
Welcome to 
Constructive Challenge

Brought to

By



Learning Objective

Today's Attendees will take away 5 norms that 
leaders must be skilled at in order to create an 

engaged, courageous workforce that works 
through difficult issues for higher levels of 

creativity and innovation.



All materials presented and statements made 
during this presentation are by the speakers and 
not to be attributed to Bayer or its subsidiaries



What is Needed at Bayer Now?

A culture that fosters:
- Disruptive innovation
- Leadership
- Creativity
- Productivity
- Personal and professional satisfaction
- Changing the game
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“Innovation has nothing to do with how 
many R&D dollars you have. 

It’s about the people you have and how 
you’re led, and how much you get it.”

-Steve Jobs



Constructive Challenge

Strengthening the engagement, clarity 
and honesty of our interactions so that we 
challenge the current thinking of the 
organization for improved innovation, 
collaboration and business outcomes.
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What Does It Look Like
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The Arena

• Engage Fully
• Speak Honestly
• Listen Intentionally
• Shift Perspectives
• Ask Questions
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Ranking Norms
• As you listen to the Norms descriptors, rate how 

effective you are at each of the five norms using the 
following scale:
– H = highly effective
– M = moderately effective
– L = least effective

• Individually stack rank the five norms using the 
following scale:
– 1 = I do this best
– 2 = I do this second best
– 3 = I do this third best
– 4 = I do this fourth best
– 5 = I do this least effectively



Yourself

Others Status 
Quo

Challenge



1.   SHOW UP  Stay in The Arena

 Engage fully
 Armor off
 Help others “into the Arena”
 Stay with it

2.   SPEAK UP Speak Honestly With Respect

 Be clear and concise
 Own it with “I” statements and conviction
 “Aim for a 5” with respect and tone of voice

3.   LISTEN UP     Listen Intentionally

 Listen to understand, not to reply
 Acknowledge to build respect. It doesn’t mean you agree
 Clarify what silence means, don’t assume agreement
 Summarize agreements, decisions and commitments to 

check clarity

Constructive Challenge
Challenging Ourselves, Each Other, and the Status Quo

The Five Norms and Skills

4.   FRAME IT UP Shape/Shift Perspectives

 Frame points of view briefly and 
compellingly

 Seek new ways of looking at things
 Focus on outcomes

5. OPEN IT UP    Dig Deep For Info
 Ask unexpected questions that get 

“below the surface”
 Dig deep for insights, not just quick 

answers
 Discover innovative solutions



Ranking Norms

As a group, stack rank the five norms using the following scale:
– 1 = this norm is most important for innovation and growth
– 2 = this norm is second most important
– 3 = this norm is third most important
– 4 = this norm is less important for innovation and growth
– 5 = this norm is least important for innovation and growth



Your Challenge

You and your colleagues are a part of an innovation and 
collaboration work group that has been charged with converting 
25 % of your current ILT training to a blended format, within the 
next six months.

Your task for today is to decide as a team the rank order of the 5 
skills for this project to be successful



Team Ranking of Norms
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Ranking Decisions
Norm Group 1 Group 2 Group 3 Group 4

Show Up

Speak Up

Listen Up

Frame It Up

Open It Up



1    2     3    4     5     6     7     8    9    10

Scale of Engagement

FEAR COURAGE
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The Man in the Arena

It is not the critic who counts; not the man who 
points out how the strong man stumbles, or 
where the doer of deeds could have done them 
better. The credit belongs to the man who is 
actually in the arena…

- Ted Roosevelt, 1910


