics and processes in the organization informs senior leadership and the board.
They do this by providing them accurate and up-to-date information with regard to the
place, progress, and impact of current innovations. Furthermore, they share information
they have garnered about issues of organizational fit with the external environment, poten-
tial challenges to organizational integrity, and predictive-adaptive indicators of a shift in
the external environment. Finally, they articulate the resource implications and demands
affecting innovative choices made and the potential for future innovations. Consistent with
these contextual accountabilities are the activities associated with the various innovation
projects enumerated in the organization. Incorporated into the innovation process and the
activities located in these places are mechanisms that define methodology, decision mak-
ing, work process, design progress, and the activities associated with successful imple-
mentation. Equally important are the evaluations that determine whether particular inno-
vations and the processes associated with them are making progress or are stalled or even
blocked. Activities and progress with regard to these local innovation processes need to be
reported back to the network innovation forum for review and their decision making. The
forum needs to indicate their continuing support or indicate a need for altering processes,
direction, or goals for the innovation (Figure 4-19). 

Creating a culture of innovation is both easier and wiser than simply attempting to change
culture as a way of responding to external demands. If the infrastructure and the culture of
the organization are grounded in innovation and innovation is a part of the operation and
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Forum for Innovation
Priority Management

• Tie innovation initiatives to strategic priorities
• Represent organizational arenas and stakeholders
• Create format, structure, process, and evaluation
• Integrate innovation activities to advance system’s viability
• Assess process, competence, progress, and impact
• Champion innovation structure, learning, and action
• Communicate all innovation progress to system

Figure 4-18
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functional mechanics of the system, adaptation to change becomes incorporated into the
DNA of the system. Whereas the processes, mechanics, and techniques of innovation can
be found in other resources, it is important here to emphasize innovation as a way of doing
business. If innovation is seen as a role obligation of each member of the network commu-
nity, it is easier to actualize the processes associated with innovation and to build them into
the organization’s work processes (Perel, 2005).

Leadership and the Will to Innovate
If we’ve learned anything over the past decades with regard to people at work, it is the
vital importance of leadership. If the leader is not willing, neither is the staff. This notion
of will and its congruence with the innovative dynamic is critical to the understanding of
the contextual demand of a truly innovative organization. Many organizations “missed the
boat” because their leaders were so operationally and functionally fixed. The real obliga-
tion of vision and predictive and adaptive capacity was simply ignored, the competencies
associated with it never developed, and the readiness of the organization lost under the
burden of myopia, stability, and internal fixation.

Innovation is a dynamic, not simply a process. As such, innovation demands full aware-
ness on the part of leaders and organizational members of those circumstances and condi-
tions that call each to discern the reality of their work, the challenges associated with doing
it, and the changes necessary to sustain it. Interestingly, though, individuals bring to organ-
izations a whole range of cognitive, behavioral, and perceptive skills that, when appropri-
ately and successfully converged, create the very synergy necessary to appropriately
respond to shifting demands that affect person and organization. The issues related to this
understanding frequently have to do with the capacity of the leader to engage human diver-
sity, the organization’s continuing challenge to respond to an ever-shifting environment,
and the competencies necessary to implement processes that effectively address and appro-
priately respond to the convergence of these forces in a way that ensures individual and
community thriving.
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Figure 4-19 Role Alignment for Organizational Innovation
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Prediction

C–Suite,
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Informing

Managers
Translating
and Tactical
Formation

Staff
Designing,
Deciding,
Acting,

Evaluating
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Human systems have a natural tendency to stability and rigidity. Human organizations
tend to work diligently to control the ambiguities and vagaries of the internal environment
as a way of advancing normative and stable work processes, relationships, and organiza-
tional routines. Through such mechanisms, people and organizations determine that they

can better handle the stressors of permanent
“white water” by eliminating all risk associ-
ated with it. The problem with this perspec-
tive is that the chaos, complexity, and uncer-
tainty of organizational life in the larger con-
text of reality are normatively uncertain.
Attempting to eliminate the uncertainty and
to create stability as the prevailing mecha-
nism for organizational integrity and viabil-
ity is both inadequate and inappropriate as a
strategic, organizational, or operational
activity (Walumbwa, Lawler, Aviolo, Wang,
& Kan, 2005).

Truly innovative organizations fully under-
stand the inability to create any sense of per-
manent contextual frame for their work and
life. These organizations seek to harness
these dynamics and create the processes of
response to them as the normative vehicle for
organizational life. Chaos, complexity, and
uncertainty need not be permanently accom-

panied by stress, reaction, and the feeling of being continuously overwhelmed. Once lead-
ers recognize the constituents of the dynamic context of change, they begin to discern and
to articulate the appropriate mechanisms that harness this energy and give insights into the
behavioral modalities that best inform the life of the organization and its response to these
prevailing circumstances. Once this is understood, the organization becomes imbued with
the very life that it represents and incorporates in it the energy that reflects the congruence
between its internal life and the external conditions and circumstances to which it must
always respond if it seeks to continually thrive.

The leader seeks to both meet this challenge and to address it within structure and role.
Leaders at all places in the organizational network seeking to create the innovative
dynamic are a part of the construct of the network’s operation and pattern of behavior.
These leaders seek to align the innovation dynamics with the operational processes of the
organization. Here, leaders construct the organizational framework, the operational modal-
ities, and the decision and action processes in a way that reflects creativity and innovation
as the normative response to the organization’s place in the larger culture. In doing so,
leaders heighten the awareness of the organization as a system and of its individual mem-
bers about the fundamental necessity to be fully engaged in the life of the organization and
to be involved in the work process in ways that are inherently innovative and creative
(Hildreth & Kimble, 2004). In these organizations, leaders and members are constantly
looking for the challenges to historic and current ways of being and doing, seeking to

136 CHAPTER FOUR CREATING CONTEXT: INNOVATION AS A WAY OF LIFE

Key Point

Innovation is a skill set and a
contemporary capacity for the
leadership role. Innovation is no
longer an option with regard to
organizational vitality and the
construction of the future. Innovation
is now a way of life for organizations
that seek to advance and to be
sustained. The ability to both
understand and express predictive
and adaptive capacity has become a
subset of leadership competence
and can be no longer optional if the
role and the organization to which it
relates seek to be successful.
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inform organizational action in a way that alerts them early enough in the dynamic to
respond to these challenges appropriately. In this way, they avoid the critical reaction that
comes from the late awareness, inadequate response, and an existing infrastructure that
narrows people’s focus on function and action rather than on purpose, value, and outcome.

Conclusion
This is a value-driven time. The question of the age is no longer “What are you doing?”
The real question of the time is, “What difference are you making?” The answers to these
questions are as different as the questions themselves. The innovative organization asks the
questions related to whether the organization matters, has value and impact, and whether,
indeed, it makes a difference sustainably. It is a system’s own sustainability and its contin-
uing need to make a difference that define the relationship and the synergy between the
external environment that constantly grows, adapts, and changes and an internal environ-
ment that accepts the challenge of change, creates modalities that incorporate change into
its way of life, and creates structure, process, and relationships that embrace its own
becoming. In this way, both the person and the collective of the organization advance the
life of the system, its purposes, and the integrity and synergy between the innovative work
of the organization and the creation of its own future.
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Group Discussion

You are leaders of innovation. As a leadership group, you are charged with
developing a program of learning for all of the management leadership in your
health system. The health system has committed as a part of its vision and lead-
ership expectation that a strategic imperative and an infrastructure for innova-
tion will be constructed to help transform the organization into a truly vision-
ary and innovative enterprise. Your group has been charged with helping to
develop leaders with the innovative insights and capacity necessary to build a
truly innovative enterprise. You are putting together a 12-month education pro-
gram that will ensure that each level of leadership understands its role and that
each leader has the capacity to fully engage and express confidence in the exer-
cise of his or her innovative role. Respond to the following questions about how
you might structure this innovation leadership development program:

Based on this chapter, what are the various role expectations for innovation
of board members, C-suite members, managers, and professional staff?

What might the content of the program be if emphasis must reflect the con-
struction of policy, principles, protocols, structures, and processes associated
with making the organization an innovative enterprise?

In your attempt to be innovative in the design of leadership education, what
innovative learning dynamics and processes might you incorporate into this
learning program as a mechanism for more deeply embedding innovation in the
patterns of leadership in the system?
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Quiz Questions

Select the best answer for each of the following questions.

1. Disruptive technologies can best be defined as
a. normal changes that alter the way things work.
b. radical changes that result from normal evolution.
c. significant shifts that alter how we think, act, and behave.
d. the results of changing how an existing product or service looks and works.

2. Medical subsidiarity and subordinateness have directly affected the nursing profession
a. by creating a lack of interdisciplinary collaboration, linkage, and interaction.
b. through creating practice boundaries limiting nursing scope of practice.
c. by creating political and legislative limitations to clinical practice opportuni-

ties for nurses.
d. All of the above
e. None of the above

3. Focus on functionalism and process-oriented work affects innovation by
a. eliminating a broader focus on purpose and outcome, resulting in more

responsiveness to innovation-based solutions.
b. encouraging practical foundations for innovation.
c. tying innovation to real work issues.
d. keeping people’s imagination focused on innovation as a part of their work.

4. Equity is essential to innovation because
a. everyone does equal work in the organization.
b. equity reflects the value placed on an individual and his or her work.
c. it is important to acknowledge that not everyone’s work has equal value.
d. knowing what work contributes to innovation and what work does not is

important.

5. Professions are different from employee workgroups in which one important way?
a. They make more money.
b. They are more important to the work of the organization.
c. Professions are directed by their social mandate to the people they serve.
d. Professionals are not obligated to the organizations with which they relate.

6. Worker motivation can best be described as
a. increasing monetary rewards to get better work performance.
b. identifying the internal values that direct and satisfy individuals in their work.
c. encouraging, directing, and reinforcing workers to be more productive.
d. making workers feel better about their work so that they will do more of it.
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7. Innovation is always driven from the point of service because
a. that is where investment, engagement, and ownership of the outcomes of

work are directly located.
b. people do more work there and that is where the money is made.
c. people are more creative and innovative when they’re in the front lines.
d. it is always easier to get people to do new things close to the places where

they do the work.

8. Partnership between the board, executives, and managers is critical to innovation
because
a. the staff are required to do what the board and managers determine.
b. executives and managers must always do what the board directs.
c. managers are solely accountable for making sure the organization works.
d. each has a specific role to play in the innovation process in order to make it

successful.

9. The most important leader in the innovation process is the first-line manager
because
a. he or she knows more about what is really going on in the organization.
b. this manager’s proximity to the point of service exemplifies the strongest part-

nership with the staff closest to the place where innovation becomes action.
c. this manager does what he or she is told and translates that best in order to

get the staff “on board.”
d. this manager can make the most sense of the change and translate it in a way

staff can best understand.

10. An innovative organization is best demonstrated by
a. its willingness to always change and be ready for the next change.
b. constantly creating new products and ways of doing work.
c. the collaboration and integration of all of its members demonstrating their

commitment to their organization’s vitality and sustenance in the presence of
constant change.

d. the staff making sure that their organization can survive, constantly change,
and produce new products and ways of working.
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